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FORTIETH MEETING OF THE TECHNICAL ADVISORY COMMITTEE

-

TOTHE
CONSULTATIVE GROUPON INTERNATIONAL AGRICULTURAL RESEARCH
(Call,

(Colombia),

22 June 7 2 July

1986)

REPORTOF THE MEETING

A.

1.
1.1

External

Main Hiehliehts

SUMMARY

and Recommendations

Reviews of ILCA

The Committee in examining the reports of the EPR and EMR
Panels noted with satisfaction
that ILCA had made very substantial
progress under its current Director-General.in
meeting the great
majority
of the conditions
set by the 1981 Quinquennial
Review (QQR).
However, as the Board had failed to agree with the Management on a
long-term strategy
for the Center, the Members considered they could not
TAC
meaningfully
complete their examination of the EPR at this time.
therefore
took the unusual decision of issuing an interim commentary for
the information
of the Group and of withholding
its final commentary
until
a long-term strategy,had
been approved by the Center's Board of
Trustees.
TAC decided to keep the ILCA EPR on its agenda until June 1987
when the long-term strategy was forecast
for completion.
At that time
TAC would complete its consideration
of the Report and prepare its
conclusions. and recommendations for the' Group's meeting at ICW 1987.
TAC also offered guidance and assistance.to
the Center for the
elaboration
of the long-term strategy
and decided to monitor the process
closely.
The Committee emphasized that its holding action did not
reflect
a lack of confidence in the value of the Center's programs and
in the prospects of impact from them and commended ILCA to the Group as
worthy of strong continuing
support.

,

2
1.2

Future

External

Reviews

,

IRRI and CIMMYT-ionsidered
that their third EPRs as scheduled
for 1987 would be useful for their‘centers.
The Committee, taking into
consideration
the length of time since the last EPRs and the recommendations on priorities,
decided to initiate
the preparations
for the
reviews of IRRI and CIMMYT in 1987. It was agreed that, in light of
requirements
for the new P&B procedures and of the study of external
review processes,
revised terms. of reference would be drawn up for these
two reviews.

P
-

!

1.3

Review of 1987 Center

Programs and Budgets

The P&B review process followed in broad lines the improved
procedure implemented for the 1986 P&B review, i.e. TAC primarily
examined program elements both on a System-wide basis and at the Center
level.
The TAC Review of Priorities
and Future Strategies
formed the
basis for determining
priorities
of program elements and individual
commodities.
After detailed
consideration
of the Center's
1987 Programs and
Budgets in full session and in working groups, TAC recommended programs
for each Center which in aggregate amount to US$ 196.19 million
(net
funding requirement),
including
a contingency
of US$ 2.80 million
for
rice research in Africa.
Further,
if sufficient
resources were to
become available,
TAC recommended support of additional
program elements
of US$ 3.07 million.
1.4

Development of the New P&B Review Procedure

A new P&B review procedure developed by TAC was discussed in
joint
session with Center Directors.
There was broad support for the
new procedure with-some nuances among Center Directors
on the proposed
classification
of Center activities.
It was agreed that the paper
should be revised to incorporate
Center comments and then become the
conceptual framework for the new process.
Issues of scale were discussed and a consensus reached that
TAC's collective
judgement plus advice from the Centers would have'to be
Centers would be asked to
relied upon until more experience was gained.
give only essential
details
on programs at the activity
level.
The
planning exercise would assume initially
an unconstrained
resource
Then, each Center
situation
for a five year total program and budget.
would indicate
what it would forego if adequate resources were not
available.
Each Center would also be required
to identify
the nature of
each proposed activity,
explain its essential
role in the program and
inter alla, the number of senior scientists,
how
mandate, and indicate,
the activity
would be‘expected
to change over a quinquennium,
and the
budgetary magnitude of the proposed activity.
TAC decided that a trial
run would be made in 1987 with the
1988 P&B proposals of six Centers (IBPGR, IFPRI, ILCA, ILRAD, ISNAR, and
WARDA), starting
with preliminary
discussions
in October during TAC 41.
The CGIAR Secretariat
was requested to prepare guidelines
for discussion
with TAC and the Centers concerned.

'

3
1.5
-2
-

Ring Baudouin Award

1
TAC, after consideration
of the submissions made by the
of the 1984 Ring Baudouin
Centers, selected IITA as the recipient
International
Agricultural
Research Award for its work in combatting
Maize Streak Virus.
The title
of IITA's submission was "Solving the
Problem of Maize Streak Virus:
A Research Breakthrough
to Increase
Maize Production
in Sub-Saharan Africa".
The Award will
Week in November 1986.

be presented

2.
2.1

Report
(a)

Proeress

to IITA at International

Centers

on Other Matters

from the CGIAR

Financial

Matters

The CGIAR Secretariat
reported that in 1985 for the first
time
CGIAR funding had declined in real terms.
Donors' contributions
to core
were estimated at US$ 170 million,
i.e. US$ 3 million
or 2% less than in
1984.

,*

Donors' contributions
for 1986 were projected ,at US$ 184 million,
which meant that available
funding would be approximately
at 96% of
approved Centers' programs.
For 1987, the CGIAR Secretariat
US$ 198 million
would be made available
(b)

projected
by donors.

that

about
'

Outcome of CGIAR Mid-Term Meeting

The CGIAR Executive Secretary provided valuable feedback to the
Committee on the results
of the Group's mid-term meeting, in particular
on the discussions
of the TAC Review of CGIAR Priorities
and Future
Strategies.
He explained that the Group had endorsed TAC's recommendations with certain
qualifications.
The Group‘had recognized that the
Committee was being overloaded and had therefore
endorsed a proposal by
the Co-Sponsors to review the role of TAC and its Chairman.
A paper ,on
this issue would be presented to the Group for discussion
during ICW
1986.
The Group had also endorsed the recommendations of the Budget
Study and had expressed its general approval of the external
reviews of
ISNAR'and ILRAD. ISNAR had been accepted as a fully-fledged
Center in
the CGIAR System, eligible
for support on a continuing
basis.
After an indecisive'discussion
of ,the WARDAMid-Term Review
the Group requested IDRC-to conduct, on its behalf, negotiations
report,
with the member governments of WARDAin an effort
to reach some
agreement on an appropriate
mechanism for CGIAR support of rice research
Mr. Moise Mensah, Assistant
President,
IFAD, was
in West Africa.
appointed as negotiator
by ID&, and was conducting consultations
with

1

4
individual
WARDAGoverning Council members. The Group was expected to
have further
discussion
on WARDAduring ICW 1986, when it intended to
take a final decision regarding
the future of WARDA. s
'The Group warmly welcomed the positive
steps, which FAO had
taken to solve IBPGR's problems in setting
up a high level committee to
examine the difficulties.
The situation
would be examined by the CGIAR,
FAO and IBPGR after two years.
2.2

WARDAMid-Term Review

!

The TAC Chairman noted that, due to compelling reasons, the
report of the Panel appointed by TAC and the CGIAR Secretariat
for,the
Mid-Term Review of WARDAwas submitted to the CGIAR before TAC, the
WARDAGoverning Council, the WARDASTC and management had had a chance
to discuss and prepare their comments. In view of developments arising
from the presentation
of the report at the CGIAR mid-term,meeting
in
Ottawa, May.1986, the Chairman decided that TAC should not discuss the
'
recommendations of the Report at this time but as requested by IDRC
provide.guidance
for assisting
in its negotiations
with the WARDA
Governing Council on behalf of the CGIAR.
This guidance related to what TAC considered to be essential
elements of an effective
CGIAR-supported rice research program for West
Africa.
Issues of governance, management, program and staffing,
were
highlighted.
2.3

Follow-up

to IBPGR External

Review

The Committee had a wide ranging discussion
on a number of
It agreed that there
points raised by the CGIAR Executive Secretary.
was need to clarify
the relationships
between IBPGR and the Centers and
between IBPGR and TAC concerning the relative
responsibilities
for the
TAC agreed that a CGIAR policy
overall
CGIAR genetic resources program.
statement would be appropriate
but considered that its priority
among
TAC's future activities
should be determined after consultation
between
the Chairman and the Standing Committee.
2.4

Study of the External

Review Process

Professor Vernon W. Ruttan gave an oral progress report to TAC
on the Study of the External Review Process commissioned by the TAC and
He pointed out that each IARC was an autonomous
CGIAR Secretariats.
corporate entity whose policy was determined by its Board of Trustees.
Research policy in the CGIAR System had normally been a joint
responsibility
of the CGIAR and its Technical Advisory Committee while
research planning was a function
performed by Center Boards, management
This uniqueness of the IARCs with respect to governance and
and staff.
management, research policy,
planning and evaluation,
affected
the
external review process.
EPRs should
Among Prof. Ruttan's major recommendations were:
focus primarily
on strategic
rather than on operational
issues; interns,1

'

review processes should be strengthened
to maintain
quality
of Center research programs and staff;
the
of EPRs should be extended to -8-10 years.
He also
qualifications,
a continued separation
of EPRs and
more cycle.
TAC would expect to discuss the draft
2.5

.

Sub-Saharan

Africa:

Fertilizer

and enhance the
length of the cycle
advocated, with some
EMRs for at least one
report at TAC 41.

Issues

Dr. D. McCune of IFDC gave a presentation
to TAC and Center
Directors
in joint
session on the fertilizer
situation
in Sub-Saharan
Africa.
He stated that the African countries
would not achieve selfsufficiency
in food production
unless fertilizer
use'in their
agricultural
produCtion.systems
in&eased
significantly.
He reviewed
data on fertilizer
consumption and production
in Africa,
which indicated
extremely low consumption figures compared with the averages of the
developing world in general and Asia in particular.From the standpoint
of availability
of raw materials
for
fertilizer
manufacturing,
Africa was considered to be relatively
well
endowed. Of the numerous constraints
related
to fertilizer
use in
Africa,
the most significant
ones were lack of trained personnel,
lack
of irrigation
potential,
many small and/or landlocked
countries,
large
distances coupled with inadequate infrast.ructures,
and less fertile
soils.
supported
Africa.
2.6

IFDC has conducted extensive training
programs in Africa and
one for East Africa and one for West
two fertilizer
networks,

Farming Systems Research

Professor Camus expressed TAC's appreciation
to Dr. L.D. Swindale,
Director-General
of ICRISAT, for organizing
the IARCs Workshop on FSR.
He noted the Committee's full satisfaction
with the outcome of the
Workshop.
Dr. L.D. Swindale reported that Center Directors
had only hadpreliminary
discussions
on the draft report which would be further
The subject would be brought back to TAC in
revised before publication.
October.
2.7

TAC's Follow-up

to CGIAR Priorities

and Strategies

The Committee reviewed a long list of activities
requiring
its
attention
as a result of the CGIAR's adoption of TAC's recommendations
concerning priorities
and strategies.
It recognized that modification
of its working methods could facilitate
its efficiency.
The Committee
agreed with the Chairman to establish
a small Standing Committee to
advise him on priority
matters and to monitor TAC's progress and also to
establish
several (2-3) continuing
sub-committees
to guide progress on
specific
matters.
It was also decided that the Standing Committee
should meet at the end of July to plan TAC's immediate program,
establish
priorities
among TAC's ong.oing and new activities,
and suggest
which of the activities
needed continuing
sub-committees.
In this way
progress could be made on the selected activities
before TAC 41.

6
It was also decided that the "TAC Review of CGIAR Priorities
and Future Strategies"
would be bound in a single document together with
the "Elaboration"
paper and the report of the CGIAR discussions'on
the
topic at its 1986 Mid-Term meeting, and that this document would be
#printed and distributed.
2.8

Future

-

Meetings

The Committee confirmed

the dates and places

of its

next two

meetings:
TAC 41: 27-31 October 1986 in Washington, D.C.,
International
Centers Week (3-7 November 1986)
TAC 42:

16-24 March 1987.in

prior

to

Rome
c

TAC 43: kfter consultation
with the Center Directors,
the
Committee decided that the meeting would take'i;place at
ILRAD, Nairobi,
22-30 June 1987. The Center Directors
would meet at ILRAD, 22-26 June 1986.
TAC 44: 19-24 October 1987 in Washington, D.C.,'prior
International
Centers Week (26-30 October 1987).

Information

on Related

CGIAR Initiatives

in Africa

3.
3.1

Matters

of Interest

to

to TAC

TAC was advised that as a result of the CGIAR discussion
of
issues related to Africa at its mid-term meeting in Ottawa, the Group
had decided to set up,a Task Force on Sub-Saharan Africa with
Prof. Camus as Chairman;
A preparatory
meeting of the Task Force had
been held as well as a joint meeting with a sub-committee of Center
Directors
concerned with Inter-Center
cooperation
in the region.
The
meetings agreed that the Task Force and Center Directors
Sub-Committee
should work in close association.
The decision was taken to convene a
joint session of the two groups in September 1986 in Paris.
3.2

Inter-Center
Classification

Workshop on Agro-Ecological
Characterization,
and Mapping, Rome, 14-18 April 1986

Dr. C.T. de Wit reported to TAC on the above workshop organized
by ICARDA. The discussions
centered on the need for and the objectives
of the IARCs in collection
and characterization
of agro-ecological
data.
There was a consensus on the concept of a common minimum primary data
set, and on the specifics
of the physical
and biological
components for
the data base.
Requirements for a socio-economic
data base were more
vaguely determined.

.

7
Conference on Drought, Desertification
Africa,
Nairobi,
3-6 June 1986

3.3
L

and Food Deficit

in

Dr. J.H. Monyo reported to the Committee the launtihing of an
African Academy of Sciences in December 1985. The Academy held its
inaugural
symposium in Nairobi followed by the above conference.
The
discussions
revolved on policy issues, and major constraints
and
problems encountered by research systems in Africa.
Areas selected for
concerted basic research efforts
included soils,
soil micro-organisms,
and biotechnology.
3.4

Workshop for Research Policy
Potentials
Crop Improvement:
13-17 October 1986

Makers on "Biotechnology
and Limitations",
IRRI,

in

TAC received an invitation
to attend the above workshop, being
Two TAC members,
co-sponsored by IRRI and the Rockefeller
Foundation.
agreed
to
attend
the workshop
namely Drs. M.H. Arnold and E.Q. Javier,
on behalf of the Committee.

.
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B.

RECORDSOF THE PROCEEDINGS

1.
The Fortieth
Meeting of the Technical Advisory Committee (TAC)
to the Consultative
Group on International
Agricultural
Research (CGIAR)
was held from 23 June to 2 July 1986 at CIAT, Palmira, Colombia.
Prof. Guy Camus was in the-Chair.
2.
The Meeting was attended by all TAC members, by two
representatives
of one of the Co-Sponsors', and by members of the CGIAR
and TAC Secretariats.
The Vice Chairman of the Committee of Board
Chairpersons,
the Center Directors
and some of their senior staff,
one
observer representing
a member of the CGIAR and a number of other
participants
attended the joint and open sessions of the meeting.
The
list of participants,
is attached as Annex I.
3.
Joint .sessions were held with Center Directors,
who were.
meeting concurrently
from 23 to 27 June 1986, to discuss the follow-up
to the TAC Review of CGIAR Priorities
and Future Strategies
now that its
recommendations had been adopted by the Group; Programs and Budgets for
1987; the development of the new P&B procedures;
and a number of other
As usual the work of TAC was facilitated
by TAC Working
matters.
Groups.
4.
The Committee was given a special presentation
on CIAT's
philosophy,
program results
and future directions
by the DirectorGeneral
and senior program leaders,
in a situation
which encouraged in-depth
discussions.
CIAT also arranged a program of visits
to its headquarters
facilities
and its substations
at Santa Rosa, Quilichao and Popayan.
Unfortunately
the visit
to Carimagua had to be cancelled because of
local storms.

-Opening Session
(a)

- (Agenda Item 1)
Opening Remarks by the Chairman

5.
The Chairman declared the 40th meeting of TAC open.by
expressing his pleasure that TAC was meeting for a second time at CIAT.
He recalled
that the first
meeting of TAC at CIAT was in May/June 1977.
He observed with satisfaction
that TAC members and observers would have
ample opportunity
during the course of the meeting to learn more about
the Center's programs and facilities.
For the joint sessions with the
Center Directors,
Prof. Camus invited
Dr. Peter Brumby, Chairman of the
Group of Center Directors,
to co-chair
the meetings.
Dr. John Nickel,
Director-General,
welcomed the members of the
6.
Committee to CIAT. He stated that CIAT was delighted
and honoured to
have been given the opportunity
to host the meeting and expressed the
hope that the visitors
would be comfortable
and the sessions productive.
He also informed the meeting participants
that besides the formal
presentation
of CIAT's activities
and the visits
to the substations,
there would be opportunities
during the lunch breaks to visit
some of
%
CIAT's programs and facilities.

7.
Dr. Nickel stated that due to conflicts
with urgent business
involving
a meeting with the President of Colombia, H.E.yRoberto Mejia,
Minister
of Agriculture,
he was unable to be at CIAT for the joint
session of TAC and Center Directors
meeting as had.be&n planned.
The
Minister,
a rice farmer, had sent a message thanking Dr. Nickel for the
invitation
and regretting
his inability
to attend.
He sent his best
wishes for a,successful
meeting and expressed his hope that the
conclusions
of the meeting would eventually
benefit agricultural
development in the third world.
8.
Prof. Camus thanked Dr. Nickel for his welcome, for his kind
remarks and for the excellent
facilities
which had been put at the
On behalf of all present he expressed his
disposal of the Committee.
appreciation
for the warm hospitality
offered by CIAT. In conveying the
thanks of the meeting for the Minister's
message, Prof. Camusexpressed
his appreciation
of Colombia's,~continuing
support for the CGIAR. In
this context he pointed out that the President-elect
of Colombia,
H.E. Virgilio
Barco, was a valued friend of the CGIAR, whose long
association
with CIMMYT as Chairman of its Board of Trustees made him
highly knowledgeable of the System. He proposed that a joint
congratulatory
message from TAC and Center Directors
be sent to His
a proposal which was approved unanimously.
Excellency,
9.
Prof. Camus then welcomed TAC members, the representatives
of
the Vice-Chairman of
one of the Co-Sponsors, the donor representative,
the Chairman of the Group of Center
the Committee of Board Chairpersons,
Directors,
the Directors-General
and other Center staff,
the CGIAR
the specially
invited
guests and observers to the meeting.
Secretariat,
He noted that apologies had been received from the United Kingdom, IFAD,
UNEP,and.UNDP. The Chairman said that he welcomed and highly
appreciated
the opportunity
for joint
meetings with Center Directors.
(b)
10.

Adoption

The report
(c)

of TAC 39 Report

of TAC 39 -l/ was adopted without

Matters

Arising

11.
There were no matters
by the Agenda.
(d)

Adoption

amendments.

from TAC 39
arising

from TAC 39 not already

covered

of the Agenda

12.
Referring
to the proposed Agenda and timetable mailed with the
invitation,
Prof. Camus pointed out that due to unforeseen circumstances
it had become necessary to revise the timetable..
Participantswere
advised that Centers' P&B proposals,
ILCA!s External Reviews and
consideration
of the new P&B review procedure would dominate the
'
although activities
to;be undertaken as the follow-up
to
discussions,

i/

Draft

Report of-the

39th Meeting

of TAC (AGR/TAC:IAR/86/10)

.

10
a TAC's Review of CGIAR Priorities
and Future Strategies
would receive
special attention.
He indicated
his intention
to elaborate
on each
Agenda item when it came up fo,r discussion.
13.
With respect to Agenda Item 12 - Other Matters,
the Chairman
informed the meeting that three topics had already been brought to his
attention,
namely:
(1)

Inter-Center
Classification

Workshop on Agro-Ecological
Characterization,
and Mapping, Rome, 14-18 April 1986;

(2)

Conference on Drought, Desertification
Africa,
Nairobi,
3-6 June 1986; ,and

(3)

Workshop for Research Policy Makers on Biotechnology
in Crop
Potentials
and Limitations,
IRRI, 13-17 October
Improvement:
1986.

and Food Deficit

in

He invited
further
topics from the floor and then asked for comments
and/or amendments to the Agenda. Noting that there were neither
additional
items for Agenda Item 12, nor suggestions
for amendments, he
declared the Agenda adopted.
14.
The Chairman informed the meeting that as usual the Committee's
work would be facilitated
by Working Groups meeting in open and/or
closed sessions at the discretion
of their individual
chairmen.
He
invited
the observers to participate
actively
in all open sessions of
the Committee and Its Working Groups.
15.
with

He then announced the composition of the Working Groups to deal
&rd later with selected Agenda Items.
Centers' P&B proposals,

Report from the CGIAR -

(Agenda Item 2)

16.
The Chairman invited Mr. Curtis Farrar, Executive Secretary of
the CGIAR, .to report to the joint session of the Center Directors
and
the Committee on financial
matters and on the outcome'of the Group's
mid-term meeting, held in Ottawa from 20-23 May 1986.
.i

(a)

Financial
-

Matters

1985 Outcome

Mr. Farrar noted that during the calendar year 1985 CGIAR
17.
funding had declined in real terms, with core funding estimated at
US$ 170 million,
some US$ 3 million
or 2% less than in 1984. The
continuing
strength of the US dollar vis-a-vis
other currencies
until
late 1985, coupled with the unexpected sharp decline in contributions
from Saudi Arabia, IFAD and the OPEC Fund, had been major factors in the
decline.
In 1985 the stabilization
mechanism compensated ICARDA, IRRI,
18.
and to a lesser extent ILCA and ICRISAT, for adverse price trends.
In

11
most cases exchange losses due to .the strength of the US dollar were
CIMMYT paid into the fund as a result of cost
also compensated.
decreases due to devaluation
of the Mexican peso.
-

1986 Situation

19.
Based on
November 1985, Mr.
US$ 184 million.
the World Bank to
finance about 96%
20.
million.
funding

actual donor pledges and informal estimates in
Farrar estimated that funding for 1986 would reach
Once the US$ 5 million
contribution
has been made by
the stabilization
mechanism, the remainder would
of approved Centers' programs.

1987 Outlook

Funding for 1987 was currently
estimated at about,US$ 198
With Center inflation
projections
being reduced to 5.6X,
should allow 2% real growth in Center programs.
'

21.
In reply to a question whether USA funding level for 1987 would
remain reasonably assured, the observer from USAID explained that his
Agency hoped to be able to maintain its funding at the usual level of
25% of total contributions.
However there would be no prospects for an
increase of the US contribution,
.if the Agency's budget were to
decrease.
At present it was not possible to predict how a decrease in
budget would be distributed
within the Agency, and consequently
how this
would effect the USA's contribution
to the CGIAR.
(b)

Outcome of CGIAR Mid-Term Meeting
-

CGIAR Priorities

and Future

Strategies

22.
Mr. Farrar alluded to the comprehensive preparations
for the
discussion
by TAC, as a result of which the discussion
was well
structured,
constructive
and rewarding.
It focussed on four main issues
plus a number of additional
ones. The main conclusions
could be
summarized as follows:
23.
Non-food crops - The Group was in broad agreement with TAC's
assessment that non-food crops should not be included in Centers'
There was a consensus that the CGIAR maintain its fundamental
mandates.
preoccupation
with increasing
food production
in developing countries,
As non-food
while also recognizing
the importance of non-food crops'.
crops were an element of agricultural
production
systems, they should be
included as a part of farming systems research.
Research throughout
the
CGIAR should increase the productivity
of farmers, emphasize income
generation,
and pay more attention
to the economic conditions
under
which the farmer operates.
Sustainability
of increased agricultural
production
- There was
24.
again broad agreement with TAC's views.
Many members, however,
considered the concept of commodity-oriented
multidisciplinary
research
too simplistic
in view,of the complexities
of agriculture
and resource
on the issue.
TAC was also
management. TAC was asked to elaborate
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requested to provide a more detailed
treatment of the links among the
IABCs doing research directed
to soil management, water management and
agroforestry,
and between the IABCs and those non-CGIAB institutions
engaged in similar
or related research.
25.
CGIAB strategies
in Sub-Saharan Africa - Center Directors
announced the creation
of a Center Director
committee to deal with the
coordination
of research strategies
in Sub-Saharan Africa.
The Group
had recognized the cost of overlaps between Centers' activities
in the
past and the need for increased attention
to avoid this in future.
The
need for flexibility,
full involvement'of
the IABCs concerned, and
inclusion
of African research leaders into. the ,process of coordination
was emphasized.
A task force was established
to detail
the specifics
of
coordinating
mechanism(s) in consultation
with the committee of Center
Directors.
The task force, chaired by the TAC Chairman, includes two
TAC members and four CGIAB members. The CGIAB Chairman briefed the
Group on SPAAB of which he is also the Chairman, and on the rationale
to
keep the CG System and SPEAR deliberately
separate.
26.
Priorities
among commodities - There was broad support of the
relative
priorities
as recommended by TAC, i.e. a relative
decline in
support to rice and wheat, and a relative
increase in support to root
and tuber crops, and starchy banana, to food legumes, and to other
cereals such as maize, sorghum and millet
over the short to long term.
Among the new ventures , there was support for vegetables,
aquaculture
and coconut.
TAC was asked for specific
proposals regarding
these
commodities,
and to give thought to the opening up of new avenues of
collaboration
beyond the System.
Other issues - In discussing
27.
the goal statement for the System,
the Group preferred
the statement by TAC, but suggested that it include
a reference to national
research systems and hopefully
to income
generation.
With respect to the role of women in agricultural
research,
- there was a request for a discussion
at a future meeting on how research
In conclusion,
the Group
can be directed
to benefit women farmers.
The document would be
endorsed TAC's priority
and strategy
paper.
supplemented with comments of the Group and of TAC on the issues raised.
The Group recognized,
however, that the Committee was being overloaded.
It therefore
endorsed a proposal to review the role of TAC and the
A paper on this issue will be
conditions
of the Chairman's service.
presented to the Group for discussion
during ICW 1986.
-

Budget Study

With one exception,
the Group endorsed the recommendations of
28.
The charging of overheads on restricted
core projects
the Budget Study.
was not fully supported so it was agreed to further
discuss this issue
with the donors concerned.
-

External

Reviews

There was general approval of the EPBs and EM% of ISNAB and
29.
ILBAD. ISNAB was accepted as a full-fledged
member Center in tha CG
The strength of
System, eligible
for support on a continuing
basis.

ISNAR should be in assisting
NARS in formulating
research.strategies
in the field of research organization
and management. With respect
the external
reviews of ILRAD-the Group supported the Panel's
recommendations'as
qualified
by TAC.
-'

and
to

WARDAMid-Term Review

30..
Upon the presentation
of the Review report,
the Chairman of
WARDA's Governing Council gave a lengthy response reflecting
his
disappointment
with the Panel's recommendations and his need for time to
deal with the issues.
The Group decided not to deal with the'report
per
se but rather,
given its interest
in rice research In-West Africa,
toattempt further
negotiations
with WARDA's Member Governments.
To this
end, the Group had requested IDRC to undertake the negotiations.
31.
Since-that
time, IDRC has obtained the services of Mr. Moise
Mensah, Assistant
President'in
IFAD, as negotiator.
He has ,had his
first
meeting with the Chairman of WARDA's Governing Council.and
would
be following-up'by
meeting individual
Council members. The Governing
Council was expected to meet in ,September 1986 to discuss its position.
Meanwhile, a meeting of the WARDAdonors was being planned for midSeptember to discuss the outcome of the negotiations.
The Group would
have further
discussions
on WARDAduring ICW in November 1986, when it
would take a final decision on the matter.
Mr. Farrar indicated,
however, that guidance from TAC was requested by IDRC on the mechanism
for undertaking
rice research in West Africa and on the content and
scope of the research program..
(c)

Other

With respect to future CGIAR meetings, Mr. Farrar mentioned
32.
that each year one half of the Centers would make a presentation
on
would be evenly distributed
their program at ICW. These presentations
The Group would also annually receive a
among the plenary sessions.
paper for discussion,
e.g. one on food policy related matters,
alternating.with
one on research highlights.
The Co-Sponsors had agreed to use their'data
base and expertise
33.
to present reports on issues of major concern to the Group.' The World
Bank would present a report on crop diversification
in Asia to the
Group's mid-term meeting in 1987. FAO intended to present a report on
root and tuber crops at ICW 1987.
The Executive Secretary in turning to FAO-IBPGR relations
34.
reported that FAO had made a proposal to resolve the difficulties
in its
a review committee, chaired
relationship
with IBPGR. 'It had established
by the Deputy Director-General
to examine specific
problems submitted to
to develop
it by either IBPGR or ,the CGIAR. It would make every effort
practical
solutions
aimed at~facilitating
effective
jo1n.t work on plant
genetic resources by both IBPGR and FAO. After two years the situation
would be re-examined by all parties concerned, i.e. FAO, CGIAR and
IBPGR. In the light of experience gained a decision could then be taken
regarding any possible new structure.that
may need to be considered.
FAO had also confirmed that all IBPGR staff were available
full time for

14.
/

the Board's activities.
developments and looked

The Group warmly welcomed the recent
forward to further
discussions
with,FAO.

35.
In concluding,
Mr. Farrar indicated
that the Board of IBPGR had
made specific
proposals with respect to acquiring
eight new,Board
Members, and had submitted some issues of concern to the FAO review
committee.
He also noted that the Group would need to give further
consideration
to the relationships
between IBPGR and the IARCs, and in
particular
the role of IBPGR in advising the Group on matters related to
plant genetic resources in the CG System.
Dr. M.S. Zehni, representing
FAO, then presented a brief oral
36.
report on some of the issues relevant
to the CGIAR, dealt with by the
Working Group of the FAO Commission on Plant Genetic Resources during
its meeting in June 1986.
37.
The Working Group of the Commission had considered
aspects related
to the International
Undertaking
and to the
of the Commission.
It had also considered the feasibility
establishing
a fund for plant genetic resources work, which
perhaps assist in supplementing
IBPGR's resources.

particular
membership
of
Could

38.
The Working Group was informed of the dialogue between FAO and
the CGIAR. It examined the recent FAO proposals with respect to the
relationship
with IBPGR and warmly welcomed this positive
development.
Furthermore,
the Working Group reiterated
its support for IBPGR.
Questions were raised with respect to the legal status of germplasm
collections
in the IARCs; FAO undertook to examine this matter in close
consultation
with all concerned.

External

Reviews of ILCA - (Agenda Item 3)

39.
The Chairman welcomed Prof. Carl C. Thomsen, Chairman of the
External Program Review Panel; Prof. Lowell Hardin, Chairman of the
External Management Review Panel; Dr. B. Nestel, Chairman of the ILCA
Board of Trustees;
Dr. H. Steppler,
Member.of the Program Committee of
ILCA's Board; Dr. Peter J. Brumby, Director-General
of ILCA; and
Mr. A.H. Thabit, Financial
Controller
of ILCA.
40.
The Chairman alluded briefly
to the arrangements made for the
conduct of the EPR which had proceeded in two phases during April and
sought the views
May 1986. He noted that the EPR Panel had assiduously
of ILCA Trustees as well as of the national
authorities
and relevant
national
institutions
in the seven countries
it had visited.
The EPR
and FMR Panels had been able to complete their reports
l/ on schedule,
and the Chairmen had made separate oral presentations
to-the ILCA Board,
and to senior staff on 20 May 1986. Copies of the reports had been left
with ILCA and sent to TAC members,by courier.
The responses of ILCA to
the two reports had been tabled at TAC 40.

-1/ - Report of the Second External Program Review of the International
Livestock
Center for Africa
(ILCA) (AGR/TAC:IAR/86/12)
- External Management Review of ILCA

1.

41.
Before inviting
Prof. Thomsen to present the ,EPR report to TAC,
the Chairman recogni.zed the progress ILCA had made in the years since
the 1981 Quinquennial
Review which had found the Center in a very
difficult
situation
and had suggested numerous conditions
for
improvement.
Thanks to the efforts
and leadership
of Dr. Brumby,
important issues of approach and of a programmatic nature had been taken
care of, staff morale and quality
had improved, and ILCA had earned a
well-respected
place among the IARCs. The achievement was especially
remarkable given ILCA's mandate which was probably the most difficult
in
the CGIAR System.
42.
Prof. Thomsen first
remarked that the period available
for the
review had been too short, given the complexity of the task and the
amount of travel;
he paid tribute
to ILCA for assisting
the Panel with
comprehensive documentation,
clear presentations,
and good organization,
and to the Panel members for their hard work and constructive
collaboration
which made possible presentation
of the report to ILCA on
schedule.
43.
Using the "Overall Assessment" chapter he described the
perspective
for reviewing
ILCA's activities.
He indicated
that the
scattered
widely over
combination of a broad mandate, of activities
Africa,
and of a charge to introduce
a farming systems approach to
livestock
production
research, had from the beginning complicated
the
task of the Center and, together with frequent management changes, had
led to a record of checkered development.
The QQR had been very
critical
and had identified
many conditions
needing improvement.
44.
The Panel had been greatly.impressed
by the positive
changes in
the general atmosphere since 1981 by the augmentation of scientific
These
competence and by the improvement of headquarters
facilities.
improvements should be largely
attributed
to the dedication
and
competence of the Mrector-General
and the cooperation
of his staff.
It
had n0ted.a distinct
move towards more component research and a good
Still
more
start on development of appropriate
packages of technology.
effort
was needed to satisfy
conditions
set by the QQR, and the Panel,
was confident
that this challenge could be met by continuing
the
positive
developments instituted
during the period .under review.
Prof. Thomsen then noted that such current, problems as dealing
45.
adequately with the wide spread of activities,
the understatiding
and use
of the term "farming systems research",
the role of headquarters
scientists
as advisers to field teams, and the anglophone dominance in
ILCA's work had all been identified
by the QQR in 1981.
46.
The Panel considered ILCA's mandate to be valid and suggested
that in its interpretation,
the recommendations of TAC with respect to
the CGIAR priorities
relevant
to ILCA's work should be heeded.
There
was however still
a need ‘for the Center to define'its
long-term strategy
The Panel
so that short- and medium-term priorities
could be set.
strongly
recommended that ILCA should endeavour to focus its research
activities,
ensure continuity
of efforts
and avoid spreading its
resources too thinly over a broad spectrum of activities.
47.
this

The Panel had given attention
to the evolution
of ILCA and what
might mean for its strategy.
In the present~situation
In'Africa,
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it considered that ILCA should continue to devote substantial
resources
to field work because most national
institutions
were not yet'able
to
take on this work and needed help to implement a farming systems'
approach.
Over time, as the capacity of national
programs in research
.and extension strengthens,
ILCA should turn from direct
involvement at
the national
level to increase its strategic
research on important
Research networks,
in which ILCA participates
as an
common problems.
equal partner,
would gradually
become the main links with national
programs.
48.
Prof. Thomsen then reported the Panel's main views and
recommendations on ILCA's programs and activities.
Efforts
devoted to
the major mandate responsibilities
of research,
information
and
training/liaison
were in appropriate
balance.
The Panel considered that
the proportion
of effort
devoted to research should not be reduced in
the near future.
Further,
headquarters'
research should not be further
strengthened
at the expense of zonal programs; increased interaction
among the zonal programs should be facilitated;
component research for'
field programs should receive additional
resources and/or closer.
cooperation
and backstopping
from headquarters
scientists;
expertise
in
crop agronomy was needed for ILCA's research on the interface
between
livestock
and crop production
and on fodder crops; and expenditures
by
agro-ecological
zone appeared high for the highlands and low for the
subhumid zone.
49.
Before ending his presentation,
Prof. Thomsen commented briefly
on three issues highlighted
by the Panel in its main review chapters:
(I) Research networks can be effective
in boosting national
research
%capacity and motivation
of personnel,
but as they are resource-demanding
when fully established,
the Center should weigh carefully
how many it
can adequately cope with at any one time.
(ii)
Satellite
imagery can
be useful for refinement
of drought early warning systems, and ILCA
should keep abreast of developments for this purpose.
However, the
Panel recommended against the establishment
of national
or regional
ground receiving
facilities
under ILCA's jurisdiction
and also
recommended termination
of ILCA's research activities
involving
calibration
of, the "normalized
difference
vegetation
index" (NDVI) and
related radiation
measurements.
(iii)
The Panel recommended that
efforts
of the Center directed
to francophones should be strengthened.
Finally,
Prof. Thomsen stated the Panel's conclusions
that the proposed
changes in emphasis could be put into effect through rationalization
of
the use of currently
available
resourcas.
50.
Prof. Bardin, in presenting
the report of the External
Management Review Panel, commented on the difficulties
of running an
IARC like ILCA in the environment in which it was located.
The EMR
Panel concurred with the EPR Panel in praising
substantial
progress in
managemant since 1981, a period conditioned
by earlier
frequent
The Panel
management changes, and marked by civil
war and droughts.
noted that further
steps were being taken by the Center to improve its
capabilities
and performance in program delivery.
However, a long-term
plan developed jointly
by the Center's governance and the plan's future
In, the absence of an
implementers was needed to guide program delivery.
agreed long-term plan ILCA's diffuse
program strategy was a "soft spot".
A broad mandate and a broad program strategy
were not compatible,
Prof. Bardin remarked.

.
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The EMR Panel found the relationship
and communications between
'51.
Board Chairman and the Director-General
to be unsatisfactory
and made
recommendations for their improvement.
It was critical
of Board
intrusion
into management areas, e.g. through Board members conducting
detailed
technical,
scientific
and managerial reviews of programs.
On
the other hand it noted that management had not always supplied Trustees
with the information
needed to perform their proper functions
effectively.
52.
The EMR Panel had evaluated the performance of ILCA's Board
over the past five years in five areas with the following
summary
results:
- selection
recently.;
.- policy

of the Director-General
guidance

- ensure accounting
performance;

in strategic
and legal

- not done well

planning
responsibility

- many shortcomings;
- good

- monitoring
and review of programs - processes
sometimes counter-productive:
and
- composition,
much effort
.,.'

very

used were

and qualifications
of the Board members - not
devoted to this so far.

The score on balance was rated "not satisfactory"
by the EMR Panel,
which recommended changes for improvement.
Prof. Bardin noted the
generally
positive
response of the ILCA Board to the EMR Panel's report
and in concluding
his presentation
indicated
that the challenge before
ILCA was to maintain the momentum gained in the last five years.
53.
At the Chairman's invitation,
Dr. Nestel expressed the Board's
regret that because of the tightness
of the schedule of both reviews,
dialogue with the Panels before the completion of the reports could not
be scheduled.
54.
Dr. Nestel stated that the Board welcomed the EMR report,
commended the Panel for its comprehensive approach and reacted
favourably
to most of its recommendations.
Regarding accountability
for
the Center's performance,
the Board accepted this as its role but also
saw a division
of ,responsibility.
As management invariably
affected
the
performance of the Center, the Board must be sufficiently
informed so
that it could intervene whenmanagement was perceived as becoming a
problem in achieving performance.
Many points made about Board
performance were valid with perhaps a different
shade of judgement.
Steps were being taken, including
those recommended by the Panel, to
ensure a more productive
relationship
and dialogue between the Board and
management in the future.
Turning to the EPR report,
Dr. Nestel indicated
complete
55.
agreement.with
the recommendation that "ILCA should endeavour to focus
its research activities,
ensure continuity
of effort
and avoid spreading
its resources too thinly
over a broad spectrum of activities':.
Bowever,
he considered this advice was not in harmony with the fact that

I
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additional
opportunities
for research were identified
in the Panel's
report.
If they were accepted for implementation,
incremental
funding
would, in the Board's judgement, be needed.
He noted that the issues
raised by the Panel and its specific
recommendations would have to be
considered by the Center in the context of its strategy.
Work has begun
on a strategy
paper for ILCA with a draft expected to be discussed and
finalized
at the next regular meeting of the full Board in April 1987.
56.
Dr. Nestel concluded his statement by addressing briefly
several issues raised in the EPR Panel's report.
These included:
the
weaknesses of national
programs working on livestock
in Sub-Saharan
.
Africa,
their problems in implementing a farming systems approach, and
perhaps the need for a perspective
on training
different
from that of
other IARCs; the difficulties
of obtaining
national
views on priorities;
the problems related to responding appropriately
to requests for
development-type
assistance;
and the identification
of areas-in which
ILCA enjoys comparative advantage.
57.
The Chairman then invited
Dr. Brumby to comment, who explained
that his comments, where they differed
from those of the Board,Chainnan,
reflected
his views as associated with presentation
and emphasis rather
than with substance.
He considered that during his tenure ILCA had had
a clear idea of its strategy,
but had been searching for the best way to
apply it.
He recalled
that the Tribe report's
strategy
for ILCA at its
creation-(namely
to define needs of existing
farming systems and slot
available
technology into them) had been proved inappropriate
and had
led the 1981 QQR to recommend more component research with a strong base
at headquarters.
With headquarters
now strengthened,
he expected that
the external
reviews would help give direction
to the application
of
ILCA's strategy
over the next five years.
58.
Dr. Brumby then explained several elements of ILCA's strategy.
Operationally,
ILCA's mandate'was not purely livestock
research,
but
.rather the use of livestock
to increase food production
in Africa.
ThiS
interpretation
both Review Panels had accepted.
ILCA's target clients
were the small farmer and pastoralists.
Resource allocation
was predominantly .to research (60%, with an about 2:l distribution
between
field programs and headquarters)
with substantial
funds going to
One element which he had hoped the
training
and information
services.
reviews would clarify
was the most effective
structure
for ILCA's field
operations.
Dr. Brumby indicated
that interaction
between field and
59.
headquarters
staff had been encouraged over the last five years .but was
Nutrition
Group,
beset by constraints
of time and money. Headquarters'
for example, was expected to manage the laboratories
and carry out its
own research program, but much of its research originated,
in fact, from
Regarding work on satellite
imagery, Dr. Brumby
the field programs.
remarked that ILCA was at the forefront
as perhaps the only organization
having teams on the ground to facilitate
interpretation
of satellite
data.
Progress in this necessary work would stop if ILCA abandoned its
part in it.
ILCA's interest
in having a ground receiving
station was to
obtain satellite
data weeks earlier,
not to perform a service function.
Dr. Brumby concluded his comments by agreeing with Dr. Nestel that
_
ILCA's tasks called for increased resources.
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60.
The Chairman extended TAC"s thanks to both Panel Chairmen for
the excellent
presentations
and to the Board Chairman and DirectorGeneral of ILCA for their reactions.
These presentations
had increased
the undqrstanding
of TAC and prepared the Committee for the discussions
to follow.
He indicated
that further
clarification
might be sought then
and in the meetings of the Working Group charged with preparing
the
draft commentary of TAC on the EPR.
Prof. von Urff led the extended and far-ranging
discussion
by
61.
TAC in the full Committee and in Working Group sessions.
Concern
throughout
focussed on the absence of a Board-approved,
long-term plan
of ILCA and what this meant for past and current relationships,
for
differences
of views between ILCA's-Board
and Management, for the work
and report of the External Program Review Panel, and for TAC's handling
of the EPR Panel's report.
62.
During the discussion
number of points:

the Panel's

position

- its recommendations were addressed
particular
no additional
positions

was clarified

on a

to the interim period,
were recommended;

in

- the Panel did not have the time nor the. full information
to
do more than present its preliminary
thoughts on ILCA's roles
in the future.
Besides, there were questions of how far an
EPR Panel should enter into decisions which properly belong
to the Center;
- a strategy
to direct research programs should recognize the
importance of the problem and need for work on it, in the
context of a Center's comparative advantage and the resource
availability;
- the linkage between headquarters
and field could not be fully
satisfied
by adding strength at headquarters,
additional
senior scientific
staff were needed in the field to do
component research;
- although field teams currently
work under the influence
of a
national
outlook,
most were working and should in futureconcentrate
on problems of zonal or common significance.
63.
Other areas bri,efly touched upon were the relationship
of ILCA
to IFPRI in policy research and to other Centers working in Sub-Saharan
Africa;
the joint
ILCA-NARS nature of the field programs and the extent
.of- development-type
activities
involved;
the support given to alley
'
farming research which was now being taken up by the Highlands Program;
the insufficiencies
of the training
program for francophone areas; and
the need and steps to define ILCA's farming systems approach and to use
Members agreed that data potentially
it in systems training
courses.
available
through satellite
imagery could have important benefits
for
ILCA and other IARCs working in Sub-Saharhn Africa.
They supported
ILCA's continued efforts
in ground truthing
in collaboration
with
international
agencies active in this field,
and noted that the EPR
Panel had recommended continuation
of ILCA's ground truthing
and aerial
survey activities.

.
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64.
It was clear to the Committee that differences
between ILCA's
Board and Management still
existed on the question of depth versus
breadth of the research programs.
The Board had acknowledged its
responsibility
for continuing
policy and strategy
guidance, but TAC
questioned whether sufficient
guidance had been provided to the
Director-General
when the Board instructed
him to draft a strategy
paper.
The Board had not been satisfied
with the discussion
paper it
had approved for presentation'to
the EPR Panel, and now wished to
develop a new strategy
paper jointly
with Management. A draft would be
available
to TAC in March 1987, which the Board would complete for final
consideration
of TAC in June, 1987.
65.
The Committee, in subsequent discussion
in closed session,
concluded that it could not deal properly with the report of, the EPR
Panel in the absence of a Board-accepted
framework for ILCA's future.
It, therefore,
decided to prepare an interim commentary for the
information
of the CGIAR at ICW 1986. It did, however, commend the
steps outlined
for the preparation
of an ILCA strategy
document over the
next twelve months and agreed to assist the Center by preparing
a list
of points which it might consider during the preparation
process.
The Chairman.in
closing the discussion
again commended ILCA for
66.
its many exceptional
achievements since 1981. TAC and, he was sure, the
CGIAR would wish to help the Center in every way possible
to continue
He confirmed that the Committee would transmit
the
its progress.
Panel's report with an interim commentary to the CGIAR for the
information
of the Group at ICW 1986, fully expecting to place its final
commentary before the Group at ICW 1987.
67.
The text of the Interim Commentary on the EPR and the
suggestions
regarding
the I.ong-Term Strategy follow.

TAC INTERIM COMMENTARY
ON THE SECONDEXTERNAL PROGRAMREVIEW dF ILCA

.i

68.
In forwarding
the report of the Second External Program Review
TAC stresses that this does not
of ILCA to the CGIARfor information,
The report of both the
represent
the completion of the review process.
EPR and the EMR panels have highlighted
the failure
of the Board to
develop with the management a long-term strategy
for the Center.
TAC,
therefore,
proposes to keep the ILCA EPR on its.agenda
until an agreed
long-term strategy
has been produced and to regard this statement as an
The Committee expects to report to the Group again
interim commentary.
in November 1987.
TAC is grateful
to Professor Carl C. Thomsen for accepting the
69.
The Committee thanks him
chairmanship of the EPR Panel at short notice.
and his colleagues
for their work in the difficult
task of reviewing a
Center as complex in its makeup and as far-flung
in its operations
as
ILCA. In its report,
the Panel presented a comprehensive analysis of
ILCA's operations
but it did not provide explicit
guidelines
for the
development of a long-term strategy.
At its 40th meeting TAC discussed the report in the presence of
70.
Professor Thomsen, Chairman of the EPR Panel, Dr. B. Nestel, Chairman of
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ILCA's Board, Dr. H. Steppler,
Member of ILCA's Program Committee, and
Dr. P. Brumby, Director-General.
The Committee also examined the report
of the External Management Review Panel in the .presence of its Chairman,
Dr. Lowell Hardin.
71.
TAC commends ILCA for the positive
and vigorous way in which it
has responded to the recommendations of the critical
1981 Quinquennial
Review.
The Committee has monitored with satisfaction
the great
progress made by the Center since that time which, in concurrence with
the'EPR Panel, it attributes
to the dedication
and competence of the
Director-General
and his staff.
72.
TAC also agrees with the EPR Panel in its assessment that ILCA
still
has some way to go to reach the targets set by the QQR-and indeed
to meet the additional
challenges
posed by changes since 1981. But
improvements, have made ILCA a Center respected for the relevance of its
programs and the caliber
and hard work of its staff.
The headquarters
now have a substantial
capability
for component research.
The
multidisciplinary
approach to problem solution,
widely followed in the
research work at central
and field locations,
is leading to potentially
useful packages of technology.
TAC applauds the 'efforts
made during the
period under review to collaborate
with sister centers and to
participate
in strengthening
linkages in the CGIAR System.
73.
TAC was, however, particularly
concerned by the analysis of the
performance of the Board in the report of the EMR. The Committee
strongly
supports the EMR Panel's recommendation regarding
Board
membership which is.consistent
with the CGIAR guidelines.
With the
exception of the host country representative(s)
all Board members should
serve in their personal capacities.
Criteria
for nomination and
selection
should be based on ability
to contribute
to the Board's
strength in its tasks to give policy guidance for the evolution
of ILCA
as an effective
IARC and, in particular,
to its research programs.
TAC is concerned about the lack of communication between Board
74.
and management in regard to preparation
of a strategy
paper.
It is not
sufficient
to request that the Director-General
prepare such a paper
without policy guidance.
In TAC's view, policy guidance for research
TAC hopes
strategy
should have been a regular activity
of the Board.
that the efforts
which will now be made will proceed in close
collaboration
between Board and management and will involve all
concerned parties.
75.
TAC commends the initial
step already taken through preparation
by the Director-General
of a paper entitled
"The Next Five Years at
ILCA".
TAC understands that the timetable
for preparation
of the
long-term strategy
paper will enable a draft to be available
for review
by the Committee at its 42nd meeting in March 1987 and the final version
at TAC's mid-1987 meeting.
It is expected that ILCA's P&B proposal for
1988 will reflect
the agreed strategy.
76.
With the experience that has been gained over the past five
years, it should be possible for ILCA to develop a long-term strategy
In the interim period while'this
is being
and TAC,is confident
it can.
developed, TAC commends ILCA to the Group as a Center worthy of strong
The Committee recommends budget support continue
and continued support.
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at current levels for existing
programs.
There can be few problems more
relevant to the future development of Sub-Saharan Africa than those ILCA
is seeking to solve.
Significant
progress has been made, valuable
programs are in place and prospects for impact, are-promising.,
Suggestions

Regarding

Long-Term Strategy

77.
Panel,
points

Based on its own deliberations
and on the report of the EPR
TAC suggests that the Board might wish to include the folloiring
in its discussions
of long-term strategy.
.
78.
Mandate - TAC considers that ILCA's formal mandate is
appropriate.
Its operational
mandate should continue to be based on
improving the output of production
systems in which livestock
are
involved,
with adequate emphasis on component research.

79.
Research Priorities
- In its Priorities
Paper, TAChas
identified
a number of important
areas of work that are relbvant
to
These include,
but are not restricted
to,
ILCA's long-term strategy.
research on small ruminants,
integrated
crop-livestock
systems and
In addition
to taking into account the TAC
sustainable
production.
the Board should also consider ways of strengthening
the
priorities,
mechanisms through which all of those concerned, especially
also its
client
countries,
can contribute
to the formulation
of ILCA's
priorities.

80.
Spectrum of Research Activities
- The role and share of ILCA's
activities
in adaptive,
applied and strategic
research will be expected
to change over time.
As part of these activities,
TAC agrees with the
EPR Panel that the farming systems approach or approaches at ILCA should
be clearly
articulated,
and that increased emphasis should be given to
crop-livestock
interactions.
TAC also wishes to underline
the
importance to both ILRAD and ILCA of assessing the implications
of
widespread control
of major livestock
diseases.
81.
&odes of Operation - TAC recognizes
national
systems as a fundamental and urgent
ILCA proposes to examine the options available
teams/individuals
within national
institutions,
networks) in the light of the widely varying
TAC supports this examination but
countries.
meanwhile continue and where feasible
increase
national
systems, while maintaining
its close
IARCS.

the strengthening
of
priority
for all Centers.
(zonal teams, (
regional
sub-centers,
circumstances
in its client
expects that ILCA will
its efforts
to strengthen
collaboration
with other

82.
and future
Needs vs Pay-Off - In its paper on CGIAR priorities
strategies,
TAC concluded that each Center must determine the
appropriate
balance between need and pay-off taking into account such
other criteria
as national
context and policies
as well as comparative
For ILCA, TAC agrees that.both
need for and potential
advantage.
pay-off from livestock
related research may be high for the highlands
zone whereas further
research in the Sahelian rangelands needs careful
Because of the limited
importance of livestock
in the
consideration.
humid and sub-humid zones at present,
current needs for research might
Nonetheless,
future needs in these areas should be
appear to be small.
taken fully into account.

i
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83.
Field Programs - In the further
development of a strategy
for
field programs, TAC suggests that consideration
should be given to the
following
points:
(1)

the location

of field

(11)

the need for individual
field programs to be kept relevant
zonal, rather than national,
needs;

(iii)

the need to foster

interaction

(iv)

the need for
headquarters.

support

close

programs in relation

among field
of field

to needs;

teams; and

teams by staff

at

84.
Training - Owing to the importance of ILCA's work in
francophone countries,
there is an urgent need for training
courses
be conducted in French, as well as in English.

Follow-up

to External
(a)

Reviews

-

to

to

(Agenda Item 4)

WARDAMid-Term Review

85.
In introducing
this agenda item the.Chairman recalled
that, at
the request of the CGIAR, the report 1/ on the WARDAMid-Term Review was
submitted to the CGIAR before TAC had-had the opportunity
to review it
and prepare a commentary on the findings
of the Panel.
He also referred
to the outcome of the CGIAR mid-year meeting as reported by Mr. Farrar
and as a consequence, and in view of the political
sensitivities
which
had become apparent in Ottawa, he suggested that TAC should not discuss
the recommendations of the report at this time.
The purpose of the agenda item was then two-fold:
to enable
86.
those TAC members who were unable to attend the CGIAR Mid-Year meeting
in Ottawa to hear the analysis and conclusions
of the Panel: and to use
them to develop guidelines
as requested by IDRC on the nature, scope and
content of an appropriate
CGIAR-supported,
WARDA-related rice research
for the use of the negotiator
in his
program for West Africa,
discussions
with Member States.
The Chairman suggested
87.
ho points:

that

TAC could give guidance

to IDRC on

(0

reiterate
the necessity
of having a mechanism which would be
free from political
interference
in the conduct of the research
program;

(ii)

define the content and scope of an integrated
program for West Africa.

I/

rice

Draft Report of the Mid-Term Review of the West Africa
Development Association
(WARDA).(AGR/TAC:IAR/86/11)

research

Rice

24.
88.
!( Before inviting
Dr. E.T. York, Chairman of the WARDAMid-Term
Review Panel, to take the floor,
Professor Camus expressed his most
sincere appreciation
to him and to'the
Panel members for having produced
in such a short time a report that had thoroughly
analyzed the
situation.
89.
Dr. York in his introductory
remarks expressed his concern for
the process followed.
He was of the opinion that this procedureLhad
precluded the necessary interaction
with, and feedback from, the WARDA
Governing Council, its Scientific
and Technical Committee, the WARDA
management and TAC. He also remarked that the handling of the matter by
the CGIAR was such that the discussion
did not follow the normal course
He considered the matter to be's vital
issue to TAC and to
of events.
the System and that TAC was at least entitled
to know what h.ad
transpired
and the rationale
for it.
90.
Dr. York paid warm tribute
to the Mid-Term Review Panel and
went on to describe the Panel membership, its terms of reference and its
He stressed the fact thatithe
Panel
harmonious working relationship.
started the review process with an open mind, with the obje&ive
of
developing recommendations for meeting most effectively
the rice
research and training
needs in West Africa,
and was unanimous with
regard to the conclusions
and recommendations contained in the report.
91.
He went on to recall
the-background
of the Mid-Term Review for
the benefit of the new TAC members. He outlined
the various actions
taken by TAC, the CGIAR and the Governing Council of WARDAfollowing
the
far reaching and wide ranging recommendations of the 1983 External
mechanism was agreed upon which included
Reviews of WARDA. A monitoring
the need for a Mid-Term Review in 1986. Lack of compliance by the
Governing Council and the management with some of the major
recommendations of the Panel and financial
problems had aggravated the
situation.
The situation
encountered by the Panel during the course of the
92.
Mid-Term Review was briefly
outlined.
Some of the main findings
were:
Management decisions
Governing Council.

blocked

by the Chairman of the

Recommendations of the STC for the selection
auditing
firm not followed by the Governing

of an
Council.

By the end of April 1986 no Member State had made
contributions
to WARDA.
Finally
after a review of the key elements of.the Panel's
93.
Dr. York emphasized that the Panel's
conclusions
and recommendations,
recommendations were not in any way intended to dictate
to the Member
States on what the future of WARDAshould be.
Following Dr. York's remarks the Chairman invited
Dr. Hubert
94.
Zandstra to elaborate
on the request made to TAC by IDRC. Dr. Zandstra
first
referred
to the invitation
by the Group to negotiate
on its behalf
to accept.
However,
with WARM's Member States, and IDRC's reluctance
as a strong supporter of the CGIAR and a donor who has been associated
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with WARDA, IDRC felt .obliged to help.
Re'stated
that acceptance of the
request wa8 conditional
upon the identification
of a suitable
individual
to as&et IDRC in the negotiations.
In this regard he was pleased to
confirm that Mr. Moise Mensah, Assistant
President of IFAD, h,ad agreed
to help IDRC in the negotiations.
95.
Dr. Zandstra then outlined
the activities
undertaken and those
planned.
A number of negotiating
points had been drawn up by the CGIAR
Secretariat
and IDRC for Mr. MenBah'8 use. Preliminary
di8CUS8iOn8 with
the Chairman of the WARDAGoverning Council in Dakar had already taken
place and now Mr. Mensah wa8 due to meet with the Read8 of State of
ECOWASat the end of June.
The expected outcome of successful
negotiations
was a Memorandum of Understanding
between-WARDA and the
CGIAR on the terms for CGIAR support of an agreed research program in
West Africa.

.A'

96.
. Responding to a question on the terms of reference given to
Mr. Mensah, Dr. Zandstra stated that Mr. MenBah'8 mission was to find
out how the CG could continue to support rice research in West Africa
through WARDAbut under condition8
which would guarantee its
effectiveness
and freedom from political
interference.
Re explained
that IDRC needed guidance from TAC on: how to ensure the independence
of the governance and management of a CGIAR-supported rice research
program in West Africa;
the procedure for the appointment of the
Executive Secretary;
the relationship
of the Executive Secretary to the
Governing Council; the siie and cost of the rice research program, i.e.
staffing
levels for and costs of research and research related training;
and the extent to which WARDAshould focus on research and non-research
activities.
97.
following

In the ensuing
guidelines:

diBCU88iOn TAC developed

and agreed on the

TAC'S VIEWS ON AN INTEGRATEDRICE RESEARCEPROGRAMIN WESTAFRICA
98.
TAC believe8 that the overall
analyses and conclusions
of the
WARDA'Mid-Term Review Panel deserve careful consideration
by the CGIAR.
It was made clear at Ottawa, however, that the CGIAR'wishes first
to
explore further
the pO88ibility
of continuing
a WARDA-related CGIARTAC
supported rice research and training
program in West Africa.
COnBider8 the following
principle8
and conditions,
drawn in large part
from the Mid-Term Review, to be vital
to the 8ucce88 of such an effort.
Organization,

Governance and Funding

The CGIAR-supported research effort
should be a well-integrated
rice research program for the region.
'This call8 for very
close coordination
of the programs now conducted by IITA, IRRI
and WARDA. Consideration
should be given at an appropriate
time to incorporating
the desired element8 bf IITA's rice
research with those of the WARDAprogram.
The research program should function
a8 a fully autonomous
entity
under the constitutional
umbrella of WARDA. As a WARDA
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subsidiary
it should have an organizational
identity
of its
to distinguish
it from other element8 of the Aseociation.
(This could be, for example, the (WARDA) Research Institute
(Center) or some,other appropriate
designation.)

own

The WARDAresearch entity
should be governed by a board of
trustee8
similar
to those found in the International
Agricultural
Research Centers of the CGIAR. The board,
including
members drawn from the region, should be made up
primarily
of internationally
recognized scientists
and research
adUIini8tratOr8,
serving in their personal capacity.
There should be close link8 between the Governing Council of
WARDAand the board of trustees
of the research entity.
Those
linkages,
however, should in no way impair the autonomy of the
research entity.
The chief executive officer
of the research entity
(with a
title
of director
or director
general)
should be recruited
internationally
and appointed by the board of trustees.
The board'and management of the research entity
ehould be fully
responsible
for formulating
and.executing
policy,
planning and
carrying
out programs, and for the overall
administration,
staffing
and financial
management of the research program.
The selection
of senior ecientific
staff should be based on
international
recruitment
criteria
and standarde.
It should
not be assumed that all of the present staff of WARDAwould
automatically
become a part of the cadre of the research
entity.
The headquarter8
of the research entity
should be located in or
near the rice producing area where the major research effort
will be carried out.
Thie location
should also serve a8 the
principal
site for research related training.
There muat be an adequate and stable
administrative
costs of the research
provide euch.funding.

8ource of funding to meet
The CGIAR should
program.

The CGIAR should provide reeearch fund8 to eupport a staff
significantly
smaller than the current combined senior staff at
IITA (rice related)
and WARDAof some 55 persons.
Capital
fund8 ahould also be supplied by the CGIAR to bring necessary
facilities
to an acceptable
level commensurate with research
requirements..
.

The board and management of the research entity
should decide
whether the research program would best be organized in a
centralized
or decentralized
mode. Either of these models will
accommodate a networking
approach to research in the region.
The WARDAGoverning Council may wish to continue a secretariat
with an executive secretary
to provide leadership
and direction
It $8 assumed
to the non-research
pha8e8 of WARDA's program.

that such program would be primarily
development related,
consistent
with WARDA's charter and goals.
Where appropriate,
such activities
could be expected to involve close
collaboration
with the staff of the research entity.
-

.

The CGIAR should not be expected to provide funding for WARDA
development efforts.
(It is assumed that the Member States and
bilateral
donors would meet such needs.)

Program Elements of the Research Entity
Rice research supported by CGIAR fund8 ehould concentrate
on
the major ecologies where rice is presently
grown, as well as
on areas of greatest
potential
for rice in the region.
ThiS
should include research relating
to both genetic improvement
and crop management.
Highest priority
for rice research in West Africa ehould be
given to rice grown under rainfed and hydromorphic conditions.
For each rice ecology where research is to be undertaken,
a
clear and sharp focus of research should be taken on major
pressing problems of importance to the region, for example:
in upland rice, generation
of high yielding
varieties
with
resistance
to blast disease, improved. drought tolerance
and weed control;

,J
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in mangrove swamp rice, germplasm of short,
long duration;
improved salinity
tolerance
to blast;

medium and
and resistance

to high
for irrigated
rice, the major needs are tolerance
and low temperature and, for some areas, resistance
to
blast.
In general, TAC COn8ider8 that the need8 of
irrigated
rice can, in large measure, be met through the
IRTP - the International
Rice Testing Program;
--

the IRTP should be handled by the research
part of it8 work with national
programs.

(b)

IBPGR

entity

as ‘a

99.
In introducing
this item, the Chairman recalled
that
Mr. Curtis Farrar,
in his report from the CGIAR mentioned that there
were some matters relating
to IBPGR which might require TAC's attention.
100.
Mr. Farrar,
at the Chairman's invitation,
referred
to a paper
which had been circulated
and in which four specific
issues were listed
for TAC's consideration.
Theee could be summarized a8 follows:
Would there be need for further
(1)
its outcome?

comment on the IBPGR review

and
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How would the monitoring
process
(2)
accomplished over the next two years?
(3)

Should IBPGR be the subject

of FAO-IBPGR relatiOnBhip8

of a mid-term

be

review?

In the context of the overall
CGIAR genetic resources program,
(4)
what steps should be taken to clarify
the relationships
between IBPGR
and the Centers and between IBPGR and TAC? On this specific
point
Mr. Farrar 8Ugge8ted that TAC might establish
a working group to
undertake the following
ta8k8:

(4

prepare
genetic
published
provide
CGIAR in

an overall policy statement for the Group on plant
resources which could serve as guidance, and be
along with information
about existing
programs to
a basic reference on the purpose8 and action8 of the
this field;

(b)

make recommendation8 to the TAC on whether there should be a
System-wide review Of genetic resource8 activities,
pO88ibly a8
a preliminary
to completion of a policy statement,
and to
manage such a review on behalf of TAC if it were to be
'conducted;

(4

suggest a mean8 of ensuring coordination
the Centers in this field,
and the role
coordination
process.

of SCtiVitieS
among
of the IBPGR in the

101.
In the di8CU88iOn that followed,
TAC decided that it had no
need to comment further
on the IBPGR External Review, a monitoring
device had been put in place by the CGIAR and TAC would study the P&B
annually.
Should technical
issues arise, TAC would of cour8e be
prepared to respond a8 appropriate.
The Committee decided not to keep
IBPGR on its agenda a8 a continuing
item.
102.
With respect to point 4 which concerned plant genetic
resources,
TAC recognized that the issues were broader and required
in-depth consideration
and were of course part of TAC's continuing
The Committee agreed that
consideration
of priorities
and strategies.
preparation
of an overall
CGIAR Policy Statement on Plant Genetic
Resources would be appropriate
particularly
in view of the current
debates in public fora.
On the matter of relationship8
between the IARCs and IBPGR and
103.
, maintaining
standards- in
the coordination
of germplasm activities
genebank operations
and encouraging research,
TAC agreed that
The Committee also noted that whenever it
clarification
was needed.
raised issues of this nature, the Center Directors
took constructive
'
steps to address them.
104.
The Chairman in closing the session noted that TAC member8
considered that the issues raised in point 4 of Mr. Farrar'a
list were
Although the preparation
of
of continuing
importance to the Committee.
a CGIAR Policy Statement on Plant Genetic Resources was clearly
of the
greatest
importance among the issues raised,
the actual priority
would
have to be determined in relation
to the other matters which TAC also
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had to address and would therefore
be considered with them under Agenda'
Item 10. Meantime, the Chairman indicated
that the matter would be on
the Agenda of TAC 41..
Study of the External

Review Process

-

(Agenda Item 5)

'

1 105.
The Chairman recalled
that Professor Vernon W., Ruttan had
outlined
his study plan8 at TAC 39. The procedure used involved a
questionnaire
to IARCs staff to solicit
their evaluations
of the review.
process; a content analysis of external
program reviews, external
management reviews and stripe reviews; and discussions
with individual
Center Directors,
Center Board'Chairmen,
TAC members, donor agencies and
staff of the CGIAR and TAC Secretariats.
He then invited
Prof. Ruttan
to give.an oral progress report to the joint session of Center Director8
and TAC.
106.
In presenting
his report l/, Prof. Rut.tan pointed out the
uniqueness of the IARCS with respect t,o governance and management;
research policy, -planning and evaluation;
and how these feature8 affect
externally
commissioned reviews of the Centers.
Be 8tre88ed that each
Center is an autonomous corporate
entity whose policy is determined by
its.Board
of Directors.
Therefore,
the CGIAR ha8 organized itself
in a
manner which involves a unique combination
of centralized
financing
and
oversight,
and decentralized
management.and operation.
107.
There wa8 wide recognition
that there should be 'an intimate
link between research policy,
planning and evaluation.
Bowever, within
the CGIAR System, research policy wa8 normally a joint responsibility
of
the CGIAR and ita Technical Advisory Committee while research planning
rested.with
the Center Boarde, management and staff.
Therefore,
the
analogy was that of a partially
owned subsidiary
of a venture capital
firm in which the parent corporation
was represented
on the board of
directors
rather than directly
in the management structure.
108.
The implication8
of this type of relationship
between Centers,
the CGIAR and TAC with respect to how best to maintain and enhance the
quality
and productivity
of the IARCS research program8 were diBCU88ed.
It was noted that the CGIAR was particularly
sensitive
to the problem of
although the literature
on the. research review
performance monitoring,
.process indicated
that there was a serious lack of a solid body of
tested knowledge.
109.
The need for a continuing
dialogue between those re8pOnBible
for research policy,
planning and performance was stressed noting that
the existence of an effective
research policy and planning process,was a
prerequisite
for an effective
research monitoring
or review procees.
Prof. Ruttan then briefly
outlined
and diBCU88ed the type8 and scope of
A number
reviews in the CGIAR and the evolution
of the review process.

l/

Draft Study of the External
of the CGIAR Centers

Review Process
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of additional
included:

concerns

were also highlighted

by Prof.

Ruttan.

These

&'

the CGIAR review process was not sufficiently
open. There
were reports that staff member8 had been'urged to avoid
discussion
of controversial
issues.
oCCa8iOnally it had
been difficult
for review team member8 to meet
individually
with some Center staff;
review team Chairmen and member8 were too often drawn from
the "old boy" network of former TAC members, Center
chairpersons,
Directors
General and Board membera. Review
teams should be more cosmopolitan;
the EPR and EMR reports were not sufficiently
"sanitizing"
the reports they lost credibility;

critical;

by

the term8 of reference
for reviews were too diffuse;
term8 of reference should clearly
identify
priority
concerns;
in several of the larger institutes,
had been increasingly
superficial.
110.
Finally,
Prof. Ruttan offered
recommendation8 for TAC's consideration:

.I

the review

process

.

a number of preliminary

($1

The EPRs should focus primarily
on strategic
rather than on
operational
issues and it should be impact rather than process
oriented.

($1)

An EPR review team should assure itself
that internal
processes
were in place to maintain and enhance the quality
of the Center
research staff and the Center research program.

(iii)

The EMRs should a8se88 the effectiveness
of the Center Board of
Director8
in providing
policy direction
and in assuring that
the Center8 are managed in a manner that ensured both program
quality
and relevance.
This meant that the EMRs should 888688
the effectiveness
of Center Board of Director8
in providing
for
effective
financial,
personnel,
and resource management.

(iv>

The formal EPR cycle should be extended from 5-6 years to 8-10
year8 while the formal EMR review should operate on a 4-5 year
cycle at least for a second round.

(VI

Provision
should be made for interim EPRs and for EMRs
triggered
by such indicator8
as inadequate research
performance,
managerial deficiencies
and lack of Board policy
guidance and/or the recommendation of a review panel.

(vi>

Responsibility
for EPRs should continue to reside with TAC
while that for EMRs should continue to reside with the CGIAR
Secretariat.
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(vii>

The staffing
and time required
for regular
EPRs and EMRs should be adjusted to reflect
objective8
outlined
above.

(viii)

TAC should initiate
policy and strategy

(id

Review8 by donor8 should be limited
to review8 of special
projects
funded by individual
donor8 concerned.

-k

a new series
reviews.

cycle and interim
the review

of System and global

research

111.
The di8CU88iOn that followed concentrated
on the preliminary
Questions were raised about the implications
list Of recommendations.
of internalizing
peer reviews and about the role and effectiveness
of
Prof. Xuttan was strongly
of the opinion
activity
(stripe)
reviews.
that external
review8 should deal with strategic
issues rather than
operational
issues.
112.
Prof. Ruttan indicated
that activity
reviews should be handled
in the same way as strategic
reviews.
The case of rice in Africa was
He considered that the implementation
of recommendation8 arising
cited.
from activity
review8 would present Borne problem8 unless mechanisms for
direct involvement of the Center8 in such reviews were developed.
He
Firstly
those which
saw a need for two type8 of System-wide 8tUdie8.
relate specifically
to existing
CGIAR activities
which cut across
Centers, and secondly those which.tie
in with the evolution
of the
Global System. TAC, recognizing
that those activity
reviews which had
been done to date such as the TAC Study of Training in the CGIAR System
and the Review of Farming Systems Research at the IARCs had'been highly
successful,
considered that the number of such review8 might well
.increase in future.
113.
A TAC member enquired how the proposed longer cycle for EPRs
(8-10 years) would tie in with the exercise currently
on TAC's agenda to
develop a multi-year
P&B review procedure.
In his response, Prof. Ruttan
8UggeBted that the new P&B review procedure could be linked to the long
term strategic
planning exercise for each Center.
To this effect he
8UggeBted that the proposed longer term cycle for EPRs should only apply
to those Centers which are known to have a good record of performance.
Mid-term reviews could and should be organized for any Center known to
have problems, and particularly
if so recommended by an EPR Panel.
He
saw for instance the need for a mid-term review of ILCA, given the
outcome of the 1986 EPR, 2-3 years-after
the new management and a
Board-agreed long-term strategy
are in place.
114.
In explaining
why he had recommended different
cycles and a
continued separation
of the EPR and EMR, Prof. Ruttan explained that
management issues at the IARCs needed to be reviewed more frequently
than the scientific
programs.
While recognizing
it would be desirable
to link the EPR and EMR more closely in future,
he stated,
there were
feelings
in Some quarters that the EMR process should be allowed one
more cycle before the two were combined.
115.
A number of speakers 8ugge8ted that some EPR panel member8
should come from the Center8 theUMelVe8 in view of their inherent
expertise
and deep knowledge of the programs.
Others, supporting
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Dr. Ruttan, indicated
that TAC member8 should be on every EPR panel.
In
this connection,
one TAC member who had always resisted
the policy of
placing TAC member8 on EPR panels, stated he was now strongly
in. favour
of such a policy a8 membership'in
panels brought a deeper understanding
of a Center and its problem8 than could be gained in any.other
way'.
'Another TAC member suggested that a review panel ahould be highly
specific
about its recommendations and that it should also indicate
which of its recommendation8 were essential
for a Center and which were
desirable.
116.
Responding to a suggestion by the representative
of the
Committee of Board Chairpersons,
that Center Board Chairpersons would
like to comment on the recommendation8 before they were submitted to the
CGIAR, the Chairman informed him that the draft report would be ready
for TAC 41 and a progress report would be given to donor8 during ICW
1986. Eventually
the consultant
would present his final report to TAC
and the CGIAR,Secretariat.
It would then be up to TAC and the CGIAR
Secretariat
to determine how best to handle it.
The Chairman, in
responding to an enquiry from an observer a8 to whether or not questions
sent in by donors for specific
review panels were used, stated that many
questions are usually received.
These here then compiled, consolidated
and incorporated
into the list of specific
questions by the TAC and
CGIAR Secretariats
and given to the review panels.
117.
raised:

During

further

discussion

several

additional

issues

a number of donor8 considered that reviews'do
adequately reveal the true situation:
openess and frankness

in the review

process

were
not- always

wa8 stressed;

the need to differentiate
the types of reviews dealing
with the quality
of science from those concerned with
strategic
issues was recognized;
despite a broad consensus that
quality
should be internalized,
best to do it;

the review8 of scientific
there were doubt8 on how,

strong opinions were expressed that
exercises should not be separated;
the need for a concise and clear
panel was also highlighted;

the EPR and BMR

mandate for

the review

development 'of an improved mechanism for determining
review panel membership.
118.
In closing the di8CUS8iOn the Chairman thanked
his report and indicated
that the Committee was looking
receiving
the draft report in good time before TAC 41.

Prof. Ruttan
forward to

for
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1
Future
b

External

Reviews - (Agenda Item 6)

119.
Prof. Camus in opening this Agenda item noted that TAC had
decided in principle
not to initiate
a third round of EPRs until the
This had meant
study of the CGIAR review procedure8 had been completed.
that no decision on the EPRs of IRRI and CIMMYT scheduled for 1987 had
Given the necessity
for having a satisfactory
base for each
been taken.
Center in order to implement the new P&B procedure and especially
in
view of the Group'8 endorsement of TAC's recommendation8 on priority
trends, it was now essential
that TAC decide on how to handle the EPRs
of these two Centers.
It appeared to the Chairman that TAC had three
options:

($1

undertake on a priority
even though it normally
reviews;

basis EPRs of IRRI and CIMMYT in 1987,
took about twelve month8 to mount'such

(ii)

postpone the EPRs until
1988 when the results
of the external
review study would be known and follow-up
action implemented:

(iii)

in view of the CGIAR priorities,
undertake cross-system
commodity reviews of rice and wheat in 1987.

120.
In the discussion
which followed the Center Director8
of both
IRRI and CIMMYT 8tre8Sed the need for the EPRs to be undertaken as Soon
as pO88ible and in conjunction
with EMRs. They should not be delayed
until
1988.
121.
TAC member8 agreed that full-scale
EPRs of both IRRI and CIMMYT
would be preferable
before these Centers switched to the new P&B
procedure and decided that they should be undertaken in 1987. The
Committee also decided that new Term8 of Reference should be drawn up
taking into account the study by Prof. Ruttan, the recommendation8 on
CGIAR Priorities
and Future Strategies,
and the need8 related to the new
P&B procedure.
One TAC Member saw a strong need for across-Center
reviews on rice, wheat and maize, and he therefore
felt that such
reviews were of higher priority
at'present
than a third round of
external
reviews of IRRI and CIMMYT.
122.
In concluding
the di8CUS8iOn, the Chairman stressed that panel
identification
would be critical.
Contacts would be made with Centers
and Boards for nominations
for panel chairmen and member8 immediately.
He also invited
TAC member8 to suggest names and to send them to the TAC
Secretariat.
At TAC 41, the Committee would be asked to consider and
approve panel membership,, the Term8 of Reference, the timing, and the
general programs of the EPRs for IRRI and CIMMYT.
Program and Budget Review Process
(a)

-

(Agenda Item 7)

Review of 1987 P&Bs

123.
The P&B review process followed
in broad lines the improved
procedure implemented for the 1986 P&B review, which allowed TAC to
examine program elements both on a system-wide. basis, and at the Center
level.
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124. 'I
The resource
allocation
cycle started
in December 1985 when the
CGIAE Secretariat
i88Ued the budget guidelines
"1987 Eesource Allocation
tiOCe88".
Center8 were requested to prepare integrated
program and
budget document8 covering aI program operational
and capital
elements
'whether the resources were from core or special project
sources.
Centers were also asked to prepare a review list taking the.1986
estimated funding level as a starting
point; the guideline8
did not
8Ugge8t an upper limit for each Center.

j

125.
Centers submitted proposals requiring
CGIAE funding of
US$ 206 million,
US$ 26 million
more than estimated would be available
for 1986. Of this additional
requirement,.US$
11 million
would be
needed to finance 1987 inflation,
and US$ 15 million
for real increases.
One third of this increase would be for capital
items and the rest for
In the event that 1987 funding in real terms were to be below
program.
1986 funding, the Centers would have to forego these additions
and
implement further
reductions.
The CG Secretariat
figure suggested a
financial
planning for 1987 of US$ 196 million.
ii
126.
To assist TAC in the P&B review process, the CGIAE'Secretariat,
in consultation
with the TAC Secretariat,
prepared a document containing
a financial
eummary for 1987, program and budget issues r,elated to'
system-wide program elements, Center-specific
comments, and a series of
analytical
table8 containing
the program and capital
proposals appearing
in the review lists
collated
for -each Center individually,
and for the
whole System L/.
The framework in the TAC review of priorities
and
future strategies
was used for classifying
program elements.
127.
As in previous years, each TAC member wa8 re8pOnBible for
in-depth
study of the P&B of an assigned Center and led the Committee's
di8CU8SiOn on that Center'8 P&B proposal.
Three Working Groups
facilitated
consideration
of the P&B. propoeals.
128.
' After a joint
seasion with Center Director8
where the review
process was explained,
TAC in cloeed session examined the aggregated
program elements and decided on their relative
priorities
across the
System. Following TM's di8CU88iOn with each Center Director
in open
session (Bee following
section for detaila),
the P&B of each Center was
Using the CGIAE
subjected to detailed
scrutiny
by the working groups.
priorities
and the priority
assigned to the aggregated elements as a
guide, each item on each Center'8 review list wae considered,and
given a
priority
rating
(high, medium, low, or not appropriate).
The CGIAB
Secretariat
collated
the high priority
elements as determined by the
Working Groups and the estimated cost, for consideration
by the
Final decision8 were made in closed session of the
Committee.
Committee.
129.
The outcome of the process was the Committee's recommendation
for each Center, of an appropriate
program to be undertaken in 1986.' In
aggregate the recommended program level for the System would require

L/ 1987 CGIAE Resource Allocation
Program:
- Executive Summaries of Proposals by Centers.
- Analysis of the Proposals

I
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US$ 196.19 million
(net) to implement, a .figure which is in line with
the resources expected to be available.
Uowever, additional
program
elements which would require a.further
US$ 3.07~million
(net) were also
considered appropriate
for support by the CGIAR in the event the amount
of resources available
would be greater than forecast.
Details of the
recommended funding level for each Center are given below.
Approved for
funding

Approved if additional
funding available

(US W
CIAT
CIMMYT
CIP
IBPGR
-1CARDA
ICRISAT
IFPRI
IITA
ILCA
ILRAD
IRRI
ISWAR

22.69
23.75
11.64
5.10
19.17
24.28
5.50
24.58
14.89
11.49
25.10
5.20

Sub-total

193.39

Contingency for rice
research in Africa
Total

CUSS W
1.21
0.15
0.38
0.43

0.60
0.30

3.07

2.80
196.19

130.
TAC expressed its appreciation
for the quality
documentation,
especially
the integrated
P&B proposals
Secretariats'
paper containing.the
consolidated
System
The Centers had clearly
utilized
the
Center analyses.
CGIAR on priorities
and strategies
in drawing up their
trend which TAC valued highly.

3.07

of the
and the CGIAR/TAC
and Center-byguidance from the
proposals,
a

- Review of 1987 P&B by Center
131.
As in the past years, the Chairman welcomed in turn, the
representatives
of each Center as their respective
P&B proposals were
He then invited
the Director-General
or
considered by the Committee.
his representative
to give a brief overview of his Center's program,
which led to discueeion
of the Canter's proposal in which TAC member8
and observers participated
freely.
This was later followed by an open
and thorough discussion
with the Working Group in charge of the Center.
Final Working Group proposals and TAC decisions
took place in closed
8e88iOn when the COnKhteUCy Of deCi8iOn8 aCr088 centers was +88Ured
before the final‘program
recommendation for each Center was made. The
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Committee'8 diBCU88iOn8 and decisions
summarized below..
-

CIAT

on each Center'8

P&B are

.

132.
Dr. John L. Nickel, Director-General
of CIAT, dwelt only very
briefly
and selectively
on the Center'8 accomplishments and plans, since
a separate presentation
on these was planned to,be presented to TAC
later in the meeting.
The past year had Been exciting
progreas in many
areas and was marked by a welcome near-absence of external
reviews.
The
one review conducted by a donor on the bean'project
in Central Africa
had confirmed that CIAT's approach and work were very 8ucce8sfu1, and
Dr. Nickel believed the early use of expertise
in anthropology
and human
nutrition
to help focus the research effort
wa8 in part re8pOnBible for
this success.
133.
The prospects for ca8sava in Latin America appearned to be
changing for the better.
Adoption of CIAT's fresh root preservation
technique8 was showing good progress and may increase consumption of
cassava in urban areas SUb8tantially,
a8 surveys have shown that
consumers like and often prefer it to other food8 providing
mainly
calories.
Even more encouraging were the indication8
that more and'more
countries
were recognizing
and valuing cassava as an animal feed,
opening up new sources of demand for the crop.
For Africa,
cooperation
with IITA was expanding and expected to grow further.
An IITA team was
due at CIAT very shortly
to review the work and research need8 on root8
and tubers.
134.
Turning to comment on CIAT's review list,
which the Board had
approved, Dr. Nickel stated that the increased cooperation
with IITA on
cassava had prompted the Center to put a high priority
on the cassava
liaison
scientist
for Africa.
The Board, however, had made one change
to the list aubmitted earlier
to the TAC, by moving the position
for
rice economist from fourth to second in priority.
135.
Almost all items on the 1987 review list had been approved by
TAC for 1986 but could not be implemented by CIAT because of
The one item that was new and had highest
insufficient
funding.
priority
for CIAT was the need for fund8 for seed health facilities
in
Not on the review list was over US$ 1
the genetic resources unit.
million
for capital
construction
and equipment, of which nearly half
would go for equipment need8 of existing
program8 and nearly a quarter
to support the new staff position8
proposed for 1987. CIAT viewed these
capital
costs at this level as a normal component of its operating
budget.
136.
Leading off the di8CUS8iOn by TAC, Dr. Abdoulaye Sawadogo
enquired and the Committee Wa8 informed about the particular
subprograms which CIAT would propose to cut if 1987 funding were to be
Dr. Nickel also said he hoped that
below that for 1986 in real terms.
the necessity
would not ariee as any cuts would adversely affect the
Dr. Sawadogo noted that CIAT had overspent
performance of the programs.
its capital
budget in 1985 by conetructing
a greenhouse/headhouse
facility
to which the Center had assigned high priority
but which had
been approved by the TAC at a lower priority
level.
Dr. Nickel
,.
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explained that savings, due to short-term
effects of devaluation
of the
peso, had enabled CIAT to make capital
expenditure8
for items that were
very urgently
needed, some of-which had been postponed from the previous
year.
1'37.
On a request from Dr. Sawadogo for more detail8
about the
prospects for cassava in Latin America, Dr. Nickel said that the
EPR-recommended economics 8tUdie8 being conducted by three'
pO8t-dOCtOrate
would be completed in 1986. Preliminary
results were
encouraging.
It appeared that the "dry chip" cassava technology
(for
animal feed) was appropriate
and used by small farmers, while large
farmer8 did not appear interested.
Fresh ca88ava "bag" preservation
technology,
enabling ambient storage for two weeks, was directed
to make
fresh cas8ava more convenient for the urban housewife.
Acceptance at
home and retail
level was under test with DRI (Integrated
Rural
Development Agency) in Colombia's fourth largest city.
It was clear
that urban consumers do like cassava, but high prices in the urban
markets resulting
from rapid deterioration
have been serious deterrants
to sales.
Dr. Nickel noted that, when IARCS were held responsible
for
impact and for product quality
arising
from their technology,
it was
important that they interface
with development institutions
in the
effort
to overcome marketing and other product-related
"downstream"
constraints.
138.
Dr. Sawadogo enquired about progress in cassava germplasm
exchange with IITA, and whether the proposed liaison
position
for
Dr. Nickel
cassava could not be used for all CIAT programs in Africa.
said that CIAT had provided IITA with a great deal of seed which he
presumed wa8 put to good use. It had been expected that IITA would
incorporate
African mosaic (ACMV) resistance
in CIAT germplasm but as
entry of germplasm into Nigeria had been very difficult,
IITA had just
provided CIAT with two clones with high resistance
to the disease.
Work
of combining ACMV resistance
with other deeirable
traits
would now
proceed at CIAT. In the highland8 of Eastern and Southern Africa,
however, CIAT's germplasm could probably be used directly,
and some
materials
had been sent there via IITA's regional
root and tuber.
scientist.
The use of one person as African liaison
scientist
for CIAT
could be a good idea but would be difficult
or even impractical,
because
of the difficulties
associated with location
and travel.
A TAC member sought clarification
of the reasons for not
,139.
building
the proposed quarantine
greenhouse, chiefly
for bean.
on CIAT's Palmira campus. .Dr. Nickel explained that as
accessions,
quarantine
was a national
responsibility
and prerogative,
it would not
be appropriate
to have the facilities
on campus, nor would it be
desirable
from the viewpoint of running co8t8, a8 Call was warmer than
Bogota.
,140.
Responding to a queation on the line' of demarkation in germplasm work between IBPGR and a crop Center, Dr. Nickel indicated
that
continued assistance
on germplasm collection
and for reeearch on
' germplasm by IBPGR would be welcome. 'However, the EPR of IBPGR had
recommended cooperation
with IARCs rather .than support for research on
germplasm at the IARCs and therefore
the discontinuation
of funding by
IBPGR of activities
at IARCs. Fund8 for cooperative
research did not
One area in which work by IBPGR
seem to be forthcoming
at present.
seemed inappropriate
in his view wa8 the evaluation
of the germplasm of
a Center's mandate commodities.
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141. !I Other items on which TAC member8 Bought clarification
were:
the role and pO88ible location
of the bean research coordinator
for
Africa;
the emphasis on yield potential
or yield stability
in.bean
research; and the significance
of the on-station
work on cassava and
soil conservation.
Dr. Nickel indicated
that coordination
of the 14
scientist8
working in the African bean program was clearly
needed, but
the mode and location
were not yet decided.
CIAT had tried and would
continue to try to look at both yield potential
and etability
in bean
research,
but the empha8i8 was probably shifting
a little
toward8 the
,former to correct a greater emphasis on yield stability
in the past.
The on-station
cassava work wa8 part of the "move upstream",
aeeking
deeper'knowledge
of the physiology
of the plant 80 that drought
reelstance
might not be lost in breeding,
and in trying to define
favourable
associations
with other plants that could counter any
pO88ible coil erosion problem8 which might arise.
142.

After

($1

it would not recommend high priority
for the casea$a liaison
position
In Africa pending the outcome of the Committee's
deliberations
on mandates and the completion of the CIAT
economic study on cassava;

(ii)

it would consider the Africa-wide
high priority
if epecial project

(iii)

it agreed that economics work on rice is necessary but
recommended that it be accomplished using post-doctoral
fellOW8hip8.

further

consideration,

TAC concluded

,r--

that:

bean coordination
position
fund8 were not available;

of

143.
TAC recommended a program for CIAT in 1987 which included
operational
increases for on-going program8 , capital
for the quarantine
greenhouae, but no new eenior staff positions,
and would require
US$ 22.69 million
to implement.
If increased funding were to be
available,
additional
program elements requiring
US$ 1.21 million,
were
also approved.
-

CIMMYT

144.
Dr. Winkelman first
set the context by explaining
that he
considered that the hallmark of CD#YT,was a "helping"
role, providing
such intermediate
goods and services to NARS a8 germplasm, training,
reeearch procedures;
that the emphasi8 wae on the productivity
of
and that more attention
wa8 being fOCU88ed on the
farmer-held
resources;
more difficult
environments.
With respect to finances,
1985 had been
critical,
inflation
in 1986 was expected to be about 90%, while
devaluation
rates were uneven or even capricious.
145.
With respect to research, work on mid-altitude
maize had been
initiated
at the University
of Zimbabwe, in collaboration
with IITA, for
an agro-ecological
region of about 6 million
ha in Africa and about the.
Research on winter wheat had been Initiated
in
'same amount out&de.
Turkey for some 15 million
ha primarily
in China and Turkey.
Increased
resources were being directed
to Africa with heavy emphasis on training.
Agro-climatic
zoning was almost complete and would add precision
to
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understanding
of the major maize mega-environments
in Africa.
In
addition
the wheat agronomy position
in the Andean Region, which was
being phaeed out over a two-year period, would .be transferred
to maize
as of 1987.
146.
Dr. Winkelman then explained developments with respect to
germplasm and noted that CIMMYT was working well with IBPGR. A
Memorandum of Understanding,
being negotiated
on the responeibilities
the two Centers, was expected to be in operation
in 1987. He also
indicated
that the new training , communication and conventions
center
was almost completed.

of

147.
'CIMMYT was proposing expansion in three areas consistent
with
the EPR, CGIAR priorities
and the Board recommendations.
First,
CIMMYT
was proposing a new fellow8hip
scheme for young and mid-career
ecientists,
secondly, the addition
of another post in research stations
.
for servicing
the need8 of developing countriee
with respect to
experiment etation
operations , and thirdly,
the addition
of a molecular
geneticist
to provide the essential
link between advanced institutions,
the Center's own programs and national
institutions.
148.
On the matter of the cutbacks, should 1987 fund8 not equal
those in 1986, CIMMYT management had taken the decision that they ehould
be viewed a8 short-term
reductione.
Cuts would be made where least
damage was expected, especially
if outside support was likely
to be
available
(for example production
training)
or where spending could be
If it were to be a long-term situation,
then different
deferred.
solutionswould
have to be found.
149.
Dr. Yousaf Chaudhri led the discussion
on behalf of TAC by
asking three questions.
Firet he asked how CIMMYT managed its hybrid
Dr. James indicated
that CIMMYT had initiated
a
program in maize.
program on maize hybrids to meet the expressed needs of WARS. CIMMYT
would make available
on request mate&al for non-conventional
hybrid8
and early in-bred lines with particular
traits,
e.g. borer resistance.
Dr. Winkelman indicated
that the
Second, with respect to triticale,
whole program had been recast and now concentrated
on three
The program had just been the subject of a highly
environmente.
Third, on inter-center
cooperation,
with
eatisfactory
peer review.
ICARDA on wheat and IITA on maize, Dr. Winkelman Indicated
that there
.werq still
tensions between CIMMYT and ICARDA because of differing
Be was hopeful that the
viewe, especially
on aclentific
matters.
difference8
could be reeolved.
With respect to relationehips
with IITA,
Although
additional
patience would be needed before final resolution.
CIMMYT had the global mandate for maize, the implementation
of that
mandate was a problem particularly
in view of the untidy history
of
It was CI=T'8
view that better aervlce to
maize reeearch in Africa.
EARS was dependant on good relations
between the two Centers and they
could be achieved.
150.
On a question about the forecast
size of the new biotechnology
unit at CIMMYT, Dr. Winkelman suggested that a ten-year time scale was
envieioned and noted that the unit might eventually
receive up to 10-15x
of the Center's research resources.
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151. !l Finally,
Dr. Winkelman explained that even though the Southern
Cone activities
in wheat had beenendorsed
by TAC, CIMMYT had redeployed
its staff to other areas.
This was in line with CGIAR'e recommendations
on concentrating
activities
on poorer countries
and on weaker research
t3ystems. CIMMYT was currently
rethinking
its strategy
on strengthening
activities
with stronger NAPS in the Southern Cone region and suggested
that, although changing, the relationships
are expected to become
stronger.
Contact through scientific
visits,
germplasm exchange and
consultations
would continue,
while ways of capltallslng
on relative
strengths were being explored without extended outpoeting
of staff.
152.
Following
further
deliberations,
TAC concluded that the
position
in experiment stations
was of high priority
but recommended
that the position
be filled
by redeployment.
153.
Finally
TAC recommended a program for CIMMYT in 1987 which
would include the addition
of a molecular geneticist
and operational
support to programs related to training
and consultation
with NABS that
would require US$ 23.75 million
to implement.
Should increased
resources become available
to the System, TAC approved additional
support to training
programs which would require a further
US$ 0.15
million
to implement.
CIP
154.
Dr. Richard L. Sawyer, Director-General
of CIP, began his
presentation
of the 1987 P&B of CIP with a summary of the program
highlights.
The implementation
of a regional
program in China was
progressing
satisfactorily
and was now beginning to yield contacts and
Current research progress had led to a decision to transfer
contracts.
three international
staff to Asia to support work on: post-harvest
storage (Thailand);
potato in tropical
farming systems, especially
the
warm tropics
(Indonesia);
and true potato seed.
155.
With respect to CIP's facilities,
Dr. Sawyer mentioned that
facilities
at San Ramon were now completed and a VAX 750 main frame
Be stressed that the
computer had been installed
at headquarters.
Center had never had a specific
capital
program for buildings.
Its
policy was to have only modest facilities
but a strong research program,
in order to set an example for NABS.
Dr. Sawyer underlined
that over the
156.
With regard to funding,
years CIP had had minimal need to draw on the World Bank in its capacity
Moreover, CIP's donor list was still
growing
of donor of last resort.
and as a result
the Center expected to be nearly fully funded in 1986.
Furthermore,
potential
donors had been identified
to assist in the
funding of the sweet potato program.
Funding was also becoming
from international
food
available
from the private sector , especially
processors.
157.
Dr:Sawyer
then gave a brief historical
overview of the
development of CIP's sweet potato program, which originated
from TAC's
review of priorities
and the stimulating
Interest
of several donors.
These had led to a careful
consideration
of the issue and the Board's
decision to undertake research on sweet potato improvement, followed by
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a joint meeting and a.general
agreement with AVRDC and IITA.
A
germplasm collection
was started with help from IBPGR, exchange of
scientists
took place, ,and a sweet potato planning conference with staff
of AVRDC and IITA was 'being organized.
158.
CIP was currently
preparing
the third update of its long-term
plan, CIP Profile
1972-2010.
The plan now also includes sweet potato.
The second draft would be considered by CIP's annual internal-external
program review in 1986. In concluding,
Dr. Sawyer said that potato
production
continued to increase,
e.g. Indonesia doubled its production
in less than seven years and was expected to continue this trend due to
a need to diversify
its crop production
to include commodities other
than rice.
159.
Dr. Guillermo E. Joandet led off the discussion
by TAC by
mentioning that sweet potato was not included in CIP's operational
Dr. Sawyer
mandate and by enquiring
how the Center intended to proceed.
said the crop was actually
included in the formal mandate which referred
to root and tuber crops in general.
The Center would still
have to
incorporate
sweet potato into its operational
mandate, which until
The implementation
of the activities
recently
specified
potato only.
would take place within 'the existing
department-thrusts
for potato.
A
.maj'or concern would be the identification
and elimination
of viruses.
Work would be in close cooperation
with AVRDC and IITA.
The Board
considered that sweet potato ought to be incorporated
into core but for
the time being had agreed that not more than 5% of the present budget
should be assigned specifically
to it.
In the long run this might,
increase to 30% with a concurrent
phasing out of some potato work.
Several donors had been identified
to fund special projects.
160.
With reference to the regional
coordination
of potato work in
NARS, Dr. Sawyer confirmed that sweet potato work would be organized
along similar
lines,
allocating
approximately
50% of the budget for
transfer
of technology through the same regional
offices
and regional
networks as for potato.
The regional
scientist
to be assigned for West
Africa would initially
operate from Senegal, but in due course he would
operate from Cameroon which has far greater sweet potato production.
In answer to a question regarding
the details
of the
161.
CIP-IITA-AVRDC agreement on sweet potato research,
Dr. Sawyer said that
Details should be
the present agreement was of a general nature.
related to the comparative advantage of each of the institutes;
they
would have to be sorted out by the proposed joint planning conference of
the staff of the thtee enters.
TAC should also be involved.
He also
indicated
that the no-growth philosophy
of CIP would not apply to the
first
two years of implementation
of the sweet potato program.
162.
With.respect
to activities
in China, ti. Sawyer recalled
that
China's potato area was of the order of 4-5 million
ha. The country had
especially
in potato ilprovement,
in
a long history
of potato research,
China
the use of true potato seed as basic seed, and in inter-cropping.
was expected to have a considerable
input, both in potato and in sweet
Eigh.t contracts
had already been identified
for Chinese
potato work.
institutions.
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163.
In response to a question on the demand df sweet potato as
food, Dr. Sawyer indicated
that there a major problem associated
with
the crop was its low status as a food; it was also a low input
commodity, suitable
for feed and many other uses.
It was necessary to
first
change the image of the crop as a food, amend the flavour,
etc.
Social scientists
should be involved in solving these problems.
CIP was
also very much concerned with research on potato quality,
especially
of
warm climate varieties.
Production
of suitable
warm climate varieties
had greatly
expanded in Africa for which good potato material
was
available,
particularly
in Rwanda and Burundi.
164.
One TAC member expressed concern about the implication
of CIP's
possible association
with a few large multinationals
in the development
of varieties
for processing.
Many countries
were highly appreciative
of
CIP's important work but open association
with these multinationals
could unfortunately
be considered as part of their assault on trade and
culture in particular
countries.
Dr. Sawyer stated that extreme care
would be taken in the association
since the materials
being developed
would be identified
by national
scientists.
165.
Finally,
the Chairman expressed TAC's support for CIP and its
sweet potato program.
TAC had been kept informed of the Center's plans
It should be
to proceed in this work with special project
funding.
borne in mind, however, that IITA has a global mandate for sweet potato
and, therefore,
the ultimate
division
of responsibility
for sweet potato
was subject to the results
of the pending review of Centers' mandates,
to be undertaken by TAC in the near future.
166.
Following
further
consideration,
TAC endorsed in principle
CIP's initiative
in undertaking
a program on sweet potato and
recommended an allocation
of US$ 0.050.million
for 1987 specifically
for
the pursuance of contacts with IITA and AVRDC to determine their
specific
tasks on sweet potato research.
TAC however deferred further
decisions
oli the issue of sweet potato research because of the strategic
planning exercise at IITA and the forthcoming
study on mandates.
167.
TAC recommended a program for CIP in 1987 which was in line
with the CGIAR priorities
and would require US$ 11.64 million
to
This amount would include the US$ 0.050 million
mentioned
implement.
above.
-

IBPGR

168.
In introducing
the program proposal for 1987, Dr. J. Trevor
Williams first
explained that there would not be any new programs, but
rather a continuation
of those in effect over the last two years.
However internal
shifts had been made which gave a somewhat stronger
The proposal reflected
fully the CGIAR decQione
emphasis to research.
on germplasm over the past eighteen months.
What was new about the 1987 proposal was that it was presented
169.
in a fully functional
manner with man-years allocated
to each of the
The Program Committee had reorganized
the IBPGR's
program areas.
management/
activities
into 9 programs in 3 major divisions:
administration;
field programs related to the global network; and

.

43
research.
A program review process had been instituted
programs per year would be looked at in depth.
,

whereby three

170.
There were, however, some problems with respect to
implementation.
Because of the CGIAR decision to freeze staff hiring,
only 18 of the 25 approved positions
were filled
in 1986. Now, however,
with the establishment
of the FAO High Level Committee and the'lifting
of the freeze, it was expected that ,a11 25 positions
would be filled
by
1 January 1987. Meantime the Board had submitted to the Deputy
Director-General
of FAO a concise ,list of requirements
relating
to staff
contracts,
staff positions,
staff retirements
and space.
The Board
considered that should agreement not have been reached about staff and.
space by October, a supplementary budget may need to be prepared.
If
the mandate was to be fully
implemented, IBPGR could not continue to
await the filling
of positions
which in effect have been frozen for
eighteen months.

I

171.
Dr. M.H. Arnold led the discussion
on the IBPGR program
proposal.
He agreed that there had been marginal internal
shifts
towards research,
and asked whether or not these shifts had been
-facilitated
by the reduction
of IBPGR support to the IARCe, especially
to IRRI and CIAT. Dr. Williams noted that this was partly
the case but
was also in part due to the overall
reduCtion in manpower brought about
by the freeze.
He emphasized that the shifts
towards more research had
started in 1979.
\

172.
Dr. Williams explained that it was in the nature of an anomaly
that IBPGR was using its core funds to support special projects which
The EPR had specifically
were in effect other IARCs' core activities.
recommen'ded that this practice
be discontinued
and that IARCs should
fund their core germplasm activities
from their own core funds.
IBPGR
.would collaborate
with other IARCs on research projects
depending upon
Currently
IBPGR was
the availability
of expertise
in the Centers.
negotiating
with CIAT to initiate
a project
to establish
an in vitro
active genebank.
The IBPGR had issued internationally
agreerssrds
for genebanks and also had initiated
a system df monitoring
base
collection
genebank networks.
173.
A Memorandum of Understanding
was currently
being drawn up with
CIMMYT and may provide a model for future collaborative
arrangement‘s as
IBPGR
responsibilities
of each partner were .being clearly
spelled out.
had only small amounts of funds and could not be expected to provide
much in the way of capital
equipment and facilities
although this was
sometimes done. for some NARS. He noted that some of the seed physiology
research contracted
by IBPGR was now being undertaken in laboratories
of
developing countries.
Where IBPGR-supported work was undertaken in
industrialized
country laboratories
, a postdoc from a developing country
usually did the research.
174.
Dr. Williams also noted that research into genetic diversity
of
many adecies was urgent, particularly
for determining
collection
strategies.
CIP for example had been doing work in this area on potato
for some time and CIAT was now undertaking
similar
studies on Phaseolus,
but no one was doing any work on the wild species of millet
or Vigna.
A
program on wild rice and Pennisetum species of the Sahel has been
initiated.
With respect to the controversial
problem of germplasm

.
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evaluation,
Dr. Williams announced that a workshop was being organized
possibly in September 1986 to consider the broad issue and to draw up a
strategy
and guidelines
for genebanks.
He noted that despite the fact
that descriptor
lists were prepared in collaboration
with breeders,
it
was becoming clear that breeders were more interested
in the information
on the origin of the sample and the details
of the collecting
site than
inmost other descriptors,
and that changes may therefore
be required.
175.
After further
deliberations,
TAC concluded that the IBPGR
program proposals were all in line with the CGIAR priorities
and all
were of high priority.
The ,Committee recommended that IBPGR undertake
program in 1987 which would require US$ 5.10 million
to implement.
-

ICARDA

a

.

Dr. G. Jan Roopman,'Deputy Director-General
(International
176.
Cooperation)
of ICARDA, opened-his presentation
on the Center's 1987 P&B
proposal by apologizing
that neither
the Director-General
nor the Deputy
Director-General
(Research) were able to attend TAC 40. He then
reviewed general highlights
at ICARDA in the past year, with particular
reference
to the favourable
crop production
conditions
and recent
developments in international
cooperation
both with national
programs in
the region,and
with research organizations
in France.
He emphasized the
high staff morale, mentioning particularly
Lebanon, where operations
at
the Terbol substation
were proceeding without interruption.
177.
In highlighting
progress in the research programs, Dr. Koopman
described the impact of the barley-livestock.production
systems infarming systems research, the shift in emphasis to wheat-based
and on agroproduction
systems, the work on water use efficiency
With respect to cereal improvement, he
ecological
characterization.
referred
to the crop physiology
work related to stress tolerance
of land
races and-wild relatives,
research on barley aimed at broad based
disease resistance,
wheat breeding in cooperation
with CIMMYT, and the
shift of routine breeding to national
programs.
178.
Without contesting
the priorities
established
by TAC and
accepted by the Group, Dr. Roopman reported some revolutionary
developments during the last two years with respect to lentil
and faba
to a 'new crop' with different
genetic
bean. For faba bean he referred
makeup and plant architecture
for which auto-fertile
lines were now
available
for the development of highly productive
commercial hybrids.
These lines were being introduced
in Egypt and Sudan, but this was a
In view of TAC's recommendation to start phasing out
slow process.
research on faba beans and lentils,
ICARDA considered itself
fortunate
to have a grace period of five years, which provided time to further
develop the progress which was in the pipeline
and to demonstrate to
A donor had agreed to provide restricted
core funding
NARS the results.
as a bridging mechanism allowing
the program to continue to operate at
full strength in the meantime.
He then enumerated the contributions
of pasture,
forage and
179.
livestock
research to the replacement of unproductive
fallow with annual
pastures of Medicago which provide feed and control erosion;
and
improvement of non-arable
soils and improved livestock
husbandry on
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marginal land through optimal utilization
of a combination of pasture,
He also elaborated
on the importance of the
forage, straw and stubble.
various components of the research support services,
special projects,
and collaborative
research with advanced inetitutions.
180.
In concluding his presentation,
Dr. Koopman provided
clarification
on the items of ICARDA's review list by indicating
that
greater priority
was given to.the tenth anniversary
celebrations
than to
the staff houses at Tel Hadya, because of the opportunity
to give
greater visibility
to ICAEUA in the region through assembling doqors and
policy makers of the region, and organizing
a conference on an important
topic.
Although houses were urgent , conetrucQ.on
could be delayed until
the completion of the new laboratory
buildings.
181.
Dr. Ibrahim Nahal opened the discussion
on behalf of TAC by
enquiring
how the Center transferred
research activities
to national
programs which vary in strength.
Dr. Koopman explained that ICARDA, in
a stepwise manner, encouraged national
programs to gradually
assume
greater responsibility
for their research planning and execution,
initially
with considerable
support from the Center, but gradually
diminishing
until ultimately
ICARDA would only participate
in annual
planning meetings and provide backstopping
as required.
182.
Dr. Koopman then responded to a question concerning the move
upstream of ICARDA's research and. indicated
that the Center was
preparing
itself
for this shift in emphasis.
Some research of a more
basic nature on biological
nitrogen
fixation,
stress physiqlogy,
and
virology
was currently
underway at ICARDA's own temporary facilities
but
until
the laboratories
became available
in the new buildings
in 1987,
ICARDA would promote most of'its
strategic
research throvgh advanced
institutions
elsewhere.
183.
Concerning water management in the farming systems context,
Dr. Koopman said that there had been a growing demand for information
about water harvesting.
Syria, Egypt, Pakistan,
Tunisia and Morocco had
all made request6 but the amount of assistance
ICARDA could provide was
limited by resources.
With respect to fertilizer,
Dr. Koopman explained
that increased and stable yields in the 200-300 mm rainfall
zone could
be attributed
to a large extent to the use of phosphate.
As a result,
the Government of Syria was now considering
the provieion
of credit
facilities
tb farmers in this zone for fertilizer,
and the application
of the recommended fertilizer
practices
on the state farms.
Cheap rock
phosphate was available
in Jordan, but he was not aware of any import
into Syria.
This would need to be investigated.
184.
In response to a question on cooperation
with CIMMYT,
Dr. Koopman said that, in ICARDA's perception,
it was better than ever
The working relations
with the two CIMMYT breeders stationed
at
before.
ICARDA were very close.
The Center was aware of TAC's recommendation to
limit barley research to North Africa and West Asia, and to gradually
phase out work in Latin America.

I

185.
Finally,
in answer to questions regarding
ICARDA's dependence
on the donor of last resort,
Dr.. Koopman assured TAC that' the donor
position
was a matter of major concern which had the Management's
continuing
attention.
Over the years ICARDA had succeeded in
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eigni~icantly
increasing
the number of donors and some donors were also
increasing
the size of their contributions.
Altogether,
ICARDA was in
the process of becoming gradually
less dependent on its two m,ajor
donors.
'186.
TAC, after further
deliberation,
decided to make its
recommendations for 1987 without taking into account ICARDA's funding
situation.
It stressed,
however, that the Center should seek ade'quate
support for its current programs before considering
expansion.
On
specific
program and capital
requests TAC concluded that:
- core resources could not be used as bridging
funds to cover
gaps in support between phases of special projects;
- the addition
of a senior staff position
in seed health and in
biometrics,
and of additional
operational
funds for plant
nematode research and genetic activities,
were of high
priority;
- capital
priority.

expenditure

for

plastic

greenhouses

was ilso

of high

187.
TAC recommended a program for 1987 which would require US$
19.17 million
to
activities
which would
-~ implement, and in addition
require US$ 0.38 million
should increased resources be available.
-

ICRISAT

Dr. Swindale opened his presentation
to the Committee by
referring
to the Second Review of ICRISAT discussed by the CGIAR in
of the Group on
1985, to the Impact Study report , aqd to the decisions
priorftiia
and strategies.
All these had elements which affected
ICRISAT and its program an3 included a shift of focus towards Africa,
strengthening
work of rainfed agriculture,
pulling
back from producing
finished
varieties
for India, decentralization
of authority
to ISC, and
the development of more effective
partnerships
with national
agricultural
research systems.
188.

189.
In response to these suggestions
ICRISAT was in the process of
a major reorganization
of its top management and program structures
which it considered would ensure better institutional
operations,
more
effective
cooperation
between the strategic
research at ICRISAT Center
and applied.research

in other

locations

, and be more responsive

to

national
systems.
To accomplish the management reorganization,
a number
of positions
within the base had been redesignated
or re:utilized
in
1986. A new Ten-Year Plan which incorporated
all the suggestions
approved by the Board of Trustees would be available
early next year.
190.
Turning to the research and related programs, Dr. Swindale
outlined
important
progress in combatting drought problems, increasing
in the appearance of the
insect resistance
in legumes, and especially
outlines
of possible new technologies
for the semi-arid
regions in
Africa.
On training,
Dr. Swindale noted that 1985 had been a record
year for ICRISAT and that 1986 was expected to be even bigger.
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191.
On the program proposals for 1987, Dr. Swindale also noted that
one senior staff-year
at ICRISAT Center (nematologist)
and ,another at
ISC (economist) had been eliminated
and positions
for a statistician
and
two 13011 scientists
at ISC approved in 1986 had been moved to the
forward list for 1987. All the items on the forward list were devoted
to strengthening
ICRISAT's African programs.
They included two requests
for capital
expenditures
to upgrade facilities
in two regional
programs
in Eastern and Western Africa in countries
still
to be selected where
ICRISAT intends to work.' In such cases there were capital
costs for
upgrading involved.
A continuing
concern for ICRISAT was the security
of germplasm and the need for irrigation
and storage.
In relation
to
further
capital
requirements,
ICRISAT had prepared a five-year
capital
.
development plan which forecasts
extremely high costs, but it was hoped
they could be redefined.
192. ' Dr. Rduardo Alvarez-Luna
led TAC's discussion
and noted that
ICRISAT'e proposals and general forward plans were entirely
in line with
the System's priorities.
Nevertheless
he questioned the order of the
review list and particularly
the downgrading of the senior economist
position
to a locally
recruited
staff.
Dr. Swindale explained that with
the completion of the village
level studies in Africa,
the need now at
ICS was for someone who knew the local agricultural
situation
to ensure
feedback to headquarters
from the sorghum program.
The soil fertility
expertise
was needed to initiate
research in view of the fact that good
soil fertility
levels 'were an important element in alleviating
drought
effects.
With regard to the soil and water research,
Dr. Swindale
mentioned that at present some of this was being done with the support
of Tropeoil and Dutch Government support.
193.
Other questions related to the relative
strength and stability
of the southern, western and eastern African programs.
The Southern
African program was strong, would have eight senior people when fully.
staffed,
and was completely supported by special project
funds which
Since
were assured until
1989 and had a ten-year planning horizon.
funding was assured, TAC may like to consider whether to bring this
For Eastern Africa the funding
special project
into restricted
core.
Two people were involved in the second phase of a
was more tenuous.
special project which was due to terminate in 1987. ICRISAT had made a
special request that this program be included as core to ensure its
Dr. Swindale noted that CDA was especially
interested
in
continuation.
'expanding the program but ICRISAT intended to confine its involvement to
the size of the whole African program
a two-person team. Currently
comprised 37 senior staff years (SSY) while at ICRISAT Center there are
and in
50. The future plans called for 50 SSYs .each at headquarters
Africa.
194.
On learning
that the Government of Burkina Faso wished to take
over the facilities
at Ramboinse' a TAC member raised the question about
the types of arrangements ICRISAT had in those countries
where its staff
The Committee was informed that an agreement with
were outposted.
Burkina Faso had never been signed even though the Government had had
the draft for more than three years , an agreement had been negotiated
with the Government of Zimbabwe for facilities
at Bulawayo, and the
agreement between the Government of Niger, DNDP and ICRISAT, granted
ICRISAT DN privileges
and immunities and 500 ha of land.
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195.
With respect to the sorghum program in Latin America,
Dr. Swindale explained that the present leader had been transferred
to
lead the East African network but the Latin American work would continue
with a'two-person
team.
196.
Finally,
on a question as to the rate of implementation
of
TAC's recommendations for 1986, Dr. Swindale noted that the three
groundnut .positions,
the agro-forestry
position
and the chickpea
pathologist
position
at least would all be filled
in 1986. He noted,
however, that the chickpea pathologist
position
at ICARDA was for a
two-year period after which ICARDA would have to take the full
responsibility.
This was in line with CGIAR priorities.
However the
statistician
and nematologist
positions
would not be filled
in 1986.
197.
TAC, after further
consideration,
concluded that ICRISAT's
program proposals were in line with the CGIAR priorities.
However, the
Committee suggested that the proposed expansion be phased and
recommended that only the two positions
in Eastern Africa be filled
in
1987, the other two requested being filled
at a later date.
198.
The Committee therefore
recommended a program for ICRISAT which
would require US$ 24.28 million
to implement.
This recommendation
includes capital
construction
necessary for the initiation
of the.East
African Center and for the regional
sorghum program in West Africa.
TAC
further
recommended additional
program activities
which would require
US $0.43 million
in 1987 should increased. resources be available.
-

IFPRI

199.
Dr. John Mellor opened his presentation
by saying that the
External Management Review had come at a very good time for the
Institute.
Some of the recommendations,
although not entirely
accepted
at the time,-had
galvanized
IFPRI into development of an appropriate
management structure
and preparation
of a number of management manuals.
A Deputy Director-General
position
was still
being deferred for the time
being.
In the process some economies of operation
have been effected
and everyone was pleased with the results.
200.
On the research side, Dr. Mellor indicated
that the "six
questions"
which had formed such a feature of IFPRI's long-term plan had
been reorganized
to cut across all of IFPRI's programs, and renamed
"research areas".
All projects
undertaken at IFPRI were expected to
contribute
to more than one of these research areas which are:
(1) technological
policy;
(2) development policy;
(3) poverty
This organization
would give
alleviation;
(4) Africa;
and (5) food aid.
a direct
indication
of the policy recommendation areas, and had caused
considerable
excitement among the staff as it would allow greater
interaction
among members.
201.
The objective
of the research areas was to directly
orient
IFPRI's programs to the needs of policy makers.
As a device for
a set of books based on these topics was
organization
of the effort,
being discussed by IFPRI.
Such an action had the added advantage of
rigorous analysis
and decision making in setting
priority
issues.
By
June 1987 IFPRI would expect to have a new draft long-term plan
encompassing these research areas ready for discussion
with the TAC. %
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202.
Dr. Mellor then turned to'collaborative
activities
with
developing countries
and indicated
that joint field research was
expanding.
As the developing country partners usually spend 6-9 months
at. IFPRI analyzing and writing
up the results,
a training
element was
included.
Many of these activities
were financed through special
proje?t funds.
There was, in addition,
an expanding collaboration
between IFPRI and the other Centers but because commonly the social
scientists
at the crop centers mainly worked with the biological
scientists
within the Centers, and IFPRI social scientists
primarily
worked with NARS counterparts,
complex IssuesGof three way cooperation
arose.
203.
Dr. C.T. de Wit opened TAC's discussion
by asking why, if cuts
had to.be initiated
in 1987, IFPRI would cut the new fertilizer
policy
research in Africa rather than *the trends research which the EPR had
recommended for reduction.
Dr. M&lor explained it was difficult
to
know where the cuts should be placed as they all involved personnel.
However, as the person responsible
for the fertilizer
research was
currently
being supported on special funds, the effort
would be made to
find more special funds.
He explained that the trends type work which
once constituted
over 50% of IFPRI's activities
was declining
and now
involved only one person.
In answer to other questions from Dr. de Wit,
Dr. Mellor explained that the research on food aid involved one person
analyzing
information
gathered for other purposes; that indeed IFPRI was
interested
in doing research on land tenure-in
Africa (which was very
different
from that in Asia or Latin America) but just how such studies
would be approached was not yet determined;
and with respect to
developing country f.iscal policy,
IFPRI was in fact doing more than the
EPR had thought, and would like to do even more, especially
on fiscal
allocations
In Africa.
204.
When asked his opinion of the financial
situation,
given that
donors have been underfunding
IFPRI over the last several years,
Dr. Mellor said he was convinced the outlook was much brighter
and that
in 1987 IFPRI would be close to being fully funded.
IFPRI had 18 donors
in 1986 and expected 21 in 1987 due at least in part to the importance
TAC had placed on policy research.
205.
In answer to a question on trade, Dr. Mellor indicated
that the
issues were being addressed either in the development strategy or the
The focus was changing from such issues as
technology research areas.
exchange rates and stocking policy to effects of technological
development on trade, and the role of trade in an agriculture-based
development strategy.
Finally,
when asked how he thought the CGIAR should distribute
206.
its policy research allocations
between IFPRI and the other Centers,
Dr. Mellor indicated
that, once IFPRI had reached its optimum size,
there would be no problem in giving leadership
to other IARCe or in
collaborating
with them, especially
on the micro-economics
side where
He did riot think that policy units at other
they had the advantage.
Centers should grow at the expense of IFPRI's minimum efficient
size - a
size that the proposed 1987 budget would attain.
207.
After further
importance of IFPRI's

consideration;
the Committee stressed the
work in the System and concluded that all of
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IFPRI's proposals for 1987 were all in line with CGIAR priorities
and
had high ranking.
TAC therefore
recommended a program for IPPRI in 1987
which would require US$ 5.50 million
to implement.
-

IITA

208.
Dr. Laurence D. Stifel,
Director-General
of IITA, in presenting
his first
P&B proposal to TAC said that IITA's research efforts
were
focusaed strongly
on the needs of Africa even though the Center's
mandate mostly covered the humid and subhumid tropics
worldwide.
IITA's
research had already scored substantial
accomplishments which he was
certain would be expanded in coming years to the benefit of the region.
209.
He recognized that the.P&B proposal'submitted
was not in the
usual form permitting
an analysis of progress made and needs identified
in the various fields of research undertaken by IITA.
This, he
explained,
was due to the situation
of the Center at the time of his
taking over as Director-General.
During 1985 a deficit
estimated at
US$ 3 million
had accrued, caused by underestimated
costs of
construction
on the campus , a rapid build-up
of staff,
costly support
staff and services well above the financial
capacity of the Institute,
and a flow of private
contributions
below expectations.
An inadequate
accounting system was responsible
for the delayed recognition
of the
extent of the deficit.
210.
Drastic special and across-the-board
measures had been taken at
once to limit expenditures.
These had included:
immediate steps to
improve financial
management through information
systems and controls;
a
reduction
in the operating
funds for scientists;
and a freeze on the
filling
of all vacant positions
and on staff salaries
during 1986.
However, actual reductions
in staff would not be made pending the
outcome of a full-scale
strategic
planning study in 1986, authorized
by
IITA's trustees.
211.
The strategic
planning study was proceeding on the understanding,
approved by the Board, that it should consider primarily
research oriented
toward small family farms with a geographical
focus on
the humid and sub-humid lowland regions of Africa.
Strategies
would be
sought to improve the productivity
of the small family farm and would in
future require a strengthened
farming systems orientation
to all of the
Regarding the humid and sub-humid lowland areas of
Center's programs.
West and Central Africa,
Dr. Stifel
noted that IITA had nearly 20 years
of experience with these ecologies and would continue to build on this
Those
comparative advantage in research on all its.mandated
crops.
crops for which IITA had a wider mandate would be actively
promoted
throughout
Sub-Saharan Africa,
but beyond that region the Center would
share technology
and knowledge principally
through germplasm exchange,
publications
and training.
212.
A major thrust of IITA'a Farming Systems Program would be
sustainable
agriculture,
and a farming systems orientation
would guide
In most locations,
loss
the .research of its crop improvement programs.
IITA
of soil fertility
could no longer be compensated by long fallows.
was testing
the practicalmethods
which could replace fallows,
such as
and expected to conduct more
alley cropping and minimum tillage,
strategic
research on soil fertility.
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213.
Dr. Stifel
referred
to the CGIAR priorities
which included
recommendations of increased effort
on most of IITA'e mandate crops, the
interest
of many Centers to develop new programa for West and Central
Africa,
and observed that IITA could play a role in forging System-wide
consistency
of programs- for the region.
For these purposes, IITA must
first
have a clear and realistic
up-to-date
set of its own priorities,
for which the strategic
planning study was essential.
He hoped that TAC
would recognize this need as the reason for the somewhat different
form
of presentation
of the Center's P&B proposal for 1987.
214.
Dr. E.T. York led the discussion
by TAC. He expressed the
Committee's sympathy to Dr. Stifel
for the situation
when he took over
his duties and commended him for the resolute
actions taken.
However,
. he wondered how the weak system of financial
management, control and
audit could have persisted
to allow such a situation
to emerge so soon
after an External Management Review.
Dr. Stifel
observed that the EMR
recommendations had been many, some essential
and some merely desirable.
It seemed that the management had opted to follow first
those which were
desirable.
The Executive Secretary of the CGIAR observed that the EMR
process was still
in a phase of progressive
learning,
and follow-up
was
clearly
one of the areas in need of improvement.
215.
Dr. York then asked why, before the strategic
planning study
was completed, new positions
were being proposed while a large number
Further,
why were substantial
funds being
were to be terminated.
requested to facilitate
this termination.
He noted from the tables
presented,
that after this adjustment IITA would still
have 12 positions
more in 1987 than in 1984. Regarding the new position
of leader for the
FSR program, he asked whether this was not in the current budget.
216.
Dr. Stifel
explained that the need to fill
the new positions
arose in part to redress the financial
management weaknesses and in part
to avoid lose of strength in two research programs that were essential
to IITA's mission.
This proposal was however entirely
unrelated
to the
termination
of the unauthorized
internationally
recruited
staff
. positions,
most of which were filled
towards the end of 1985. These
additions
were a major cause for the shortage of operating
funds for
IITA's programs , and the main objective
of the terminations
was to
shorten the period of stringency
for the research programs.
The
substantial
sum requested was based in good measure on the rather long
notice to which internationally
recruited
staff were entitled.
217.
Regarding the new positions,
in April 1986 IITA's Board of
Trustees established
one for an internal
auditor and another for a
deputy director-general
for finance and administration.
The Board
stressed that these were needed promptly to put IITA's financial
affairs
Dr. Stifel
indicated
that the deputy position
had many
in good' order.
additional
functions
in assisting
him to restructure
and revitalize
the
Institute
in the next few years, but that at some point in the future a
Regarding
contraction
by one position
at the deputy level could occur.
the scientist
positions,
the roots and tubers breeder requested was
among the frozen vacancies and was recognized as essential
to maintain
IITA's capability
in research on these crops.
Responding to Dr. York's
specific
query about the leader of the Farming Systems Rogram,
Dr. Stifel
indicated
that the present incumbent had opted to return to
disciplinary
work in the .program, the position
requested was for him
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while'an
experienced research manager would now be coming td,IITA
fill
the essential
leader post.

to

218.
After further
consideration,
TAC concluded that IITA should
#bring the'number of staff positions
back to the authorized
level by the
end of 1987. With the elimination
of the 18 unauthorized
positions
and
approval of the four requested positions
in the base, there would be-a
net reduction
of 14 positions
in total.
TAC also recognized that apart
from training,
IITA's 1987 proposal was limited
to requests for
additional
resources for essential
maintenance and upgrading of
buildings
and roads.
219.
TAC recommended a program for
US$ 24.58 to implement.
-

IITA which would require

ILCA

220.
Dr. Peter Brumby, Director-General
of ILCA, in prekenting
the
1987 P&B, gave a brief overview of the financial
situation
at ILCA from
1981, when the Center experienced a financial
crisis,
to the present
satisfactory
position.
A major restructuring
and reorganization
had
taken place and in 1984 it was decided to divide working capital
into
normal working capital
and,a capital
development fund.
Core operations
were adjusted,
significant
improvements made in the composition
and
qualification
of staff,
and training
and research program activities
increased.
ILCA's cost of administration
was now at a low level.
221.
The present structure
of the Institute
was made up of a central
research group , research support servicea;and
a series of field
In view of the overwhelming problems in Africa,
coupled with
programs.
a lack of national
research capacity,, ILCA had significantly
expanded
its portfolio
of collaborative
research projects
with advanced
institutes
in the developed world.
In general,
the 1987 P&B proposal
reflected
a continuation
of the trends of the work program of the last
few years.
222.
Dr. Brumby then proceeded to highlight
some of ILCA'e research
related to drought, with particular
reference to work on soil moisture
indexing which when combined with climatological
data allowed the length
of growing period to be calculated.
In Africa,
however, climatological
data were often not consistently
recorded and therefore
ILCA; which
considered this length of growing period an important factor in the
assessment of drought and related conditions,
had resorted
to other
approaches.
It had proven possible to measure length of growing period
through interpretation
of satellite
imagery.
ILCA was now in‘the
process of preparing
a data base on the length of growing periods of
various areas in Africa in an attempt to establish
patterns
regarding
year to year variations
and to detect the extent of periodic
drought.
(false banana) in Ethiopia
Failures
in production
of coffee and 'enset'
-were shown to be drought related;
in both cases a marked shortening
in
the normally long growing periods had been observed using satellite
It was in the context of greater attention
to resource
imagery.
management as recommended by TAC and endorsed by the CGIAR, that ILCA
disagreed -with the recommendation of the EPR to reduce this activity
'
because he considered that an opportunity
for Africa would be lost.
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223.
Dr. Winfried von Urff led the discussion
on behalf of TAC by
referring
to his visit
to ILCA. Unfortunately
he had been unable to
attend the Board's Program Committee meeting, but his visit
had provided
him with a better insight
of ILCA's impressive progress during the last
Be suggested that the discussion
on ILCA's supplemental
few years.
budget request in response to the EPR be postponed until after the
discussion
on the reviews.
224.
In response to queries regarding
the addition
of positions
in
central
research and in remote sensing, Dr. Brumby explained that there
was great need for an additional
1.0 staffTyear
for livestock
production
and 0.9 staff-year
for animal nutrition,
given the importance of current
work on physiology
and nutrition.
The remote sensing position
was also
of importance for ILCA's work on satellite
imagery.
225.
With respect to ILCA's financial
dependence on two major
donors,. the Director-General
stated that ILCA had increased
substantially
its number of donors in the last few years.
In addition,
ILCA had experienced considerable
financial
growth.
This, he
considered,
represented
a significant
improvement.
226.
In answer to a question related
to ,the EPR suggestions
concerning rangeland ecology and the future direction
of this work,
Dr. Brumby referred
to the importance of techniques for assessing
In this context,.estimates
of length of
agro-ecological
criteria.
growing period were most relevant
to rangeland production
and these
estimates were now based on the interpretation
of satellite
imagery.
There was relatively
little
scope for increasing
rangeland production,
although ILCA was emphasizing the use of improved germplasm,
of micro-catchments
to.
particularly
of browse legumes, the‘utilization
and the importance of the establishment
increase pastoral
feed supplies,
of fodder banks.
227.
TAC recalled
the discussion
of 'the External Reviews and its
resolve that the considerable
progress made by ILCA should not be put in
The Committee after further
consideration
recommended that
jeopardy.
the Center should be funded in 1987 at a level in real terms equal to
its funding in 1986. This level would be at US$ L4.89 million.
'-
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ILRAD

228.
Dr. A. Ross Gray, Director-General
of ILRAD, stated that there
was general agreement that the focus and content of ILRAD's two main
research programs were considered to be more or less correct.
The
issues presently
under discussion
were the strengthening
of the research
programs in three areas, i.e. research into sporozoites,
chemotherapy of
trypanosome infections,
and trypanotolerance;
a strengthening
of
collaborative
research with and training
in francophone Africa;
and a
new initiative
in the area of cowdriosis.
229.
Dr. Gray then highlighted
progress which had been made by the
eporozoite
immunization,
and
Laboratory with respect to epidemiology,
schizont immunization research on theileriosis;
and in trypanosomiasis
research on epidemiology,
for which-the
ILCA/ILRAD Trypanotolerance
Network and the EEC special project
in The Gambia and Senegal were major
and biochemistry,
and on
components, on trypanosome antigenicity
comparative immunology and genetic.reeistance.
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230. !t ILRAD was planning five training
courses and a conference
jointly
with ILCA in 1987. Furthermore, the Laboratory
intended to
strengthen
the program of visiting-post-doctoral
scientists
from African
countries
in an effort
to get more African scientists
involved in
ILRAD's programs.
231.
Turning to actual budgetary implications
of some of the abovementioned activities,
Dr. Gray attached high priority
to the addition
of'
a scientist
in the field of chemotherapy as,recommended by the EPR. On
the other hand he considered it more useful to strengthen
work on
Trypanosoma evansi as suggested in ILRAD's Long Term Plan, than to add a
position
to trypanotolerance
research , as recommended by the EPR. In
filling
the bilingual
training
officer
position,
preference would be
given to the appointment of a bilingual
person who would help to promote
and strengthen
collaborative
research programs in francophone Africa,
as
well as improve'the
training
program.
However, Dr. Gray was of the
opinion that before improving training,
information
and outreach for
francophone Africa,
better training
and information
office
facilities
should be provided as recommended by the TAC Training
Study*U
232.
With approval of the Board, ILRAD had started construction
of a
new laboratory
in an effort
to overcome overcrowding
in two
laboratories,
to overcome the safety problems as indicated
by the EMR,
to better integrate
the Diagnostic
Laboratory,
and to provide
accommodation for the new social science group.
He stressed that the
capital
request for buildings
was for ILRAD's own direct needs and had
no relation
to the need for better accommodation at ILRAD of the staff
of other IARCs. He indicated
that the construction
of adequate
accommodation for staff of other Centers was an issue which needed
clarification
by TAC and the CGIAR in view of the System's plans for
Africa.
ILRAD would be prepared to initiate
plans provided it received
some indication
of support from the. Group. Currently
ILRAD provided
office and service facilities
and logistic
support for some 70 senior
and support staff from other IARCs.
233.
Dr. Chantalakhana led TAC's discussion
by requesting
clarificati,on
on the requirements
for work on chemotherapy and
trypanotolerance
in view of TAC's recommendation to shift the emphasis
from immunization
to these activities.
Dr. Gray explained that a shift
of emphasis would strengthen
the work on chemotherapy, but work in other
areas dealing with immunization would have to be stopped and he would
not recommend such a move.
234.
With respect to cowdriosis
Dr. Chantalakhana recalled
that TAC
did not support a full program, but rather selected activities
limited
Dr. Gray stressed that disease
to improving methods of diagnosis.
control involved more than diagnosis
only.
Work on cowdrioeis would
require a separate laboratory
and staff due to the fact that the present
overcrowded facilities
dealt already with two parasites
and one would
not wish to jeopardize
the ongoing work.by adding a full program on a
The risk of mixing up. DNA extracted
from the parasites
third parasite.
If ILRAD were to work on this disease, it would
would be increased.
require a major effort
involving
sophisticated
techniques.
235.
project

In answer to questions regarding
the new socio-economics
funded by the Rockefeller
Foundation,
Dr. Gray explained

that
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the donor had expressed an interest
in the Implications
and data related
to the development, application,
and failure
or success of a vaccine.
The information
gathered would be most relevant.to
the work of ILRAD.
The study was expected to yield important data on the effectiveness
of
vaccine research and would contribute
to the epidemiological
data base.
Although the project
could have been placed with ILCA or developed as a
joint
ILCA/ILRAD exercise,
the issue did not arise since ILCA already
had a soclo-economics
group , and the donor approached ILRAD not ILCA.
In consultation
with several advisors,
the composition of the team and
its work program.for
an initial
period of three years had been decided.
The project
could be extended for another three years.
236.
In view of TAC’s encouragement that ILRAD should become a more
outward looking institute,
Dr. Gray confirmed that the Laboratory
planned to increase interactions
through collaborative
activities
with
NARS. He reminded members that ILRAD had hitherto
concentrated
on
in-house research as a central exercise in order to develop the
necessary knowledge base for the two diseases and to effectively
pursue
In Africa there were only limited
opportunities
its main objectives.
for effective
collaborative
research and these might require additional
funds.
Also the Director
of Research would not be In a position
to
adequately guide this type of work in addition
to his involvement with
the in-house program and associated
highly specialized
collaborative
research with advanced institutions
in industrialized
countries.
237.
Following
further
consideration,
TAC concluded that a full
cowdriosis
research program should not be developed and, in addition,
that additional
support for trypanotolerance
research should be found
through redeployment.
The Committee recommended a program for 1986 which would
238.
Righ priority
was given to the
require US$ 11.49 million
to implement.
addition
of 3.5 senior staff years for training,
chemotherapy and social
A further
US$ 0.60 million
for 1987, primarily
for capital
ecience.
Xtems, was approved in the event more funds were to be available
than
forecast.
-

a

IRRI

Dr. M.S. Swaminathan, Director-General
of IRRI, indicated
that
239.
the Center's
1987 P&B proposal was prepared in light of the TAC
Priorities
Paper and its discussion
and elaboration
at the recent
Indications
were that rice production'
Bellagio
and Ottawa meetings.
would have to increase by the year 2000 by some 60% above.present
Partly to achieve this growth, there was a need for rice
levels.
research addressed to the general and special problems, of less favoured
Accordingly,
IRRI had gradually
shifted
attention
to
production
areas.
these areas and to the small farmer who usually commands meager
This shift and some of the results
so far achieved were
resources.
evident from recent IRRI publications.
240.
The Institute
was continuing
the QQR of 1982 and the TAC Training
staff had enabled needed expertise
to
of rainfed rice agronomist , computer

to act on the recommendations of
Study of 1984. Redeployment of
be provided,
for example positions
center manager, a soil chemist to
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addres'e

obtained

soil-related

by bringing

constraints

in visiting

In Asia.
scientists

Needed expertise
was also
against posts held vacant.

241.
IRRI's Board of Trustees had author&d
a detailed
strategy
review exercise in 1985. The first
draft of the review would be
examined by the Executive Committee of the Board in August 1986. The
review was expected to guide the further
redeployment of resources,
which IRRI recognized would be the main process by which additional
activities
could be undertaken in the prevailing
funding climate.
242.
.The 1987 budget proposal was based on the 1986 outcome,
modified on the advice of the CGIAR Secretariat,
by Including
as
"restricted
core" three special projects
(about US$ 1.3 million)
covering core activities
of IRRI.
243.
Dr. Swaminathan than dealt briefly
with various items in the
1987 P&B document, several of which were on the review list.
IBPGR on
the advice of TAC was ending its support for germplasm collection
work,
and one senior scientist
so far funded by IBPGR was required, to keep up
the strength
in this priority
area.
Emphasis was now on theYcollection
of wild species and strains
from habitats
threatened with genetic
erosion.
Training
resources needed expanding to accommodate an increase
in participants
from Africa.
Under capital
requirements,
.renovation of
laboratories
had become urgent with highest priority
going to work on
the F.F. Hill laboratories.
A greenhouse was needed for additional
work
on wide-cross
hybridization
and to provide the necessary support for the
Rockefeller
Foundation sponsored project on genetic engineering
In rice.
244.
Dr. Ola Reide opened TAC's discussion
of the P&B proposal by
asking what minimum level of in-house expertise
would be needed to keep
abreast of scientific
advances and to apply them as appropriate,
and
whether this level could be met .through redeployment of resources.
245.
Dr. Swaminathan explained that the "move upstream" at the
moment was limited
to three'major
areas:
rice diseases involving
work
on monoclonal antibodies
and sero-diagnostic
techniques;
tissue culture
applications;
and distant
hybridfzation.
The two positions
on rice
diseases were sufficient,
but additional
positions
would be needed for
the other two areas which probably could not be met through
redeployment.
He agreed that the resource needs for the three upstream
areas would usually be for application
of new technologies,
not for
basic research.
In general IARCs should work with advanced research
laboratories
in order to take advantage of new tools for solving
problems for which traditional
tools were inadequate.
Centers also have
the obligation
to assist NARS to take up such new tools.
246.
To queries about IRRI's attention
to issues of sustainability
and to research for more marginal rice ecologies,
Dr. Swaminathan
replied that one major area of future work would be integrated
crop and
problem soils under
resource management. Research would be increased.on
the INSFFRR project , and on plant health,
pests and diseases through
integrated
pest management and other efforts.
IRRI would seek means of
reducing production
costs without reducing yields for the economically
disadvantaged
farmer.
By type, highest priority
was given to raiafed
upland rice, with breeding and soil science research directed
first
to
rice blast resistance
and the control of weeds. Deputy Director-General
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Dr. D. Greenland pointed out that IRRI had recently
begun to utilize
high-acid
upland sites in the Philippines
and.had identified
sites with
other adverse soil conditions;
their use would decrease the need for
shuttle
breeding.
Some of CIAT's work on upland rainfed rice would be
taken up by IRRI for application
in Asia.
247.
With respect to IRRI'B role in Sub-Saharan Africa and in rice
research in West Africa,
the need for a unified
approach was stressed.
IRRI had started work in Tanzania and Madagascar under special project
funding, but hoped to develop a unified
program for the c-ountrles in
East and Southern Africa.
On the matter of rice research in West Africa
which was under discussion
in,TAC, IRRI considered that a lead
institution
would be essential
for the region.
Whatever the outcome of
the discussion,
IRRI would collaborate
to achieve a unified
approach and
was certain
that there would be benefit
from a strong linkage with
research directed
to Asia.
248.
After further
consideration,
TAC gave high priority
to work
related to germplasm collection
and commended IRRI on the extent of Its
redeployment of resources.
It looked forward to receiving
the report of
the detailed
strategy
review in due course.
\
249.
For 1987, TAC recommended a program which included renovation
and maintenance of laboratories
, and would require US$ 25.10 million
to
TAC also approved a further
US$ 0.30 million
for an
implement.
additional
greenhouse in 1987 should resources be greater than forecast.
-
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ISNAR

250.
Mr. Alexander von der Osten, Director-General
of ISNAR, began
his presentation
on the 1987 P&B of ISNAR with a reference to the
External Reviews.
Since both had been discussed and endorsed by TAC and
the CGIAR, the Center had commenced implementing most of the recommendaAlso, as a consequence of the Reviews, ISNAR had developed a
tions.
paper that addressed the key issues, i.e.
short- and long-term strategy
ISNAR's role and place in the global research system; a framework for
evolution
of its program; its goal, and the balance among the three
among the
program thrusts
to reach the goal ; content and priorities
three programs; patterns of collaboration
with clients,
and collaboration with other institutions
engaged in research system building.
The
draft paper had been endorsed by the Board, and ISNAR would proceed to
finalize
and submit it to TAC by the end of the year.
251.
The Director-General
briefly
outlined
ISNAR's three programs:
the Advisory Services to NARS, to support NARS in their system building;
the Research Program, to'develop
tools and concepts in the areas of
research policy,
organization
and management; and the Training Program,
to assist research leaders and scientists
to develop their management
capability.
These three programs were inter-dependent
and mutually
supportive.
He elaborated
on the strategy
for program development and
the trends which it reflects.
The focus was on the critical
factors
that determine the effectiveness
and efficiency
of a research system,
namely research policy,
structure
and organization
of the system, and
the essential
management processes.
Each of the programs was divided
into a number of management themes.
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252..
With respect to priority
setting
in the,selection
of country
requests,
Mr. von der Osten stressed the need for a priority
driven
response from ISNAR. The Center applied a number of indicators
to
address impact, equity and efficiency,
and guide the decision making.
The most appropriate
structure
for an organization
of the size, program
structure
and staffing
composition of ISNAR was a 'flat',
nonhierarchical
structure
which ISNAR had implemented.
Two Program
Directors
had been appointed,
one for Advisory Services and the other
for Research and Training,
to manage and coordinate
in a project
approach its program activities.
'

253.
The Director-General
then turned to ISNAR's P&B proposal for
1987, which clearly
reflected
his expose on the Center's program
strategy.
An additional
factor which guided its preparation
was the
emphasis on institution
building
in Africa strongly
advocated by the
CGIAR at its meeting in Ottawa.
He also noted that the effect of the
dollar devaluation
against European currencies
had reduced the
purchasing power of ISNAR's 1986 budget considerably
and was expected to
continue to affect the 1987 budget.
254.
In 1987 ISNAR intended to strengthen
its central
program,
advisory services to NARS, by increasing
its senior staff complement
from 12 to 15, to strengthen
the research program by a modest increase
of operating
funds so as to increase the productivity
of staff;
and to
strengthen
information,
documentation
and publication
efforts
through
increase of operating
funds.
These proposals aimed at maximizing the
impact potential
of ISNAR's overall
program.
255.
In opening the discussion
on behalf of TAC, Dr. Ibrahim Nahal
referred
to the EPR recommendation to strengthen
research and training
whereas the Center increased advisory services more significantly.
Mr. von der Osten explained that research and training
were an Integral
component of the ISNAR'program.
Research, mainly adaptive research,
provided the substance to the advisory services which constituted
the
Center's central
thrust and had therefore
a service character
in ISNAR.
Training,
on the other hand, allowed ISNAR to multiply
its collaboration
with MARS. It should also be borne in mind that staff time was
allocated
to the three programs from one central
staff pool to ensure a
Each staff member was encouraged to
close integration
of-the programs.
speciallie
in particular
management themes.
With respect to ISNAR's role in linking
IARCs and NABS, the
256.
Director-General
indicated
that ISNAR was developing into a singleLiaison between NARS and IARCs, and the
purpose institution.
coordination
of IARCs' activities
at the national
level, had been
The Center had assumed a catalytic
role
deleted from ISNAR's mandate.
in linking
national
and international
scientists
in a network, and
liaison
among institutes
specialized
In policy and management research.
ISNAR had also established
a working group concerned with research on
networking
as this was considered an Import&t
mechanism for
collaboration
and communication,
and could be operated at different
The Center itself
was participating
in a variety
of
intensities.
networks.
The number of system reviews ISNAR would take on was determined
257.
the capacity of the national.
by selection
criteria
among which were:

.
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system to respond; the nature and intensity
of expected follow-up;
and
the specific
components of the review.
The integration
of advisory
work, research and training
had proved to be a great advantage to ISNAR
in assisting
NARS, and maintaining
the necessary flexibility
vis-a-vis
reviews and response.
258.
The level of ISNAR's involvement in follow-up
would vary with
time, depending on a host of factors.
Mr. von der Osten emphasized that
the Center's key effort
and central
thrust would lie in system
institution
building,
by focussing on manpower planning and manpower
management, especially
through workshops and courses.
ISNAR would, of
course, differentiate
its approaches to the different
levels of its
clients.
At the level of policy makers and senior research managers the
workshop approach would be most appropriate
while at the 1eveL of middle
managers, formal training
courses were considered more appropriate.
259.
In reply to a reference
to IFPRI's project of research on
research in several African countries,
and its usefulness
for ISNAR,
Mr. von der Osten stated that ISNAR's research program centered on
research policy,
on organization
and management in a structural
sense,
on programming and budgeting,
and on manpower planning.
The two Centers
would through dialogue ensure their complementarity.
ISNARls interest
would particularly
concern the impact of national
policy on the research
In the actual field of policy,
ISNAR would be especially
system.
concerned with methods for priority
setting
and developing mechanisms to
its collaboration
extends to other
this end. In such fields
institutions,
for example ACIAR.
260.
After further
consideration,
TAC concluded that ISNAR's P&B
proposal was in line with the CGIAR priorities,
the recommendations of
It recommended a program for 1987 which
the EPR and of high priority.
would require US$ 5.20 million
to implement.
(b) Development

of the New P&B Revfew Procedure

261.
The Chairman reminded the participanta
that during TAC 39 the
Committee had developed and tentatively
endorsed the general character
of a procedure intended to form the basis for TAC's periodic
in-depth
review of Centers' programs and budgets.
The Committee had prepared a
document identifying:
the candidate activities
by which Centers would
describe the components of their programs; and the criteria
and
indicators
by which they could define their research activities,
'
classify
them as "essential",
"desirable"
or "inappropriate",
determine
the approprlate'scale
of operation,
and the research capacity required.
A process for implementing the new procedure was also suggested.
262.
The Chairman went on to state that a number of remaining issues
had been identified
by TAC. These were considered to require specific
resolution
in consultation
with Center Directors.
Noting that the paper
had already been considered by Center Directors,
he invited
Dr. Brumby
to elaborate
on the position
they had taken.
Dr. Brumby stated that.Center
Directors
had found the paper to
263.
be well organized and useful,
that they had welcomed and valued their
interaction
with Dr. M&alla and were pleased with the way the situation

,
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was evolving.
Although there was no enthusiasm among Center Directors
for a drastic
and immediate change in the procedure,
they were conscious
of the wish by donors to get better information
on the P&B review
process.

r

264.
He indicated
that Center Mrectors
would be comfortable
with a
zero based budget every five years or so depending on the outcome of the
ongoing study of the external
review process.
However, there was a
feeling
among Center Directors
that a lot of work on the classification
of Center activities
still
remained.
Some reservations
were raised in
connection with the proposed classification,of
"essential",
"desirable"
and "inappropriate".
It was generally
felt that this classification
should only operate within the Centers and that only those activities
considered eeaentlal
by the Centers should be brought to TAC. Regarding
special projects,
some Centers would like to see them treated as
separate items and not included in a listing
of core activities.
265.
Finally,
Dr. Brumby stated that Center Directors
would
appreciate
having the guidelines
as soon as possible for the
implementation
of the new process and that six Centers, namely IBPCR,
IFPRI, ILRAD, ILCA, ISNAR, WARDA, were ready and willing
to try the new
procedure for the 1988 P&B. However, they would also like to have some
flexibility
on the timing of their interaction
with TAC and would not
like to be given deadlines.
266.
The Chairman expressed TAC's pleasure and appreciation
for the
positive
and very constructive
attitude
taken by the Center Directors.
He then invited
Dr. McCalla to lead the discussion.
267.
Dr.'McCalla
stated that he also was pleased with the outcome of
the discussion
among Center Directors.
On the classification
of
activities
he indicated
that he was aware of the concerns expressed by
Center Direotore,
but considered that the problem could be resolved in
He expected refinement
of the classification
the spirit
of cooperation.
to be accomplished in the context of experience.
268.
A donor representative
disputed the suggestion
that donors were
He was of the opinion that
pressing for the new P&B review procedure.
this was an outcome of the budget study exercise rather than a
donor-motivated
request.
The Committee and the.Center
Directors
then engaged in a wide
269.
ranging discussion
of all the issues which had been raised In order to
give precise guidance to those preparing
the next steps.
It was agreed
that the TAC paper should be reviewed and revised as necessary before
becoming the permanent conceptual
framework for the new process.
TAC
in light of their discussions,
therefore
invited
the Center Directors,
to make any additional
comments in writing
to the TAC Secretariat.
With
respect to the paper itself,
it was agreed that Dr. Alex M&alla would
undertake its revision
and would first
of all prepare an introductory
context statement which would make the document's purpose clear to
everyone.
The remaining part of this report outlines
the decisions
taken
270.
by TAC on the unresolved lssues.of
the TAC document.
Three question8
were raised about the classification
of activities
across the System,

.
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namely whether TAC would agree (I) to drop the term "inappropriate";
(Ii) to internalize
the classification
within the Centers so that budget
requests submitted to TAC would be only for those activities
considered
essential;
or (iii)
to receive from the Centers their classifications
on
the understanding
that after recommending a Center's budget level the
items considered inappropriate
would not be recorded.
The Committee
eventually
decided that the classification
of activities
should be
retained by both TAC and the Centers as a working tool.
However, it was
agreed that TAC in recommending a five-year
budget for a Center, would
rate the activities
in priority
terms, such as high (H), medium (M) and
low (L), and thus "H" presumably could be considered as essential.
TAC
strongly
recommended that all essential
activities
be funded from core
resources.
The Committee also agreed that the classification
of
activities
should not be linked with the sources of funding since TAC
was expected to review the whole program of each Center.
271.
The Committee decided that the indicators
and criteria
for the
classification
of activities
was sufficiently
flexible
to accommodate
all the concerns raised by Center Mrectors
even though there was some
objection
to the definition
of "internationality".
272.
Both TAC and Center Director8
recognized that scale was goltig
to be difficult
to apply since there would be issues of scale at both
the activity
and program level.
The number of senior scientist
years
(SSY) per activity,
was considered to be a good indicator
of scale, but
since the definition
of SSY tended to differ
from Center to Center and*
even within Centers, a Case-by-Case approach was deemed necessary.
To
help clarify
the issue of SSY, the CGIAR Secretariat
was asked to
develop a definition
and in so doing obtain information
from the Centers
on the numbers of support staff assigned to each SSY.
273.
There was a broad consensus that TAC would have to feel its way
through the process when considering
scale and apply collective
The Committee, while not disputing
the
judgement as necessary.
contention
that Centers were more informed about their programs and,
therefore,
better qualified
than TAC to judge the scale of their
operations,
was concerned with-relative
scales at both the System and at
the individual
Center levels.
274.
An issue for which there was no consensus among Center
was the budgetting
of central
services,
general operations,
Directors,
TAC, nevertheless,
decided that support services
and administration.
should be treated as a Center-wide
budget item rather than be allocated
The CGIAE Secretariat
informed the Committee
to individual
programs.
that a standard list of support service activities
was available
for
It was, therefore,
requested to work with Dr. McCalla on
this purpose.
this point in the course of his revision
of the TAC paper.
Regarding the preparation
of the draft guideline8
275.
P&B review procedure two issues were raised.
One concerned
of detail
expected from the Centers , and the other whether
should adopt a constrained
or a non-constrained
approach in
preparation
of their P&B proposals.
276.
total

TAC decided that Centers
program and budget starting

for the new
the degree
Centers
the

should be asked to prepare a five-year
at the activity
level and itemizing
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the nature, magnitude and proposed evolution
of each activity
over the
five-year
period.
Specifically
each Center should:
identify
the nature
of the proposed activity;
ezplain why it was essential
to the programs
#and mandate; indicate
the level of senior scientist
input (SSY) and how
it would change over the five-year
period; establish
the budgetary
requirement of the proposed activity;
and briefly
discuss how the
activity
functioned.
The Committee further
decided that as a first
step
each Center would be asked to develop its full program budget without
constraint,,
in terms of what they considered .absolutely
essential
for
the next five years.
The Centers would then be asked to indicate
how
they would scale down their programs if fewer resources were available.
the information
provided to TAC should ensure
As a basic principle,
maximum program content with minimum'budgetary
detail.
277.
The Committee was of the opinion that the budget request should
not only assure the Center a static
bottom line in real terms, but
should also have provision
for a dynamic response to increased or
TAC also agreed that while the total recommended
decreased resources.
budget may be fixed in real terms, Centers should be given the
flexibility
to adjust relative
program emphasis during its five-year
life.
The Committee realized
that it would be difficult
to project a
dynamic budget path over a five-year
period and therefore
stressed the
need for periodic
dialogue with the Centers.
278.
Regarding the implementation
process TAC suggested that the
CGIAR Secretariat
prepare a draft set of guidelines
and make them
available
to the six Centers which had volunteered
to try the new
The Centers would diSCUS the implementation
of the new
process.
procedure with TAC during TAC 41. For the longer-term
involvement of
'TAC in the process, a suitable
mechanism would have to be developed by
the Committee as part of its working methods.
Sub-Saharan

Africa:

Fertilizer

Issues

- (Agenda Item 8)

279.
In introducing
the agenda item, the Chairman referred
to TAC's
long-standing
interest
and concern for the.problems
of Africa,
especially
those related
to adverse environmental
and policy conditions.
The Committee had had a special session on African problems during
TAC 36 and had wrestled extensively
with the issues in its review of
priorities
and future strategies.
In its effort
to maintain TAC's
corporate awareness he had invited
Dr. D. McCune, Director-General
of
IFDC, to share his knowledge about soil fertility
problems and solutions
in Africa.
The opportunity
was also created for TAC to become more
familiar
with the work of IFDC, especially
since TAC and the Group were
strongly
of the opinion that closer collaboration
between the IARCs and
non-CGIAR centers should be encouraged.
280.'
Dr. McCune stated that the African countries
would not achieve
self-sufficiency
in food production
unless there was a significant
increase of fertilizer
use in their agricultural
production
systems.
A8
there was no additional
land available,
increased food production
would
Breeding for low nutrient
input was
have to come from increased yields.
IFDC worked with both chemical
in his opinion inappropriate.
One should recognize however that
fertilizers
and organic materials.
the use of organic materials
was largely
a recycling
process which

63
nevertheless
led to losses of nutrients.
Unfortunately,
countries
exported more nutrients
than they were.using.

many African

281.
Fertilizer
use in Africa was confined mainly to high-value
export crops, such as coffee, tea, tobacco,-cotton,
rubber and cacao.
Therefore,
fertilizers
were not really
playing their role in food crop
production.
As a result food production
per capita was decreasing.
Current prognoses were that fertilizer
consumption may not significantly
increase in the near future,
although the situation
may change as some
countries
have started to show a greater interest
in fertilizer
by such
actions as providing
subsidies
to farmers and increasing
the efficiency
of marketing and distribution
systems.
There was clear evidence that
crops were responsive
to fertilizer
application,
but management of
fertilizer
application
and fertilizer
residue8 were tW0 important
factors.
282.
Fertilizer
consumption in Africa was very low compared to the
average for developing countries
but had increased about 5% annually
during the past decade.
The five largest
consuming countries
in Africa
used 73% of the continent's
consumption,
and the other 45 countries
used
only 27%. Africa's
consumption represented
2.7% of the world's
consumption.
283.
Total fertilizer
production
in Africa represented
2.5% of the
world total and production
has-increased
about 7% annually during the
past decade.
In 1984/85 Africa produced more nitrogen
fertilizer
than
phosphate fertilizer,
no potash was produced.
There were currently
eight countries
in Africa with ammonia capacity and also eight with
phosphoric acid capacity.
The continent
had 13.5% of the world's
phosphoric acid capacity.
284.
From a raw material
standpoint
Africa produced all the nitrogen
it needed; the same applied to phosphate, mostly from sedimentary rock
There were some sources of potash which so far were
formations.
Sources of eulphur were also available.
In
practically
undeveloped.
the construction
of fertilizer
plants , economies of scale were very
important but'under .present condition8
the national
market demand was
COStS
often inadequate to justify
establishment
of a fertilizer
plant.
of3mported
fertilizers
could be reduced by import of bulk fertilizers
to be bagged in-country,
and by importing
ingredient8
to be blended
in-country.
IFDC had evaluated many rock phosphate deposits in Africa,
285.
provided advice to governments regarding
exploitation
of fertilizer
resources,
organized training
courses , and conducted several in-depth
Two fertilizer
networks were now in operation,
one
marketing studies.
in East Africa and one in West Africa.
IFDC considered that it had now
gained the stature of being an unbiased broker.
In concluding
his presentation
Dr. McCune
286.
.problems related
to fertilizer
use in Africa mainly
personnel;
lack of irrigation
potential ; many small
countries;
large. distances
coupled'with
inadequate
fragile
and infertile
soils.

attributed
the
to:
lack of trained
and/or landlocked
infrastructures;
and
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287. .,
Dr. Mellor raised a number of related policy issues, such as
the most productive
use of scarce.trained
personnel;
the agro-ecological
zones which would give greatest
response to fertilizer;
the problem,
related to intensive
promotion of fertilizer
use, of large carry-over
'stocks tying-up working capital ; stocking policy in relation
to the
.
allocation
of foreign exchange for fertilizer
imports; and labour input
interaction
with increasing
yields due to increasing
fertilizer
application.
He considered that 8tUdieS were required to address all
these issues.
288.
Other issues discussed related 'to the use of cheap rock
phosphate as a soil amendment and as a means to slow down the process of
desertification;
the notion that in the long run lack of minor nutrients
might cause further
important problems; the improvement of efficiency
in
the process of phosphorus extraction
from rock phosphate; and the
evidence that in the Sahelian zone, phosphorus and aulphur rather than
The links between
nitrogen,
tended to be the main limiting
factors.
non-CGIAR institutes
and IARCs, and the mutual benefit8
to ,be derived
from closer linkages were also briefly
considered.
\
289.
In thanking Dr. McCune for his stimulating
presentation,
Prof. Camus StreSSed how much he appreciated
the effort
Dr. McCune had
made on behalf of TAC. The Committee was now much better informed on
the activities
of IFDC, of its views on the African situation,
and on
the problem8 which still
had to be solved.
Farming System8 Research

-

(Agenda Item 9)

290.
The Chairman used the opportunity
of the joint
session with the
Center Director8
to publically
thank Dr. L.D. Swindale, Director-General
of ICRISAT, for having taken the responsibility
of organizing
the IARCs
Workshop on Farming Systems Research (FSR) at the request of TAC. The
cooperative
spirit
of the other IARCs which participated
and contributed
to the success of the Workshop was also recognized.
The Chairman
informed the meeting that TAC was strongly
represented
at the Workshop
and was very pleased with the outcome, noting that the conclusions
were
very similar
to the position
taken by the-Committee in its review of.
CGIAR Priorities
and Future Strategies.
He then invited
Dr. Swindale to
formally present the conclusions
and recommendations of the Workshop.
291.
Dr. Swindale considered the Workshop to have been a'success and
well attended.
There had been good representation
from donors,, Centers,
ICRAF and ICRA. Referring
to the preliminary
draft of proceeding8 L/.
which had been distributed,
he stated that Center Directors
had not yet
had a chance to discuss the report in detail.
292..
However, preliminary
comments by Center Directors
indicated
that there was broad agreement on the conceptual framework for Farming
Farming Systems Analysis (FSA);
Systems Research at the Centers.
Farming Systems Adaptive Research (FSAR), and New Farming Systems

L/ Preliminary
Research

Draft

Proceeding

of the Workshop on Farming Systems
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Development (NFSD), were all recognized as terms relating
to specific
aspects of research with a farming systems perspective
which CG Centers
There was broad conseneus.that
FSR was an
were encouraged to adopt.
approach to research rather than a discipline
in its own right.
The
Center Directors
considered that the conclusions
of the 1978 Stripe
Review of Farming Systems Research by a team CO~iSSiOned by TAC were
still
useful and valid.
Finally,
Dr. Swindale stated that the
preliminary
draft of proceeding8 would be edited, discussed by Center
Directors,
and then probably presented to TAC and the CGIAR.
293.
The Chairman thanked Dr. Swlndale for his presentation.
Noting
that the Center Director8
had not yet completed their discussion
of the
Workshop proceeding8 and therefore
none of the conclusions
and
recommendations had.been acted upon, TAC decided to,defer
any decision
on the report until
October.
By that time the final report would be
available
and, Center Director8
would have completed their consideration
of the, outcome of the Workshop.
Follow-up to TAC Review of CGIAR Priorities
-, (Agenda Item 10)
(a) Priorities

and Future

Strategies

and Strategies

294.
Prof. Camue, in introducing
this agenda item during the joint
session with Center Directors,
highlighted
the diSCUSSiOn of the TAC
review of CGIAR Priorities
and Future Strategies
at the CGIAR Mid-Term
Like Mr. Farrar in his report,
he stressed that the
meeting in Ottawa.
"Elaboration
of
TAC's
Views
on
Priorities
and
Strategies
paper
(AGR/TAC:IAR/85/18.1)"
had been well received,
while the clarity
and
quality
of TAC members' presentations
and the organization
of the
discussions
had been particularly
commended.
295.
The Chairman summarized the outcome of the Ottawa meeting as an
acceptance by the Group of the overall
framework proposed by TAC for
viewing the CGIAR activities,
and of the priority
trends among
At the program level, TAC's
commodities recommended by the Committee.
recommendations for increased attention
to commodity conversion,
nutrition
linkages and policy research were all supported.
Although
increased attention
to natural
resource management in the context of
maintaining
sustainable
agricultural
production
systems was very
strongly
supported,
donors were concerned about how the sustainability
issue would be addressed within the multidisciplinary
approach to
commodities.
-A8 one donor stressed,
both a strengthening
and a
quantitative
change in the CGIAR Center-supported
research on production
systems, would be needed if TAC's recommendations were to be
accommodated.
296.
The Chairman then enumerated the list of activities
which would
now require TAC's attention.
as a result of the Group's decisions.
Elaboration
of approaches or the development of proposals would be
required for:
(1)

addressing

sustainability

within

the System;
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(ii)

monitoring
(a) the implementation
of the recommendations in
"TAC's Review of CGIAR Priorities
and Future Strategies"
and,
(b) the impact of the CGIAR decisions
that (I) greater account
would be taken of the role of non-food crops in agricultural
production
systems, and (ii)
that research strategies
of
Centers would emphasize income generation
and would include
recognition
of the economic and market context of farmers.

(iii)

supporting
research on tropical
coconut within the CGIAR;

(iv)

modulating the relationships
between IARCs and stronger
order that these NARS would be able to increase their
participation
in global agricultural
research;

(VI

strengthening
centers;

(vi)

increasing

(vii)

coordinating
CGIAR activities
in Africa
matter involving
TAC members);

(viii)

revising

collaboration

vegetables,

aquaculture

and
NARS in

between CGIAR and non-CGIAR

IARC/NARS collaboration

(networking,

etc.);

(CGIAR Task Force

the goal statement.

297.
He indicated
that these requests were no surprise,
that he had
expected just such direction
from the.CGIAR for TAC's future activities.
However, he also noted that the future size and structure
of the System,
the size of Centers, and the links with private
industry
issues, which
were raised in Chapter 5 of the priorities
paper were not touched upon
by the Group. These, the Chairman indicated,
would be taken up as
appropriate.
298.
In closing his remark8 , the Chairman repeated a comment made by
Dr. A. M&alla
in Ottawa:
"I think we are beginning to distinguish
between the context in which we should diSCUS CGIAR activities
and what
The difference
in the CGIAR discussions
at ICW
the CGIAR ought to do."
and in Ottawa was, Prof. Camus suggested, in large degree a result of
the Group's recognition
of the difference
between the needs of world
agriculture
and the limited
areas of CGIAR comparative advantage.
Finally,
before inviting
Dr. John Nickel to speak, he assured the Center
Directors
that all items on TAC's list of future activities
would be
thoroughly
diSCUSSed with them before being brought to the CGIAR.
Dr. Nickel reported that Center Directors
were all most
299.
appreciative
of the opportunity
to participate
actively
in the Ottawa
diSCUSSiOnS. They considered that the success of the Group's mid-term
meeting was not accidental
but due in large part to the excellence
of
, and the'structuring
of the
the documentation,
the organization
Although the result was positive
and highly constructive
discussion.
In particular,
they were not in total agreement with the outcome.
Center Director8
considered that the Bellagio
paper was inaccurate
in
and to IARC relationships
some areas, especially
with respect to Africa,
with NARS, but recognized it served the useful purpose of raising
iSSUeS. They would, for example, like it recorded that there was a
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steady evolution
in NARS/IARC collaboration,
with advanced NARS becoming
more closely involved in international
research despite the political
sensitivities
which must always be recognized and accommodated.
He also
recalled
that the Center Directors
had formed a sub-committee to look at
Center matters related to Africa and he considered progress was being
made.
300.
In general,
Dr. Nickel said, the Center Mrectors
were in
agreement about the change8 in relative
trends among commodities in the
context of increased availability
of resources.
They also agreed on the
importance of maintaining
or enhancing the sustainability
of production
systems, but recognized it may not always be appropriate
to address the
Finally,
Dr. Nickel atpreSSed
issue through farming systems research.
the satisfaction
of the Center Directors
that the TAC goal statement had
been accepted even if it was to be revised somewhat.
Dr. Leslie Swindale supplemented Dr. Nickel's
remarks by
301.
thanking TAC for stressing
in its Elaboration
paper that Important
elements in the CGIAR's success were the IARCs' global mandates, and the
current organization
of the System's research.
302.
In the discussion
which followed,
TAC's attention
was drawn to
the decision of the Center Directors
to analyze the goal statement for
its implications
on future research directions.
This analysis would be
undertaken at IFPRI and would probably be ready for consideration
of the
Center Directors
at ICW 1986.
303.
With respect to the.list
of future activities,
it was generally
agreed that there was some overlap (e.g. items iv, v, vi), that some of
them might be dealt with more appropriately
first
by the CGIAR Task
Force on Africa,
and that others might be more problem8 of communication
(e.g. iv and vi) than of substance.
If communication were indeed a
problem, it was suggested that TAC might prepare a synthetic
paper,
similar
to the Elaboration
paper, to provide donor8 with the contezt for
looking at what Centers do, i.e. a document which would place the
totality
of CGIAR activities
in a context where the respective
functions
and actions of' TAC, Centers, NARS and donors could be differentiated
by
was worried that the Centers' messages
the Group. One Center Director
were not getting
through to the Group, and that therefore
Centers and
TAC might become overwhelmed by non-productive
activities.
304.
On the matter of IARC/NARS cooperation,
Dr. Nonyo noted that
the attitudes
and approaches of IARCS were very different
depending on
whether they were dealing with scientists
in developed or developing
countries,
one Center Director
responded that it was because the
problems were different.
305.
Mr. Curtis Farrar indicated
that issues raised by Dr. E. Schuh
on the effects of the macro economic situation
on agriculture
were not
precisely
covered in the TAC list,
e.g. how trade, and exchange rates
affect crop production.
He indicated
that these issues were not well
understood and TAC might take some initiative
to encourage research on
them. It was not clear whether TAC should address these broader issues
itself,
through consultants , seminars or other means, or whether the
co-sponsors might undertake the research.
Dr. John Mellor suggested
that IFPRI would have a role should such a study be implemented but
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noted that, although trade policy was an issue, dynamism in production
was caused by many factors and not by trade alone.
He also suggested
that an inter-center
group at IFPRI could provide Centers with advice
how change8 in marketing systems could affect the System.

on

306.
Another issue Mr. Farrar considered needed more attention
related to the upstream and downstream linkage8 of agricultural
research,
i.e. linkages with policy making, trade, education,
extension,
etc.
He'suggested
that these linkages should be examined by external
areviews, by economists and perhaps others within Centers, in assessing
the degree of utilization
of. new technologies
developed by the IARCs.
307.
During further
diSCUSSiOnS on how TAC would address the
follow-up
to recommendations in the priorities
and strategies
paper, the
Chairman outlined
his ideas about the organization
of TAC's future work.
He referred
to his announcement at Ottawa that the Standing Committee
should continue but perhaps in a different
form now that TAC was,in the
implementation
phase of its work on priorities
and strategies.
He noted
that he had received comments from some Member8 about what was perceived
as an unequal distribution
of the work load among TAC members. Now,
with the extra amount of work placed on TAC'e shoulders,
he would like
to take greater advantage of all members' expertise
by utilizing
not '
only the assistance
of a small Standing Coaamittee but also that of a
SerieS of continuing
Sub-cO8n8itteeS.
308.
TAC agreed that its work would be greatly
facilitated
by the
use of a Standing Committee which would have as its primary purpose
assistance
to the Chairman in organizing
TAC's work, particularly
in the
TAC
setting of work priorities
and in the monitoring
of TAC's progress.
also agreed that use of continuing
sub-committees
would greatly
improve
TAC'e efficiency
and give continuity
through the life of an activity.
By such a strategy,
progress could be made on several fronts at once,
the workload could be shared more equitably,
and better use could be
It was
made of the Committee's collective
experience and expertise.
stressed that the Chairmen of the sub-committees
should work closely
with the Standing Committee and meet with it as appropriate.
'
309.
In agreeing to this arrangement TAC members also expressed the
hope that TAC meetings could thereby be shortened.
They particularly
appreciated
the flexibility
offered when only three or four people were
involved.
Nevertheless
for some members there may be difficulties
if
sub-committee meetings did not coincide with TAC meetings.
The Committee then reviewed the list of activities
l/.which
TAC
310.
had been requested to undertake in relation
to those which ar'e ongoing,
or for which TAC had already made commitments 2/.
One member suggested

L/

List

of TAC's Future

Activities

(AGR/TAC:IAR/86/14

Rev. 1)

2/

Ongoing or committed activities:
Study of the eternal
Review Process; Development of the new P&B
Procedure; External Reviews of IRRI and CIMMYT; Study of Centers'
CGIAR Policy
Mandates; Study of CGIAR Involvement in Agroforestry;
Paper on Plant Genetic Resources
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that all TAC's current
classified
under three

committed
headings:

and future

might be

(0

functional
responsibilities,
(implementation,
impact,

(ii)

technical
matters,
genetic resources,

(iii)

relationeh,ips,
e.g. IARCe/NAES, CGIAE Centers/non-CGIAE
Centers, I.AECS/baSiC research institutions,
etc.

e,g.
etc.

e.g.

activities

etc.),

monitoring
procedures
review of P&Be, etc.

sustainability,

new initiatives,

plant

311.
He also suggested that TAC had to define what was meant by "to
take account of" in many of the statements in the priority
paper, and
elaborate
the implications
of this phrase for the IAECs and for the
System. The question really was how to understand the context in which
the System was working, e.g. trade, ecological
concerns, the political
climate.
TAC could decide on its own understanding
of what ought to be
included in the decision making at the various levels of the System.
312.
TAC recognized that the Group had requested a series of
products.
It also recognized that the time required for the preparation
of different
product8 might range from a few months to about a year and
a half, and that initiation
of any activity
would depend on TAC'e total
workload.
In discussing
on how future work might be organized it was
stressed that internal
TAC expertise
could be used more productively
in
defining
problems and in determining
where and when consultants
might be
needed. At the same time the information
which TAC had already
collected
for the priorities
and training
studies,
EPEs, etc., or which
was contained in the Impact Study, might be summarized into highly
synthetic
documents by the Secretariat
before decision8 were taken on
what other work would still
be needed, e.g. plant genetic resources,
etc.
Mr. Farrar suggested in this context that perhaps the CGIAE
Secretariat
could prepare a background paper on inter-relationships
between CGIAR and non-CGIAE Centers.
313.
Before bringing
the agenda item to a close, the Chairman
appointed Prof. Winfried von Urff Chairman of the new Standing Committee
and Drs. Michael Arnold and Charan Chantalakhana as members, but agreed
with TAC that the naming of the Sub-COmmitteeS should ,be delayed until
'after the Standing Committee had met and decided on the relative
.prlority
among TAC's ongoing and future activities.
It was however
agreed.that
the elaboration
of approaches by which the System should
address sustainability
ranked high among TAC's immediate
re8poneibilitiee.
314.
Eealizing
that the TAC Chairman would have to- report at ICW
1986 on progress TAC was making in following
up recommendations in the
Priorities
Paper, TAC decided that the Standing Committee would meet
soon in order to plan a schedule of activities;
a timetable
for their
completion,
to advise the Chairman which of the activities
needed
sub-committees,
and what specifically
should be prepared for TAC 41.
Members would be advised of the outcome as quickly as possible after the
Standing CoPmaittee meeting.
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315. !* In closing the session, the Chairman again offered hie thanks
and appreciation
to Dr. E.T. York for his leadership
and dedi'cation 'Jn
the Standing Committee for the last three years and to the members of
the Standing Committee, past and present,
for their hard work in guiding
He also thanked all'
.and facilitating
that of the whole Committee.
'
members for their valuable inputs all through the process in bringing
TAC's Review of the CGIAR Priorities
and Future Strategies
to a
He explained that the document would now be
successful
conclusion.
After minor editing
it would be bound with
prepared in its final form.
the Elaboration
paper and the report of the CGIAR discussion
at its 1986
mid-term meeting and distributed.
(b)

CGIAR Initiatives

in Africa

The Chairman recalled
that Mr. Farrar had already informed the
316.
Committee about the establishment
of a CGIAR Task Force on Strategies
Members of the Task Force were Prof. G. Camus
for Sub-Saharan Africa.
(Chairman),
and Drs. A. App (Rockefeller
Foundation),
L. Ca$dron
(France), J.N.R. Rasembe (Tanzania),
A.F. McCalla (TAC), A. 'Sawadogo
(TAC), and A. Wilson (United Kingdom). The Task Force would be expected
to work closely with the sub-committee which Center Directors
had
established
to address the same subject and to present a specific
proposal to the Group on asmechanism or mechanisms for co-ordinating
CGIAR activities
in Sub-Saharan Africa in a manner which would ensure
flexibility
and full involvement by the Centers.
Great emphasis would
be placed on ensuring that maximum interaction
was achieved with African
research leaders in determining
the nature and scope of the
co-ordination
mechanism(s).
317.
Professor Camus explained that because not all Task Force
meeting only had been
members had been able to attend, a preparatory
He then reported on its outcome of its joint meetings with the
held.
Sub-Committee of Center Directors
held during the course of the week.
318.
The preparatory
meeting and the joint meeting with the Center
Directors
Sub-Committee tentatively
agreed on terms of reference
for the
Task Force, pending their consideratdon
and approval by the first
meeting of the Task Force.
319..
In addition,
close cooperation
between the Task Force and the
Sub-Committee of Center Directors
was agreed upon. The aim would be to
strive for consensus between the two groups through a continuing
dialogue without inhibiting
each one's freedom of operation
within their
The need for regular and frequent consultations
larger constituencies.
with NARS and SPAAR was discussed and accepted by both parties.
320.
their

(1)

The Sub-Committee of Center
colleagues
had agreed to:

Directors

, after

consultation

with

prepare a systematic
inventory
of CGIAR activities
in
Sub-Sahara Africa in 1986. The outcome would be a draft paper
to be discussed by the Center Directors
in October, prior to
ICW. The Sub-Committee of Center Directors
developed a matrix
format for the collection
of data that would show how their
ISNAR agreed to
activities
complement or duplicate
each other.
collect
the data and prepare the draft paper;
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(ii>

prepare a strategy
paper (longer-term
approach) on agricultural
research priorities
in Sub-Sahara Africa,
which would focus
upon the role of technology and the resources of the CGIAR.
The document would take into account the various agro-ecologies
and zonal priorities.
The exercise would require a pragmatic
approach that drew upon the collective
wisdom of the Centers.
Completion of the strategy
paper was expected by ICW 1987.
IFPRI agreed to take the lead in preparing
the methodology and
initial
drafts;- and

(iii)

explore actively
an action program for collaboration
in a
selected area.
The SADDC sub-region
was chosen for the initial
exploration.
The IARCs which are currently
active in southern
Africa had agreed to get together for a collaborative
effort.

'

321.
The Task Force would meet at the World Bank Office in Paris,
15-16 September, 1986 together with the Sub-Committee of Center
Directors.
Ring Baudouin Award - (Agenda Item 11)
322.
The Chairman opened this item by recalling
that the CGIAR,
after receiving
the Ring Baudouin International
Development Prize in
1980 and following
consultations
with the Kingdom of Belgium, had
decided to establish
the Ring Baudouin International
Agricultural
Research Award.
The purpose of this biennial
award was to acknowledge
and stimulate
agricultural
research and other activities
relevant
to the
System and to recognize an achievement stemming from the work of a
Center.
323.
TAC was given the responsibility
for selecting
the achievement
to -be recognized , and at TAC 38 the Committee reviewed the selection
criteria
which; although flexible , require first
of all that the
achievement be relevant ,to the general goal of the System. The other
elements included were:
degree of innovation,
contribution
to a
particular
art, actual or potential
quantitative.impact
on food
production,,
degree of universality
or transferability,
and how well the
achievement fulfills
the mandate of the Center concerned.
In November
1985 the Center Directors
were advised of the arrangements for the 1986
'Ring Baudouin Award and were invited
to submit nominations by 31 May
1986 for consideration
by the Committee at TAC 40.
\i'
324.
In reviewing the submissions,
TAC was impressed by the
excellent
quality
and broad range of nominations which clearly
demonstrate actual or potential
impact on problems of high Interest
to
the System and especially
for national
systems.
With respect to the
organization
of the selection
process, the Committee suggested that in
future the closing date should be sufficiently
early to allow
circulation
of the submissions to TAC members well in advance of the
selection
meeting.
There was an additional
strong suggestion
that
the
selection
process may be entirely
in closed sessions.
325.
After detailed
examination,
the Committee decided that the Ring
Baudouin Award for 1986 should go to IITA for its research on Maize
Streak Virus (MSV). This work was presented in the document entitled
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"Solving
Increase

the Problempf
Maize Streak Virus: A Research Breakthrough
Maize Production
in Sub-Saharan Africa".

to

Maize is an important
food source.in
Africa,
but its yields are
326.
Farmers are reluctant
to use purchased-inputs
partly because
.often low.
of the risk of crop failure
caused by pests and diseases.
MSV is widely
It is carried by leafhoppers
of the genus
important in this context.
Cicadulina
and is endemic to Africa and neighbourlng
islands.
Its
incidence is erratic
and damage to the crop ranges from negligible
to
total devastation.
327.
In 1975 IITA decided to launch a major ten-year research
program to overcome MSV. Recognizing the oomplex epidemiology
of the
disease, a team approach was adopted Involving
virologists,
entomologists ,' as well as breeders.
This approach had three major
objectives:
to develop
resistance;

a suitable

and reliable

means of screening
'i!

for MSV

to identify
sources of resistance
and develop from them
parental materials
with stable multigenic
resistance;
to develop

streak

resistant

maize varieties.

All three objectives
have now been-reached because of a major breakthrough achieved by IITA on the first
two of them.
328.
Screening under natural
field conditions
is not effective.
The
innovative
technique developed by IITA involved:
identifying
the best
vector species and selecting
families
with the highest frequency of
transmlttors;
increasing
the number of eggs by changing the conditions
affecting
oviposition;
doubling the percentage of active transmitters
by
increasing
the virus acquiqition
period; and developing a simple but
efficient
field infestation
technique.
Resistance was found at low frequencies
in a maize population
329.
TZ-Y compiled from many sources at IITA, and in "La Revolution"
The strategy
of selecting
plants
developed by IRAT in La Reunion.
displaying
least symptoms and the use of a wide range of virus strains
to combine many
from maize and wild grasses, enabled the scientists
minor genes for increased levels of resistance
in the parental
materials.
330.
Based on the‘orlginal
work, IITA, CIMMYT and national
programs
have cooperated to develop more than 100 varieties
of open pollinated
and hybrid maize.
These cover all of the relevant ecologies
in
Sub-Saharan Africa and meet local preferences
with respect to maturity
Significant
quantities
of these
range, grain colour and grain texture.
streak resistant
materials
have been made available
to 36 national
programs for further
multiplication
and distribution
to farmers.
The '
resistance
achieved has been shown to be stable throughout
Sub-Saharan
Africa.
331.
resistant

By 1985, five open pollinated
varieties
and eight hybrids
to MSV had been officially
released in'ligeria
alone.
They

73
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are currently
being
sufficient
seed for
1986, 250,000 ha will
Seed Service expects
area will be seeded
332.
African
beneficiaries
of
incidence of the
while the reduced
increasing
total

multiplied
by the National Seed Service.
In 1985
100,000 ha was produced.
It is estimated that in
be under streak resistant
varieties.
The National
that all two million
hectares of the Nigerian maize
to maize streak resistant
varieties
by 1990.

farmers, together with consumers, are the ultimate
this new technology.
The significant
reduction
in the
disease will lead to greater stability
of maiie yields
risk will encourage farmers to use more inputs thus
maize production.

333.
TAC is happy to recognize this important atihievement of IITA
and to acknowledge as well the important contributions
of CIMMYT and of
African national
systems in the successful
solution
of the problem of
MSV in Africa.
Other Matters
(a)

i\

- (Agenda Item 12)
Inter-Center
Classification

Workshop on Agro-Ecological
Characterization,
and Mapping, Rome, 14-18 April 1986

334.
Dr. C.T. de Wit, at the request of the Chairman, presented to
TAC his report l/ on this inter-center
workshop organized by ICARDA,
which he attendzd on behalf of TAC'. The workshop was attended by
representatives
of all IARCs except ILRAD and WARDA, of ICRAF, FAO, WMO,
the International
Soil Science Society (ISSS), and of a number of
developing countries.
335.
The group considered the need for and the objectives
of the
Centers in collection
and characterization
of agro-ecological
data.
It
accepted the concept of a common minimum primary data set, which could
be expanded by each user for specific
needs. Wore information
could be
gained from International
trials
and nurseries
if descriptions
of the
experimental
locations
were improved.
There was a consensus on the
specifics
of the physical and biological
data needed for the data base.
,The requirements
for a socio-economic
data base were more vaguely
determined,
due to lack of consensus.
336.
The Chairman requested Dr. de Wit to prepare a summary of
conclusions
for fuller
information
of the Committee at TAC 41.
(b)

Conference on'Drought,
Desertlfication
Africa,
Nairobi,
3-6 June 1986

and Food Deficit

in

337.
Dr. J.H. Monyo, who had attended the conference,
presented a
brief report to the Committee.
A group of African scientists
and
administrators
from national
academies and research councils had met in
July 1985 in Trieste,
Italy,
under the auspices of the Third World
Academy of Sciences to discuss the role of science and technology in
l-/

Inter-Center
Classification

Workshop on Agro-Ecological
Characterization,
and Mapping (AGR/TAC:IAR/86/13)

1
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national
development.
The recommendations of the meeting included a
proposal to create an African Academy of Sciences which was launched in
December 1985.
338.
The Academy held its inaugural
symposium in Nairobi,
l-2 June
1986, on "The Utilization
of Indigenous Scientists
and Technologists
in
National Development within Africa",
followed by a conference on
Drought, Desertification
and Food Deficit
in Africa.
The conference was
attended by over 50 mainly African scientists.
It included participants
from IITA, ILCA, ICIPE and ICRAF. The discussions
revolved around
policy issues, and major problems encountered by research systems in
)
Africa.
339.
The conference identified
basic research on soil and on soil
micro-organisms
for particular
attention
because of the need to develop
management systems for the 10 major soil types to enable them to sustain
continuous agricultural
production.
Another area was biotechnology
and
its use in collection,
selection,
and propagation
of elite
strains
of
multi-purpose
genetic materials
of importance for. agro-industrial
development, crop and livestock
improvement.
(c)

Workshop for Research Policy
Crop Improvement: Potentials
13-17 October 1986

Makers on "Biotechnology
and Limitations",
IRRI,

in

340.
The Chairman announced that TAC had received an invitation
from
Dr. M.S. Swaminathan to attend the above workshop which was being
co-sponsored by IRRI and the Rockefeller
Foundation.
The seminar would
be attended by the heads of NARS of the major rice growing countries
of
Asia.
The Rice Genetic Engineering
Group of the Rockefeller
Foundation
would be meeting at IRRI at the same time.
The Chairman requested
Drs. Michael Arnold and Emil Javier to attend the workshop on behalf of
the Committee.
Future

Meetings

-

I

(Agenda Item 13)

341.
The Committee confirmed
meetings:

the dates and places

of its

TAC 41: 27-31 October 1986 in Washington, D.C.,
International
Centers Week (3-7 November 1986)
TAC 42:

next two
prior

to

16-24 March 1987 in Rome

TAC 43: After consultation
with the Center Directors,
the
Committee decided that the meeting would take place at
ILRAD, Nairobi,
22-30 June 1987. The Center Directors
would meet at ILRAD, 22-26 June.1986.
TAC 44: 19-24 October 1987 in Washington, D.C.,
International
Centers Week (26-30 October 1987).

prior

to

a

;

75
Chairman's

.Closing

Remarks

342.
Before bringing
the 40th meeting of TAC- to a close, the
Chairman referred
to the difficult
issues the Committee had had to
address and decisions
it had had to make. He noted particularly
the
ILCA External Reviews, the guidance for the WARDAnegotiator,
the P&B
reviews, the follow-up
to priorities
and strategies,
and the King
Baudouin Award' selection.
He declared he was most satisfied
with the
conclusions
reached and the direction
set for the future.
He wished
recorded his wholehearted
appreciation
for the hard work and dedication
Members had demonstrated during the meeting and made special mention of
the assistance
and support given by the members of the two Secretariats.
To Dr. Donald McCune he gave special thanks for his contribution
to the
advancement of TAC's thinking
about Africa and conveyed his appreciation
to the observers and other participants
for their welcome interventions.
343.
Prof. Camus also advised the Committee that he would be
stepping down as Chairman of TAC in December 1987 and would not accept
another extension.
344.
In declaring
TAC 40 closed, Prof. Camus paid special tribute
CIAT's friendly
atmosphere, generous hospitality
and excellent
behind-the-scenes
management. He spoke for all Members in stressing
much everyone had enjoyed the vatied activities
and especially
the
opportunity
for positive
and informative
interaction
with the CIAT
program leaders and staff.

to
how
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