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Dear Mr. Husain:

I take pleasure in submitting to you for the consideration of the
Group the -report of the panel which conducted the first external management
review (EMR) of ILCA. This is the eleventh management review conducted
within the CGIAR. The ILCA EMR was held concurrently with the second
external program review (EPR) of ILCA and both reports were considered by
the TAC at its meeting at CIAT last June,

The secretariat is grateful to the board of trustees, the director
general and the staff of ILCA for thelr cooperation and assistance during
the review. Thanks are also due to the representatives of many donor
agencies who shared their views on ILCA with the panel., Particular debt is
owed to Professor Lowell Hardin, Dr. Jon Moris and‘Mr. Pervaiz Rashid who
constituted the EMR panel and to Mr. Paramjit Sachdeva who conducted a
study of the management of human resources at ILCA as background to the
EMR.

The panel has conducted a detailed and comprehensive assessment of
center management. This was made possible, in part, by the excellent set
of background materials prepared by ILCA and the frank and open manner in
which the board, the management and the staff approached this review.

The Main Findings of the Panel

The overall conclusion of the panel is that, in terms of management,
ILCA now has the basic building blocks necessary for effective program
delivery. 1In the area of finance, one of the key building blocks, the
panel notes that essential management and control systems were introduced
over the last five years and these are working in a satisfactory fashion.
In the human resources area, the panel praises the introduction of better
processes to attract, retain and motivate staff and notes that the overall
quality of staff has improved substantially since 1982. The panel finds
similar improvements in the efficiency of administrative services provided
and the quality of ILCA's relations with the Government of Ethiopia, other
African governments, other CGIAR centers and, uniquely in the system, with
private voluntary organizations. Finally, the panel applauds ILCA for
building an impressive information management infrastructure which is
exemplary within the IARCs.
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These achievements, which cover the management of ILCA's human,
financial, physical, information and environmental resources, are important
from a long-term perspective., As building blocks essential for the
efficient functioning of any organization, they facilitate the
implementation of programs and ensure continuity of operations when there
are major changes in the programs or in the institution. The director
general and his management team should be commended for strengthening a
weak institution in a short period of time.

The panel notes that the board's overall performance over the last
five years has been less satisfactory. This judgment of the panel is based
on assessment of the board's effectiveness in five areas of responsibility:
replacement of the director general, policy guidance in strategic planning,
ensuring financial and legal accountability, monitoring and review of
programs, and the composition and organization of the board. Of these, the
board 1s given high marks only in the area of ensuring financial and legal
accountability. The panel makes several recommendations for improving the
board's performance. A number of these are addressed towards improving the
communication between the board and the management.

A major area of weakness that relates to management as well as the
board concerns ILCA's long~term planning system. The EMR panel echoes the
EPR panel's recommendation that, in the light of its broad mandate, ILCA
should tighten its program strategy. The panel makes a number of
suggestions on the process that could be used for arriving at a more
narrowly focussed strategy. :

The Board's Response

The board's reaction to the panel's recommendations is highly
positive. The board has agreed with virtually all of the recommendations
of the panel, although it places a different interpretation on some of the
panel's judgments. The board has also tabled its detailed response to the
EMR as a board minute. This is a welcome development as it will facilitate
follow—up of the EMR recommendations once the mechanisms for implementing
the board's decisions are established. With respect to reformulation of
ILCA's strategy, the board has already established such a mechanism by
setting up a joint program committee/management working group to produce a
revised paper. TAC will study this paper and make recommendations to the
Group on ILCA's priorities and programs next year.

Issues

Several of the issues raised by the ILCA EMR merit further comment
because of their wider implications in the system.

First, this review underscores the importance of having good
communications and a frank and open dialogue between the two most important
officers of the organization: the board chairman and the director
general. While the principal conclusion is the need for care in choosing
individuals for both posts, a number of other measures such as those
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outlined in Chapter 3 of the EMR could contribute to the maintenance of a
healthy dialogue between the board and the management .

Second, the EMR illustrates that it is not easy to define precisely
where the board's policy formulation responsibilities end and the
management's policy implementation responsibilities begin. While it is the
overall responsibility of the board to ensure that these responsibilities
are met, whether by its own efforts or in other ways, there is no way that
this can be done without a good dialogue between the board and management.

Third, the review shows that while the system should continue
emphasizing protection of the autonomy of the centers and their boards, it
should also support measures to strengthen their accountability. The
centers should examine carefully the existing mechanisms for ensuring the
management's accountability to the board and vice versa. Also, the donors,
the boards and the CGIAR Secretariat need to iImprove their efforts to
identify qualified board members who are able to approach their
responsibilities in an objective manner. Similarly, more attention needs
to be given to finding acceptable ways of terminating the appointments of
those who do not contribute meaningfully to the work of the board.

Fourth, the ILCA review highlights the difficulties emerging from
explicit or implicit board rules on regional representations on the boards
of trustees. In the ILCA case the board has been striving towards
attaining a 50-50 African-non-African split in the composition of the
board. Further in the ILCA case there has been some tendency for board
members to be chosen from countries in which field programs’ are located,
which would encourage those individuals to serve as representatives of
those programs. - The policy of the CGIAR is to bring together the most
qualified persons on a board, regardless of nationality or regional
origin. This is a basic tenet of the system. A specific, strict criterion
about national or regional representation is therefore undesirable. We
note that in changing its board size from 12 to 14 the board did not follow
its own rules in maintaining the proportion between CGIAR nominees (which
remained at 3) and board nominees (which was increased from six to eight).
It would seem sensible for the CGIAR to pay particular attention to the
personal qualities of the CGIAR nominees placed on the board during the
next several years. The Group might consider requesting ILCA to expand the
number of such nominees by one, in conformance with its own rules of 1983,
to increase the opportunity for the Group to participate in strengthening
the board.

Conclusions

We suggest that the Group endorse the recommendations of the EMR.
However, with a new director general and the new effort to produce a
revised strategy there will be important changes at ILCA over the coming
yvears. It seems appropriate, therefore, to suggest a new management review
to be conducted two to three years hence, at a time when the strategy
should be in place, the new management will have made any adjustments it
decides to undertake, and the board will have had the opportunity to
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implement the recommendations of the review. Such an interim management
review would concentrate mainly on the issues of board performance and the
planning process.

TAC has recommended that the Group support ILCA's programs in 1987 at
current levels of funding in real terms. This is appropriate for a
transitional year and we support the recommendation. We join the EMR panel
in urging that the ILCA board and management exercise care in guiding the
center so that management efficiency does not suffer unduly during the
transition.

Two of this EMR's unique features are thorough assessment of the
board's performance and the detailed analysis of information management.
We hope the analytical framework and approach used in the ILCA case will
prove useful in improving the quality of future management reviews.

Sincerely yours,
o —

g
QVAW
Curtis Farrar
Executive Secretary
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Mr. Curtis Farrar,
Executive Secretary,

CGIAR,

1818 N Sr. NW,
Washington DC 20433,
U.S.A.

Dear Mr. Farrar,

The Panel of the External Management Review of ILCA formally presented
their report to the ILCA Board of Trustees and to ILCA senior staff on Tuesday
May 20, 1986.

I have pleasure in forwarding to you ILCA's reactions tc the main
conclusions, recommendations and -suggestions made in the Panel's report. These
reactions are based upon several days of joint Board and staff discussions and
a careful consideration of all of the substantial points raised in the report.

The timing of the review coincided with a full Board which was extended
until after the Panel presentation in order that the Board could approve a number
of important recommendations very shortly after they had been made. The
attached response of the Board is tabled as a Board minute.

The Board's reaction to most of the recommendations is highly favourable.
This is in no small measure due to the high level of professional competence
of the Panel who went to considerable trouble to understand ILCA's mission,
accomplishments and needs. The Board and senior management particularly
appreciated the opportunity that the Panel offered to them for full and frank
diglogue throughout the whole review process and also the sensitivity and
understanding with which they approached their difficult and delicate task.

Yours sincerely,

by /5
Barry Nestel
Chairman, Board of Trustees

P. O. Box 5689 Cable ILCAF/Addis Ababs — Tel. 18.32-15
Telex ILCA ADDIS 21207



RESPONSE OF THE ILCA BOARD OF TRUSTEES
TO THE RECOMMENDATIONS OF THE EXTERNAL MANAGEMENT REVIEW

GENERAL

The Centre's Board of Trustees and management are greatly
encouraged by the generally positive and highly supportive
tone of the Panel report, and especially by the positive
comments on the progress made since the 1981 Quingquennial
Review. The comprehensiveness of the Panel's examination,
which covered the whole spectrum of ILCA's activities, is a
particularly valuable feature of the report.

ILCA's Board and management recognise that an important
objective of a review of this nature is to identify and
dwell upon areas in which both the RBoard and the management
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could become more effective. The Board recognises that the
Panel's recommendations have been made in the spirit of
strengthening ILCA's effectiveness and has responded to the
specific recommendations in the same vein.

In this context the Board has taken particular note of
the Panel's comments on the performance of the Board during
the past 5 years. We recognise that, within the CGIAR
system, Boards of Trustees are held responsible for the
efficacy of the Centre .in the execution of its mandate. We
of the ILCA Board accept that we are held accountable for
the performance of the Centre. 1In meeting this
responsibility we further recognise that there is a division
of responsibilities - the Board deals with the policy and
strategy of the Centre as well as with certain essential
details, the Director General deals with management.
However, management inevitably affects the performance of
the Centre and hence the Board must be sufficiently informed
and familiar with the operational procedures and their
policy implementetion so that it can intervene when it
perceives management to be a problem in achieving
performance. This is a continuing dilemma with different
perceptions when viewed from the standpoint of the
management or the Board. Openness, frankness and, above
all, mutual raspect are essential if we are to overcome the
dilemma.

Both Board and management are taking steps, including
those recommended by the Panel, to strengthen their
relationship in an institutional manner, in order to ensure
that a more healthy and productive dialogue will take place
in the future. Inherent in this is a major new effort,
which has already commenced, for a more systematic approach
to planning the future programme strategy.

With respect to the Panel's specific recommendations

and suggestions, the Board has the following comments to
offer:-



Chapter 2. ORGANISATIONAL STRUCTURE AND INTERNAI_COMMUNICATION

Section 2.1 - The Board fully concurs with the
recommendation to the effect that the gquestion of the post
of Deputy Director General be carefully analysed and
resolved by the Board and the new DG as soon as feasible
after he is in place. We are concerned that the
administrative load of ILCA has increased substantially over
the past five years and that a means of sharing this load be
devised. We agr=e that this should be worked out by the new
DG in consultation with the Board.

Section 2.3 - The Board recognises the cogency of the
suggestions which the Panel has made concerning staff
meetings and in-house communication/information. We
appreciate the need to balance communication with
information and shall urge the DG to consider carefully the
thrust of the advice.

Chapter 3. THE BOARD OF TRUSTEES

In the general introduction to this response, the Board has
acknowledged its accountability and has stressed that it can
only excercise this function if it is fully informed and
able to work in harmony with management. The Panel's
recommendations and suggestions related to the attainment of
this goal are endorsed.

Section 3.1 - The Panel has strondly recommended that the
secretarial services provided to the Board be substantially
strengthened. We recognise this need and have already
initiated steps in this direction.

Section 3.2 - The recommendation to conduct as much as
possible of the Board business in open sessions is accepted
and has actually been operative during the past year.

Section 3.2.1 - The Board is concerned with the early and
timely provision of documents to members. It has used and
will continue to use all means available to expedite
delivery.

Section 3.2.1 - We take note of the suggestions to update
the rules of procedure and election of the Executive
Committee chairman and, further, that the Executive
Committee meet three times per year as will occur in 198s6.

Section 3.2.2 - The Board shares the concerns registered by
the Panel concerning the functioning of the Program
Committee. We note and agree with the recommendation that
ILCA should develop its strategies through an open,
collegial, participatory process that mostly involves both
management and Board. We further note the recommendation
that detailed reviews of ILCA's programs be carried out by
management using an institutionalised process monitored by
and satisfactory to the Board. As noted in our comments on
Chapter 4, the implementation of these recommendations is
already in process.




Section 3.2.3 - The Board has noted the suggestion regarding
the combining of the Finance and Executive Committees and
the establishment of a separate Audit Committee with
membership as indicated, and will consider these at its next
Executive Committee meeting.

Section 3.2.4 - The Board welcomes the comments on the
problems of selection of new Trustees. We have frozen our
current vacancies pending a review of procedures to take
into account the recommendation of the Panel with respect to
Board appointees. This topic is scheduled for the Executive
Committee to consider in November 1986 at which time it is
hoped to initiate the procedure to £ill the two current
Board vacancies.

Section 3.3 - The analysis of the situation that pertains
between the Board and the DG is essentially true. The Panel
is correct in saying that the DG has made sicgnificant and
long-lasting contributions to the Centre. We submit that
while personality conflicts can and do exist, all of the
tensions did not necessarily arise with the change of Board
Chairman. All this notwithstanding, the Board is dedicated
to the task of ensuring that ILCA can serve its clientele
and fulfill its mandate. Again this is a part of the
continuing dilemma to which we referred and which we believe
can only be resolved with full trust, openness and frankness
between the Board and the DG.

Section 3.3.1 (i) = The Board notes the comments of the
Panel and takes exception to the "lame duck" statement. We
believe that we have acted expeditiously and in good faith
vis-a-vis ILCA in the selection process. The apparent
inappropriate timing was a consequence of events outside of
the control of the Board. The recent, mutually agreed
action by the Board and the DG has, in our judgement,
negated the "lame duck" criticism.

Section 3.3.1 (iji) - The Board notes and concurs with the
Panel's comments on Strategic Planning.

Section 3.2.1 (iii) =~ The Panel's comments on Financial and
Legal Accountability regarding ILCA's improved performance
in these areas are noted with pleasure,

Section 3.3.1 (iv) - The comments of the Panel regarding
Review and Monitoring are noted and will be discussed with
the DG. They are dealt with in more detail in the
commentary -on Chapter 4.

Section 3.3.1 (v) - The Board is acutely aware of the
problem which the Panel has identified in the area of Board
composition and organisation. The Board has worked to
improve relationships and to establish a more participatory
Board - which we believe is now being achieved.

Section 3.3.1 (v) (i) and (ii) - The suggestions with respect
to improving the quality of Board documentation are noted

and will be linked to the strengthening of the Board's
secretarial services.



Section 3.3.1 (v)(iii) - The Board feels that the suggestion
regarding the time spent by the Chairman of the Board on

ILCA affairs is misleading, since we are satisfied that the
Chairman does, in fact, follow the principles as set out by
the Panel. We therefore believe that the implied need for
control is unnecessary.

Section 3.3.1 (v)(iv) and (v)(v) - We welcome the
recommendations that the Board systematises the process in
which it annually evaluates the DG and its own performance.
Both measures will be adopted.

Section 3.3.1 (v)(vi) - The thoughtfulness of the Panel's
recommendation on reviewing the procedures employed and the
lessons learned in the Director General selection procedure
are appreciated. We will institute a review of it at the
earliest convenient time. The results will be part of the
corporate memory of ILCA.

Section 3.3.1 (v)(vii) - The Board recognises the value of
the suggestion that its work load be shared more widely
among its members in order to involve more of them in the
decision~making process and has made considerable progress
in doing this during the past year. One problem is that all
civil servants, particularly in the African scene, must
receive permission from their governments to stand for
election to a Board of Trustees and to travel outside of
their home country in order to attend meetings. We share the
concern expressed by the Panel regarding re-election but
trust that they also recognise the sensitivity of this
issue.

Chapter 4. GOAL_ SETTING, PLANNING AND REVIEW

The thinking of the Board is in full harmony with that
expressed by the Panel in this chapter. We agree fully with
the analysis of the current mandate and challenge presented
to the Board and management.

Section 4.2 - The Board commends the Panel for its
thoughtful and perceptive analysis of the challenge which
faces ILCA, bcth management and Board, and which is so
clearly reflected in the strategy drafting exercises. We
agree with the observations which the Panel has made, in
particular with the need for "an interactive process" and
with the recommendation that ILCA, in its future strategic
planning efforts, employ a process that ensures strong
participation from the future implementors of the strategy.
The Board anticipates ongoing active and perceptive
discussions in the further elaboration and crystallisation
of ILCA's strategy. A joint Programme Committee/management
working group has been established to work on a revised
strategy paper.

Section 4.3.1 - The Panel has strongly recommended that IIJoA
makes its annual in-house review an important stock-takinag,
communication, staff development and forward-planning

4



exercise. Again may we say that we are in full agreement
with the observations and suggestions which the Panel has
made concerning the review process. Those among us who have
had an opportunity to take part in internal reviews at other
IARCs have found that they provide the basis on which to
forge the team spirit of staff and Board. We shall explore
with the DG the possibility of having the Director of
Research and the chairman of the Programme Committee jointly
attend an internal review at a sister IARC in order to
exchange experiences.

Chapter 5. HUMAN RESOURCE MANAGEMENT

ILCA is pleased to note the assessment of the Panel
regarding the improvement in the Personnel Section since
1981 and expects further strengthening in this area
following the appointment of an experienced internaticnal
staff member as Personnel Officer.

Section 5.3.3 - There would be a number of advantages to
having a uniform date for calculating increments, cost of
living adjustments etc. for the whole institution, and the
Personnel Section will explore this issue.

Section 5.3.5 - The Board and management agree with the
recommendation regarding the provision of detailed up-to-
date job descriptions for all staff. On-going action on this
subject will be accelerated.

Sections 5.3.4, 5.3.5 and 5.4.1 - The Board noted the
recommendations that professional staff should be hired on
two-year contracts after a probationary period and that
procedures should be instituted to improve the job security
of support staff. We also note the suggestion that ILCA
begin developing policies and procedures for internal
mobility. We agree, in principle, with these three proposals
and will refer them for advice to the consultant who is
nearing completion of the revised staff personnel manual.
This manual includes a section on staff development.

Section 5.4.3 - The Panel has recommended that ILCA speed
up current efforts in the area of post and staff

classification. This task is expected to be completed later
this year.

Section 5.5 - The Panel has recommended that a Board sub-
committee monitors the personnel function. The Executive
Committee of the Board already sets personnel policies but
has not, to date, kept close track of key aggregate
indicators. It welcomes the Panel's analysis which suggests
several useful indicators that might be readily monitored
annually. The Board does not, however, see the need for a
specific sub-committee to do this and prefers that the
Executive Committee retains this task.



Sections 5.5 and 5.4.2 - The need for an appropriately
gualified and experienced staff member to lead the Personnel
Section has been recommended by the Panel. Steps to recruit
such a person have already been initiated. Early tasks for
the new Personnel Officer will be to implement the Panel's
recommendation that management take steps to improve the
support staff performance evaluation process and also to
engage in the implementation and active follow-up of the
activities listed in Section 5.5 paragraph 4.

Section 5.5 - The Panel has suggested that the Board should
meet annually with the staff councils to enable them to
present issues of concern. The Board considers relations
with the staff councils to be a management issue, with the
Board only hearing representation if the councils feel that
management has misinterpreted staff views.

Chapter 6. RESEARCH AND FITLD MANAGTMENT

The review of ILCA's research and field management has been
a stimulating and rewarding exercise and has produced
results which form a strong and constructive basis for
assisting ILCA's management in their desire to further
improve research and field management procedures.

Section 6.2 - The Panel has recommended that ILCA establish
a Research Review Committee, to help guide the further
evaluation of the Centre's scientific programmes. ILCA is
well aware that its complex research problems can only be
dealt with within an interdisciplinary manner. Therefore we
welcome the recommendation to form a Research Review
Committee for planning, reviewing and evaluating the
scientific programme.

Section 6.3 - Two recommendations relate to strengthening
ILCA's contact with African scientists - first, that it
should increase current efforts to identify and support

. young African scientists, and second, that it should do the
same in terms of senior African scientists visiting ILCA for
2-6 months. These recommendations are timely, in that ILCA
has, in the past years, greatly strengthened its involvement
in component research and now finds it possible to expand
its research collaboration with National Research
Institutions and African scientists. ILCA is encouraged by
the Panel's favourable view of the already existing
involvement of young African scientists in the research
programmes and with the collaboration with senior African
scientists through the visiting scientist programme, and
will actively engage in expanding these collaborative
linkages with African scientists.

Section 6.4 - We agree with the Panel's suggestion that

consultants employed for research purposes should come under
ILCA's research directorate.

Section 6.5.2 - ILCA's Board and management fully agree with
the recommendation that before further research networks are
developed, ILCA should assess carefully the nature and scale
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of resources needed over the longer term for their support.
We also recognise that networks need to be problem oriented
in order to attract the appropriate level of financial and
physical support at the local level (see also Section 8.7).

Section 6.5.2 - The need for a desk officer to serve as the
headquarters link for field programmes is apparent. Steps
will be taken to provide such a post as soon as funds are
available.

Section 6.6 - The Panel has considered the institutional
weaknesses in ILCA's research management as being not simply
a matter of inadequate formulation of research protocols but
relating to staff resources being spread too thinly over
many projects. It has stated that the balance between ILCA's
available resources and its present commitments should be a
cause of concern, that management should focus on priority
areas and that the Board and management should pay more
attention tc a careful weigning of pricrities. The Bouwrd
sees these issues as a major future task.

Chapter 7. FINANCIAL MANAGEMENT

ILCA is glad to observe that the Panel is impressed with the
considerable improvement in the financial management
function at ILCA over the last five years and in the
financial position and viability of the Centre. Eleven
recommendations have been made with respect to financial
management. All of them are agreeable in principle, although
some may take time to implement. ‘

Section 7.1.4 - The Panel recommends the development of a
fund-raising strategy in an effort to expand the funding
base and reduce reliance on a few donors. This proposal will
be studied.

Section 7.2.3 - The Panel recommends that consideration
should be given by management to the preparation of multi-
vear indicative budget plans as a basis for annual funding
decisions and improved planning, and also recommends that
consideration should be given to implementing a system of
periodic reviews of benefits and costs of programmes for
improving research operations and prioritising research
activities. The Board and management are in general
agreement with these recommendations and will look into the
practicality of their implementation; however, prioritising
research activities has already begun.

Sections 7.2.4, 7.2.5 and 7.2.7 - The Panel strongly
recommends that ILCA develop and implement a programme-based
budgeting system; recommends the adoption of a modified
system of project costing which would not require elaborate
accounting, but would generate the data required for
research managemant and decision-making; and recommends that
the annual budge*: submission memoranda be improved to ensure
a more meaningful review of budget submissions. These three
recommendations would lead to the provision of a much
sharper focus on the relationship between programmes and
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budget. Their implementation will require time and effort
which should be highly relevant in the context of the
current approach to research programming. ILCA will
implement these proposals as rapidly as facilities permit.
The provision of a full-time budget officer, which has been
authorised by the Board, should facilitate this action.

Board and management concur with the following three
recommendations which are suitable for early implementation:
Section 7.3.1 - in future years the decisions on which field
programmes should be audited and the scope of the audit work
to be carried out should be left to the discretion of the
external auditors.

Section 7.3.2 - management should appoint an internal
auditor, with full-time responsibilities to carry out an
appropriate and comprehensive programme of internal auditing
at the Centre. (The implementation of this recommendation is
linked to splitting the post of Budget Officer/Internal
Auditor into two separate posts.;

Section 7.3.4 - the Audit Committee, in its regular periodic
meetings with the External and Internal Auditors, should
place more emphasis on ascertaining the efficiency and
effectiveness of the internal auditing function, and on
ensuring that appropriate systems exist for the
implementation and follow-up of audit recommendations.

Section 7.4 - While maintaining a conservative approach, we
agree with the Panel's recommendation that Board and
management should re-assess ILCA's current investment
strategies and policies to consider a broader range of
investment instruments and maturities.

Chapter 8. INFORMATION MANAGEMENT

The Board has been particularly pleased with the progress
made by ILCA in its information, publication and computer
activities and notes the Panel's comments in these areas.

Section 8.2 -~ The Panel's observations on the occupational
classification of library staff within ILCA's personnel
system have been noted and will be referred to the new
Personnel Officer for early attention. The question of
forward planning of library services will be taken into
account in the revision of the strategic plan. Physical
expansion of the library is earmarked as a priority in
ILCA's capital development programme and is only constrained
at present by shortage of funds.

Section 8.7 - The Panel has recommended that ILCA limit
itself to networks which have active participation by
members and ample administrative resources or a high degree
of donor interest capable of supplying such assistance as
the networks expand. The Board is conscious of the
individuality of specific networks and of the dangers of
overcommitment in what appears to be a very effective way of
helping to build national agricultural research systems in
Africa. Nevertheless, 1t accepts the Panel's cautions on
this subject and has asked management to prepare for its
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consideration a network policy paper which incorporates the
Panel's views (see also Section 6.5.2).

Section 8.8 - The need to seek added resources to strengthen
ILCA's bilingual capacity throughout its programmes features
in the Panel's list of recommendations. ILCA would welcome
extra resources for this purpose.

Chapter 9. ADMINISTRATION AT HEADQUARTERS

The Board is pleased to note that the efficiency of
Administration at Headquarters has improved considerably in
recent years, which has enhanced the quality of services to
the organisation.

Section 9.2 - We endorse the recommendation to decrease the
number of organisatiecnal units and staff reporting to *he
Head of Administration, as well as the recommendation to
realign the Administration Department functions and to
appoint a professional to handle certain functions including
the liaison with field programmes, and the procurement and
office services. The details of such realignment will be
left to management.

Section 9.4 - On the issue of purchasing, the Board endorses
the desirability of purchasing locally whenever possible,
and also in nearby countries such as Kenya. It wishes to
point out that such an approach, although desirable, is
hampered by the scarce and irregular availability of goods
in Ethiopia and by a serious taxation problem in
neighbouring countries. We note the suggestion that ILCA
carry out systematic local market surveys, but are concerned
about their relevance in view of the very irregular

availability of goods. Efforts will nevertheless be made to
do this.

Chapter 10. EXTERNAL ENVIRONMENT AND RELATIONSHIPS

The Panel's analysis of the complexities of dealing with
countries in which ILCA has major field programmes is
recognised by the Board.

Section 10.3.2 - The proposal regarding zonal advisory
committees is an interesting one which ILCA will explore
further. However, before taking further action on this we
prefer to await the results of the CGIAR priorities
discussions, since if African regional CGIAR centres are
established the attachment of ILCA's zonal programmes to
these would obviate a number of the Panel's concerns. The
comments on ILCA's response to the EPR report are also
relevant in this context.

Section 10.4 - The Board welcomes the suggestion that ILCA
should analyse its experiences with private organisations
with a view to strengthening PVO-IARC collaboration.
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Dr. Curtis Farrar
Excutive Secretary
CGIAR Secretariat
The World Bank

1818 H. Street NwW
Washington, DC 20433
USA

Dear Dr. Farrar,

We the members of the External Management Review Panel for
the International Livestock Centre for Africa are pleased to
submit the report you commissioned. We have made a conscientious
effort to address the substantial range of issues with which you
charged us in our terms of reference.

In conducting our review we personally interviewed more than
40 professional staff members, & cross section of support staff,
most of the members of IICA's Board of Trustees and a sample of
donors, cooperators and representatives of African governments.
Without exception ILCA's Board and staff cooperated fully. They
were open, constructive and always helpful.

£ .

To an extraotrdinary degree, TAC's QOR of 1981 and the
changes brought about thereafter constitute a major turning point
in ILCA's evolution. While performance is not yet fully at the
level sought by the QQR panel, the headquarters unit now has a
substantial component/disciplinary research capability. The
Centre's human resource management system is basically a good one
although ILCA very much needs a professional personnel officer.
ILCA's financial affairs are now tightly and effectively managed
with very good systems in place. The Centre's excellent
information management <capability is one of ILCA's real
strengths. While the Head of Administration, like many of ILCA's
able staff members, 1is overloaded, the esséntial elements of the
Centre's physical plant and service structure are in place.

our analyéis suggests that improvemént in ILCA's planning,
goal and priority setting process is the Centre's number one
need. We hasten to add, however, that major steps are being



t;kan to improve and institutionalize ILCA's research review and
planning process.

Because our terms of reference were specific in that area,
our report analyzes in some depth the effectiveness of ILCA's
poard of Trustees through the 1981-85 period. Employing the
criteria we used we conclude that the overall performance of the
Board has been less than satisfactory. The Board recognizes many
of the shortcomings that exist and has begun to make a concerted
effort to strengthen its composition and organization.

In the course of our interviews we found that an increasing
number of members of the donor community have a deepening
appreciation of the progress the Center is making and the
pressing need that exists for the scientific and technical
advances it can help generate. We join them and other close
observers in their positive assessments. We feel however that
ILCA's greatest challenge at the moment 1is to sustain its
substantial momentum through the current process of management
change.

We have identified Selcuk Ozgediz as one of the co-authors
of our report. We recognize that this differs from wusual
practice. - To have done otherwise in this case could grossly
understate the major professional contributions that he made to
all areas of the team's work.

You have entrusted us with a challenging review. ‘It is our
hope that our report will be of assistance to ILCA, to the CGIAR
system at 1large, and especially to the ever increasing member
people in Africa whose agriculturally-related problems ILCA is
helping solve.

We thank you for the learning opportunity this stimulating
assignment provided.

Respectfully submitted,

X — ¥
well S. Hardin

Chairman, ILCA EMR
(for the Panel)
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CONCLUSIONS AND RECOMMENDATIONS

The External Management Review Panel found ILCA to be a
lively and dynamic organization. We were much impressed with the
dedication and commitment of the professional staff to ILCA and
its mandate. We were equally impressed with the quality of
support staff at the headquarters and in the field.

Our overall conclusion is that ILCA now has the basic
management infrastructure necessary for implementing an effective
program. This is an extraordinary achievement considering the
poor state of affairs that existed five years ago. In our view a
major share of the credit for this remarkable recovery is
attributable to the leadership provided by the Director General,
Dr. Peter Brumby, and to the management team he assembled over
the past five years.

Even sos ILCA has not been able to make full use of this
infrastructure in developing a well-focused and effective program
delivery system. This is partly by design, as ILCA has been in a
constant search for novel ideas and approaches during the last
five years. It is also due in part to uncertainties associated
with the prospect of a change in the Director General which has
surely diverted some of the Centre's energies,

In the ten chapters of our report we cover in detail ILCA's
accomplishments in the management area and discuss the challenges
that lie ahead. We limit the discussion here to what we consider
to be, on balance, ILCA's key management strengths and
weaknesses,

Areas of strength

Fipancial mapagement. We are impressed with the
considerable improvement in the financial management function at

ILCA. The systems which have been developed over the last five
years are in place and are operating effectively. Over this
period ILCA's revenues have grown an average of 12 percent per
year, and this growth has been accompanied by a relative increase
in the resources allocated to research, information services and
training. Also, there has been an overall improvement in ILCA's
financial position to meet its future liabilities and the number
of donors has increased from 22 in 1981 to 34 in 1985. Our
recommendations for further improvement in the financial area
relate mainly to reducing ILCA's continuing dependence on two
major donors and to the development of a program-based planning
and budgeting system,

Human Resource Mapagement. The personnel function at ILCA
was weak and disorganized in 1981. Policies were unclear;

procedures were non-existent or not followed; and recruitment,
selection, transfer and promotion decisions disregarded objective

(1iii)



criteria. The situation is very different now. A comprehensive
personnel manual prescribes detailed policies and procedures;
recruitment is competitive, salary decisions utilize objective
criteria and seek to maintain internal parity, professional staff
are generally evaluated against specific job-related criteria and
targets, and the leadership style is open and informal. As a
result, the overall quality of staff has improved substantially
since 1982. Morale is generally good. ILCA's salary and
benefits package for professional staff is fully competitive in
the international market, and within Ethiopia ILCA is a preferred
employer for local staff. Yet, there are several tasks that are
unfinished and some that need to be undertaken. The most
important need is for ILCA to have an appropriately qualified and
experienced personnel manager. There is also need to improve
personnel procedures affecting the support staff, the national
professionals and the post-doctorates.

Information Maznagement. ILCA deserves high praise for
putting in place an impressive information infrastructure.
Further, the components of this infrastructure are well managed.
The researchers are able to acquire the information they need to
carry out their work efficiently; the information entering and
generated at ILCA is processed and communicated efficiently
within the headquarters; and the information flowing out of ILCA
is conveyed to its target audiences effectively. The latter
achievement is even more impressive when one considers the
obstacles to the flow of information in Africa.

« The efficiency of the. administrative
services provided at ILCA has improved steadily in recent years.
The housing shortage which has plagued ILCA for years has been
partially eased by building some additional staff and hostel
accommodations. ILCA's grounds are extremely well kept and its
hostel and cafeterias are efficiently run. The procurement
procedures have been improved and a new purchasing system is
being designed. Stock room facilities have also improved and the
inventory records are now computerized.

External Relations. Over the years ILCA has established an
impressive network of contacts within and outside of Africa. 1Its
relations with the Government of Ethiopia are much improved, in
part due to the efforts of the host country representatives on
ILCA's Board. ILCA has also established good formal and informal
relationships with many other African governments. In some
countries, the memoranda of agreement give ILCA full diplomatic
status with the same privileges the staff of the U.N. agencies
receive, and several countries are seeking greater involvement
with the Centre. ILCA, almost uniquely among the CGIAR centers,
has built working relationships with several private voluntary
organizations during the recent famine in Ethiopia. Some of
them, on their own initiative have provided modest support for
some ILCA projects. Through these contacts and mutually
beneficial Jjoint work ILCA is building a reputation as an
institution capable of helping Africans solve some of the
continent's pressing problems.
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Emphasis on Research. Following the quinquennial review
(QQR) in 1981, ILCA gradually increased the proportion of its
budget going to headquarters research and to its training and
information activities. At the same time it decreased the
proportion of its research funds allocated to field programs from
39 percent in 1981 to 20 percent in 1985, while increasing
headquarters research activity from 24 percent to 46 percent.
This was done to strengthen component research at headquarters.
During the same period changes in research organization have been
made to facilitate coordination and provide an opportunity for
joint reviews and accountability. Equally important, a
strengthened research management system is being introduced to
provide a logical breakdown of programs into subprograms and
projects, and to improve research planning and monitoring.

Areas of Weakpess

The Board of Trustees. The panel examined the Board's
cverall performance during the recent past in terms of its
effectiveness in five areas: selection of the Director General,
policy guidance in strategic planing, ensuring financial and
legal accountability, monitoring and review of programs, and the
composition and organization of the Board. Our collective
judgment is that of these five areas the Board has performed well
in ensuring financial and legal accountability. We are less
impressed with the Board's effectiveness in the other areas. We
conclude, therefore, that the Board's overall performance has
been less than satisfactory. 1In our chapter on the Board of
Trustees we make a number. of recommendations for improving the
composition and operations of the Board and of its committees.
In this connection we commend Dr. Barry Nestel, ILCA's Board
Chair, for the effective and participatory manner in thCh he is
conducting the meetlngs of the Board.

._gmmuniggzign.hs&nssn.&hs.Egarg.Qnainmgn.gnﬂ.&hs.gizggigz
General. We did not find at ILCA the healthy dialogue between
the Board Chairman and Director General that is essential for the
Centre's effectiveness. To the extent these conflicts are long-
standing, one wishes that the present deadlock had been
anticipated and avoided before it became a problem. We do not
want to attribute fault to individuals, as this is moot in the
light of the decision taken by the Board during our stay to ask
the DG to step down by the end of the year. In what we trust is
a constructive view, we make some suggestions for establishing
and maintaining good relationships in future.

Broad sftrategies and Limited Resources. Because of its
mandate, ILCA has operated throughout its history with slender
resources but ambitious research objectives. This resource
squeeze has been a factor contributing to ILCA's rather
opportunistic approach to the choice of research strategies. We
consider that ILCA has now sufficient resources to approach the
planning of its strategies more systematically. We see coupling
of a broad mandate with a broad program strategy as detrimental
to the future work of ILCA, We concure with the EPR Panel that
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ILCA should attach utmost priority to the development of a
tighter and more-focused strategy. We suggest that in the future
ILCA employ a process that ensures strong participation from the
principal implementors, and we make several suggestions for
improving the current planning and review process.

i the Field Programs. Responding to the QQE's

counsel, ILCA has held constant the resources going into field
programs while strengthening those at headquarters. During the
past five years, there was a prolonged period of uncertainty
about the fate of certain units, and debate over which of several
modes of field operation would be most cost effective in the
future. Removal of these uncertainties and stabilization of
ILCA's field commitments can help those units left in operation
to carry out their field research more effectively.

Encouragement of Africapn Institutions. When senior ILCA
scientists are hard pushed to accomplish their own research, it
is difficult for them to take the time to visit outside
institutions within Africa. We consider that ILCA's program has
reached a stage of maturity where the institution has much to
offer to African scientists. We commend ILCA's plans to further
involve African junior scientists within its training program,
but we also stress the need for ILCA to establish more active
links to African national institutions and senior scientists.

A Look Ahead

ILCA has a strong management base from which to move. The
most important management issue facing ILCA now is to sustain the
momentum it has gained over the last five years. The Board has
an important responsibility in ensuring that the many gains of
the last five years are not lost during the management
succession., Loss of these gains, in our view, could push ILCA
back toward the days of 1981.

List of Recommendations

Organizational Structure and Internal Communpication (Chapter 2).
‘"The Panel:
-- recommends that the question of re-establishing the post of

Deputy Director General be carefully analyzed and resolved by the
Board and the new DG as soon as is feasible after he is in place.

The Board of Trustees (Chapter 3). The Panel:

-- strongly recommends that secretarial services provided to the
Board be substantially strengthened.
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-- recommends that the Board carefully think through the planning
of, its annual meeting agenda to include as much of its
deliberations in open sessions as is feasible.

~- 3trongly recommends that ILCA develop its strategies through
an open, collegial, participatory process that jointly involves
both management and the Board.

-- recommends that detailed reviews of ILCA's programs be carried
out by management using an institutionalized process monitored by
and satisfactory to the Board.

-- recommends that both African and non-Affican Board members be
chosen because, on the basis of a wide search, they are the best
qualified individuals ILCA can identify.

-- recommends that the Board systematize the process by which it
annually evaluates the performance of the DG, discusses it with
him and determines his salary.

-- recommends that the DG be invited annually to share with the
Board (or an appropriate Board committee) his views concerning

ways the Chairman's and the Board's effectiveness could be
improved.

-~ recommends that the Board review the procedures employed and
the lessons learned from its current search for and employment of
its next Director General.

anl Setting, Planning and B:xi:ﬁ Process (Chapter 3)., The

Panel:

-~ recommends that ILCA, in its future strategic planning
efforts, employ a process that ensures strong participation from
the principal future implementors of the strategy.

-- strongly recommends that ILCA make its annual in-house review
an important stock-taking, communication, staff development, and
forward planning exercise.

Humap Resource Mapagement (Chapter 5). The Panel:

-- recommends that ILCA bring to early completion the process
already begun (following the recommendations of the QQR) to
prepare written descriptions of duties of all staff, with
particular emphasis on staff just joining ILCA.

-- recommends adoption of two-year contracts for ILCA's
professional staff, though retaining a probationary period as at
present.

-- recommends that ILCA institute procedures to improve
the job security of support staff.

(vii)



-- recommends that management take steps to improve the
support staff performance evaluation process as soon as in-house
professional capacity to do so is acquired.

-- recommends that ILCA speed the efforts already initiated in
the area of classification of posts and staff.

-=- recommends that a Board sub-committee keep track of key
aggregate indicators of the overall effectiveness of the
personnel function, using information provided by management.

-- strongly recommends that ILCA employ an appropriately
qualified and experienced staff member to head the Personnel
Section.

Research and Field Management (Chapter 6). The Panel:

-- recommends that ILCA establish a research review committee to
help guide the further evolution of the Centre's scientific
programs.

-- recommends the strengthening of the effort ILCA is already
making to ldentify and support young African scientists who would
- most benefit from ILCA's challenging research environment.

-=- recommends that ILCA strengthen its efforts to attract senior
African scientists who can contribute to ILCA's program, coming
for short periods (2-6 months). -

Financial Management (Chapter 7). The Panel:

-=- strongly recommends that ILCA management, with the assistance
of the Board, develop and implement a fund-raising strategy in an
effort to expand its funding base and reduce the reliance on a
few donors.

-- recopmmends that consideration be given by management to the
preparation of multi-year indicative budget plans as a basis for
annual funding decisions and improved planning.

-- recommends that consideration be given to implementing a
system of periodic reviews of benefits and costs of programs for
improving research operations and prioritizing research
activities.

-~ stropgly recommends that ILCA develop and implement a program-
based budgeting system,

-- recommends the adoption of a modified system of project
costing which would not require elaborate accounting, and yet
generate the data required for research management and decision-
making. _
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-- recommends that the annual budget submission memoranda be
improved to ensure a more meaningful review of budget
submissions.

-- recommends that authority to commit expenditures be set out
for various levels of staff so that the managers of each cost
center can incur certain expenditures in accordance with their
authority and budget without prior approvals.

-- recommends that in future years the decisions on which field
programs should be audited, and the scope of the audit work to be
carried out, be left to the discretion of the external auditors.

~- Stronglv recommends that the management appoint an internal
auditor, with full-time responsibilities to carry out an
appropriate and comprehensive program of internal auditing at the
Centre.

-- recommends that the Audit Committee, in its regular periodic
meetings with the external and internal auditors, place increased
focus on ascertaining the efficiency and effectiveness of the
internal auditing function, and on ensuring that appropriate
systems exist for implementation and follow-up of audit
recommendations.

-- recommends that the management reassess its current investment
strategies and policies to consider a broader range of investment
instruments and maturities.

Information Mapagement (Chapter 8). The Panel:

-~ recommends that ILCA limit itself to networks which have
active participation by members and ample administrative
resources or a high degree of donor interest capable of supplying
such assistance as the network expands.

-- recommends that ILCA seek added resources to strengthen
bilingual capacity throughout its programs.

Administration and Headquarters (Chapter 9). The Panel:

-- recommends a realignment of Administration Department
functions and the appointment of a professional to handle certain
functions now reporting directly to the Head of Administration,
including liaison with field programs.

-- recommends that the resource planning for a program of
priority construction, as agreed with the Board, be carried out
sufficiently in advance to allow time for tendering in view of
shortage of materials and suitable contractors.

(ix)



1. INTRODUCTION
1.1. Background

The International Livestock Centre for Africa (ILCA) was
established in Ethiopia in 1974, Signing of the Memorandum of
Agreement with the host country in July 1974 followed more than
four years of work by task force groups, preparatory committees,
the Technical Advisory Committee (TAC), and the Consultative
Group for International Agricultural Research (CGIAR). A sister
institution, also dealing with livestock, the International
Laboratory for Research on Animal Diseases (ILRAD), had been
established in Kenya a year earlier. ILCA stated its goal thus:
"To assist national efforts which aim to change production and
marketing systems in tropical Africa so as to increase the total
yield and output of livestock products and improve the quality of
life of the people in this region.™ More recently, ILCA has said

that its aim is to improve livestock and food production in sub-
Saharan Africa.

In 1975 ILCA was established as a legal entity;
architectural work for the design of the headquarters began the
same year. Construction was started after the signing of a 99~
year lease with the Ethiopian government for 10 hectares near
Addis Ababa. Staff began to move into the headquarters unit in
1981. Occupancy was completed in 1982, though much remedial
construction work had to be done.

These attractive facilities, including more recent
additions, are now stretched to capacity to accommodate current

levels of training, analytical and information services, and
research activities.

In 1976 an agreement was signed with the government of Mali
for the establishment of the arid zone program. In the same
year, a field experimental station at Debre Zeit was made
available to ILCA by the Ethiopian government and an agreement
was signed with the Kenyan government for the establishment of a
field program in that country.

The field programs are today based on five zones. The
highlands program has two principal sites in Ethiopia, Debre
Berhan and Debre Zeit (the latter also serves as an expanding
station for headquarters research and training). ILCA's humid
zone program is based at Ibadan, Nigeria, where work is conducted
in association with the International Institute of Tropical
Agriculture (IITA). The sub-humid program, also in Nigeria, is
based at Kaduna in the north with a nearby sub=-station at Zonkwa,
and is operated in association with the host government. The
Sahel zone (combining the arid and semi-arid zones) for West
Africa is based at Bamako in central Mali, with sub-units at
Niono and Mopti. Some additional work is carried out in Niger,
in close collaboration with the Sahelian Center of the
International Crops Research Institute for the Semi-Arid Tropics
(ICRISAT). ILCA also has a rangelands program in southern



Ethiopia and in Kenya among the Maasai pastoralists.
Headquarters for the Kenya rangelands unit, along with ILCA's
trypanotolerance network (a headquarters function), is on the
ILRAD campus near Nairobi. In recent years ILCA has also added
several collaborative projects, such as its joint IDRC project in
Zimbabwe.

As one of the 13 centers in the CGIAR network ILCA receives
funding from 26 donors.® ILCA's expenditures in 1985 were U.S.
$15.7 million. Operations consume about 90% of the budget,
leaving 10% for capital expenditures. The operating budget is
allocated about 60% to research, 10% to training, and 10% to
information services, with 20% going for hostels, transport,
building maintenance and administration. Staff costs are of the
order of 50% of the operating budget. ILCA is governed by an
international Board of Trustees. The 82 individuals listed on
the professional staff roster came from more than 25 different
countries. The total staff comprises 58 international and 24
local senior scientists and administrators, plus 514 technical
and support personnel (about one-third of whom are in field
locations). :

This is not ILCA's first external review. TAC sent review
missions to ILCA in both 1977 and 1978. TAC's 1981 quinquinnial
review (QQR), chaired by Sir John Crawford, covered both program
and management matters. Thus, this is the first review in whiech
the scientific and management aspects of the Centre's work are
examined by two panels: an External Program Review Panel (EPR)
and an External Management Review Panel (EMR).

1.2. Conduct of the Review

Members of the EMR panel were involved periodically in this
exercise over the period extending from November 1985 through May
20, 1986. The chairman met with three of the Centre's managers
and two of its trustees in Washington during International
Centers Week 1985. The panel, excluding Dr. Moris, but including
consultant Paramjit Sachdeva, met with staff and trustees in
Ethiopia January 25 - February 2. This afforded us an
opportunity to sit in as observers at a meeting of the Executive
Committee of the Board of Trustees. Consultant Sachdeva
continued on at ILCA through February 5 to complete his
interviews of a cross-section of staff members. In the process
ILCA opened its files and provided the data which, with the
results of the interviews, became the basis for the consultants'
subsequent analysis and report to the Centre. That report in
turn provides much of the substantive base for Chapter 5.
¥Current donors are: Australia, Belgium, Canada, China, Denmark,
Ethiopia, the European Economic Community, Federal Republic of
Germany, Finland, Ford Foundation, France, India, the
International Development Research Center of Canada, the
International Fund for Agricultural Development, Ireland, Italy,
Netherlands, Nigeria, Norway, Sweden, Switzerland, United
Kingdom, United States, and the World Bank.




Following their initial period at ILCA two of the panelists
visited ILCA programs and staff in Kenya. At this time detailed
discussions were also held with the Centre's external auditors.

On February 24 the full panel met in Chicago to share and
discuss their findings, plan next steps and assign
responsibilities. Dr. Moris accompanied the EPR panel on its
April 1986 visits to ILCA field operations, interviewing a cross-
section of staff in each location. Pervaiz Rashid made an
independent visit to ILCA's Nigerian programs in April 1986, The
full panel again assembled in Addis Ababa for the period April 30
-~ May 20, 1986. During this time we again had an opportunity to
interact with members of the Board of Trustees, management and
staff.

In summary, the numbers of interviews conducted with
professional staff members were of these orders: Hardin, 223
Moris, 28; and Rashid, 24, These interviews involved 46
individual staff members as several were seen by more than one
panel member, In addition, both Ozgediz and consultant Sachdeva
interviewed staff at all levels. A cross-section of the support
staff, consultants and post-doctoral students, was interviewed
and one or more panel members visited all field locations.
Almost all present, and some past Board members, were interviewed
individually. Also, during the period of our assignment we held -
discussions with the TAC Chairman and CGIAR Secretariat staff,
several ILCA collaborators, representatives of five ILCA donor
organizations, and talked with representatives of several of the
host countries in which ILCA works.

We feel that our early familiarization visits materially
assisted in establishing priorities, dividing responsibilities
and planning our coverage. Our two concentrated periods at
headquarters enabled us to come to know the institution, to
familiarize ourselves with the procedures employed, and to visit
with staff at all levels.

1.3. Some QObservations on ILCA's Development

For one to appreciate the substantial advances that ILCA has
made in improving management effectiveness, it is helpful to
reflect on some of the changes the Centre has undergone in its
development.

Over time, a substantial number of projects designed to
improve livestock production and productivity have been
undertaken in Africa. Relatively few of these, aside from some
of the animal health initiatives (e.g. development and use of
vaccines for rinderpest) have been successful, This
disappointing track record did not provide ILCA's founders, its
management, its Board, or TAC with guidelines for a proven
program strategy. Thus, the search for an appropriate model to
guide ILCA's programming became a continuing process.



Initially it was hypothesized that if one understood African
animal production problems more fully, one could identify
technologies developed elsewhere and import them. To do so, ILCA
needed to orient its efforts toward description, monitoring, and
technology transfer. So a set of rather loosely coordinated
field programs was established with headquarters providing
administrative and service functions. One objective of these
units was for them to identify constraints that could be
ameliorated through technology transfers. Experience, however,
revealed that part of this strategy did not work. "Fixes"
imported from abroad were unsuccessful. Hence, TAC, in its
earlier reviews and the 1981 QQR, strongly urged a shift to a
more analytical and experimental research approach.

One might characterize Phase I of ILCA's operations as being

focused on systems description. ILCA's Phase II could be called
one of constraint identification and a build-up of central

research facilities and scientific research capabilities. Phase
III of ILCA's development, into which it is well-launched, may be
described as component research within a systems framework -- all
tailored to African circumstances.

ILCA's efforts to evolve its program strategy have been
further complicated by the understandable differences in
expectations that exist among (and within) the groups that shape,
support, and expect to benefit from the Centre's work. ILCA must
hear and weigh the counsel of its African clientele (host
governments, national institutions, .and a daunting array of
animal producers), donors, TAC, its governing board, staff and
management. To harmonize these often diverse views, without
spreading available resources too thinly, poses a continuing
management challenge, , '

It may well be that divergent views with respect to how ILCA
deploys its resources is a major source of the tension that
exists between the Centre's management and its Board. This
problem is not new. It appears to have characterized the
situation, at times more acutely than others, throughout the life
of the Centre. ILCA's first two Directors General, at the
invitation of the Board, left the Centre before completing their
contracts. On one of these occasions, a trustee became the
acting Director General on an interim basis. Thus in ILCA's
earlier years continuity in senior management left much to be
desired. Changes in chief executives, in program emphases and in
management style have been both frequent and interconnected. At
one stage just prior to the present Director General's assuming
his post, ILCA was in serious financial difficulty. One reviewver
characterized ILCA's status as verging on bankruptcy.

The serious political developments and security concerns in
Ethiopia in the late 1970s and early 1980s posed additional
complications with which management had to cope. Field work was
disrupted and had to be discontinued at some locations. Several
staff members were relocated to another country. While working
conditions are now stabilized and relationships with the



government of Ethiopia quite supportive, ILCA's program still
bears the scars incurred during this unsettling period.

In contrast, the Centre today is in much improved financial
health, Its commercial bank accords it an unused, unsecured line
of credit of U.S. $1 million. The necessary but nonetheless
extraordinary improvement that ILCA has achieved in budgetary and
financial matters is a major accomplishment,

Without question, TAC's QQR of 1981 and the changes brought
about thereafter constitute a major turning point in ILCA's
evolution. The Centre's prompt and positive response to the
QQR's 53 recommendations under its new DG set the institution on
its present programmatic and managerial course., Performance in
all areas is not yet at the level sought by the QQR panel. But
the headquarters unit now has a substantial
component/disciplinary research capability in terms of scientifie
staff, laboratory facilities and equipment. Management and
decision-making procedures, along wWith manuals that spell them
out, now exist. Overall, as indicated above, the institution's
financial affairs are now tightly and effectively managed.

It is against the foregoing background of significant
managerial progress that we discuss areas in which we feel that
the Centre can make further improvements. '



2. ORGANIZATIONAL STRUCTURE AND INTERNAL COMMUNICATION

In this chapter we describe and comment briefly on ILCA's
evolving organizational structure and internal communications.
This is presented here as a backdrop to subsequent chapters, as
one needs to have some comprehension of ILCA's structure and
management's style in order to understand how the Centre sets its
goals and establishes priorities (Chapter 4).

2.1 Top Management

ILCA's most recent organization chart (Table 2.,1) shows that
the three Directors (of Research, Qutreach and Information and
Training), the Financial Controller and the Head of
Administration report directly to the Director General (DG). The
field team leaders report to the Director of Research and have a
staff relationship with the Director of Outreach.

ILCA's Rules of Procedure provide for the posts of Deputy
Director General and Associate Director General (to be appointed
by the DG with the approval of the Board). 1In recent years these
posts have been deleted from the organization chart. Instead, in
the absence of the DG from headquarters, and to cope with the
travel commitments of senior staff, he names one of the Directors
as acting DG. ' .

In recognition of the administrative and leadership load the
DG carries and to assure better continuity in leadership during
the periods when the DG is away from ILCA, several Board members
are of the opinion that ILCA should have a duly appointed Deputy
Director General.

Just how the Center organizes its top management team is
materially influenced by the style and desires of its DG. Duties
and responsibilities of ILCA's present trio of Directors and
those of the chief administrative and financial officers are
fairly well defined. If ILCA elects to have a Deputy Director
General, the Board and top management need to work out and agree
upon a well-defined description of that post. Functions that he
might perform in addition to acting for the DG in his absence
include: staff coordination of ILCA's internal program review
and forward planning process; provision of the secretariat for
the Board of Trustees and its committees; handling part of ILCA's
representational responsibilities, thus decreasing the heavy
travel demands on the DG, etc. But such a post is not essential
to the effective functioning of the centre, Continuity in top
management could be assured by designating say the Director of
Research automatically to be the Acting DG in the DG's absence.
Other of the above functions could be delegated to selected
senior staff and the DG's assistant.

We recommend that the question of re-establishing the post
of Deputy Director General be carefully analyzed and resolved by
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the Board and the new DG as soon as is feasible after he is in
place. To our view, the presently specified procedure for that
person's selection, if a DDG is to be employed, is the proper
one: appointment by the DG with the approval of the Board. VWe
envision that the DG would involve one or more Board members in
the search process.

2,2 Management Style

ILCA's current management style, as described by the Centre,
is "one that avoids rigidity of structure, Jjob demarcation
boundaries and the establishment of fences around the
responsibilities of specific staff. A collective and urgent
sense of purpose and of shared responsibility is sought, with all
staff willing and, to a greater or lesser degree, capable of
assuming the immediate task at hand."

While adhering to the foregoing philosophy, ILCA is
progressively establishing a structure by which management seeks
"to clarify responsibilities, define communication channels,
establish levels of authority, provide the basis for budget
development, allocate and balance tasks."

We recognize and appreciate the merits of the management
style described by the Centre. At the same time we believe that
the pace at which the somewhat more formal structure is
established should be accelerated. To that end we offer specific
suggestions in subsequent chapters which relate to such issues as
decentralization of authority at headquarters and giving greater
authority to managers.

2.3 Internal Communications

Informal communication channels are widely used at ILCA.
The DG maintains an open door policy. Dialogue among staff and
the DG occurs continuously.

In a more formal sense senior staff meetings, one to ftwo
hours in length, are held every Friday morning. The DG chairs
the meeting which is attended by the Directors, Department Heads,
and Team Leaders (approximately 20 participants). These sessions
are essentially informational, with each participant having an
opportunity to comment on events in his unit, past and future.
The meetings are not minuted except in the absence of the DG. On
return to their units senior staff report relevant information to
their colleagues.

We appreciate that the weekly senior staff meetings serve
useful, often essential coordination and communication functions.
We join many staff members, however, in the hope that ways can be
found to perform these essential functions at a lower cost in
terms of high-priced staff time. If a reliable calendar of
coming events, visitor schedules, travel and key announcements
were distributed to staff on a fixed weekly schedule, it might be
possible to hold the senior staff meetings on a bi-weekly or



monthly schedule. The Centre has a house organ, the ILCA Diary,
but it is issued only once a month.

Following the senior staff meeting the DG, Directors, Deputy
Directors of Research, Controller and Head of Administration stay
on for the weekly meeting of the Management and Research
Committee., Issues are discussed informally by this group, but it
is our understanding that this committee functions as a sounding
board and facilitator of communications rather than as a
decision-making body. Historically it has devoted 1little
structured attention to research as the word was added to the
committee name very recently. This committee's meetings are not
minuted except in the absence of the DG.

With the creation of a Research Committee, as ILCA is now
considering (see Chapter 6), we suggest that the Centre take a
new look at the terms of reference of the Management Committee.
Some degree of formalization is probably desirable with respect
to agenda, functions, and the keeping of appropriate minutes.

2.3.17 Advisory Committes and Staff Councils. The DG has

five standing committees to advise him in specific areas., These
are, respectively, committees dealing with: Publications,
Training, Works, Transport and Housing. The Centre also has
Staff Councils. These are the elected executive bodies of the
Staff Association of ILCA, an organization to which all Centre
employees belong. The headquarters council consists of three
staff members with a local contract and three with an
international contract. Field programs with a total of 20 or
more staff members elect their own staff council. Stated
objectives of the Staff Association are: (a) to promote and
safeguard the rights, interests and welfare of all ILCA staff and
(b) to contribute to the pursuit of the objectives of ILCA,

Both the standing committees and the Councils perfornm
essential functions. To assure that they function effectively
they need to understand why their recommendations are not
followed by management when that is the case. In several
instances staff advised us that when their advice was not
followed they were unclear as to the reasons why.

2.4 Research

The Director of Research has full authority for managing the
research work carried out in headquarters and field programs.
Under his leadership a systematized procedure for ¢the
establishment, implementation, and monitoring of research
protocols has recently been strengthened and implementation is
under way. Reporting directly to him are the Deputy Directors of
Research for animal sciences, plant sciences, economics and field
team leaders (see Chapter 6 for a detailed description). The
Deputy Directors also have a subject matter (staff) relationship
to the research content of the programs led by heads of field
programs and networks. On administrative and financial matters.,



field program heads must also deal with the appropriate units at
headquarters.

2.5 Qutreach

The Outreach Department is charged with fostering all forms
of expanded outreach by ILCA and assisting field operations to
expand their zonal impact. Prime responsibility for conceiving,
preparing, negotiating and reporting on special projects is
lodged with the Outreach Director's deputy. The Director of
Outreach handles international liaison and administers ILCA's
expanding group of networks. He is also involved in planning and
carrying out conferences and workshops, though line
responsibility for them is lodged with the training unit.

As in most institutions, functions performed are not as
neatly compartmentalized as may be suggested by organization
charts. Some overlap does exist; for example, in the degree of
accountability the Director of Research and the Director of
Qutreach have for the performance of field programs and networks.
OQur sense is that field team leaders take on their assignments
with the understanding that they report to the DG. They act on
the authority he delegates directly to them. However, with
regard to the content of their work, mostly taken up in
implementing research protocols, they come under the Director of
Research, just as in their liaison relationships to the host
country they deal with the Director of Outreach.

In terms of policy guidance, while structurally ambiguous,
this situation appears to have worked reasonably well in
circumstances where the DG has delegated much of his authority to
the unit leaders. Problems can arise when field units require
administrative assistance of various sorts from headquarters,
Then a given field unit deals with an array of section heads in
Addis without having a "friend at court" so to speak to see that
requests are acted upon.

Currently, ILCA operates in three rather different modes
when carrying out off-station activities: i) zonal units., ii)
networks, and, iii) collaborative research. While zonal units
were the earliest to be established and are still the largest of
ILCA's off-station commitments, in recent years (since 1982) the
trypanotolerance network has assumed increasing importance as
have other activities linked to special projects or to
cooperating institutions.

2.5.1. Zonal Units. Given the prominence of a farming
systems approach within ILCA during its early years, it is not
surprising that substantial resources were put into establishment
of field units on the basis of ecologically defined zones. In
both Mali and in Nigeria there are substantial field stations (at
Niono and Zonkwa respectively), while the highlands and
rangelands zones have field teams at different sites. Distance
and political factors dictate that the Ethiopian and Kenyan
rangelands have their own teams. and thus constitute independent
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cost-centers in the ILCA system, Similarly, the one ILCA staff
member located at ICRISAT's Sahelian Center in Niger is
administered independently from Mali's Sahel unit. The Kenya
Rangelands office is located at ILRAD near Nairobi in conjunction
with the trypanotolerance network group. Among ILCA's field
programs, Mali's and the Ethiopian rangelands team are the
largest, followed by Kaduna and then with the two Kenya units and
Ibadan all being of roughly similar size.

2.5.2. Networks. ILCA's oldest and most well-established
research network is run by the Livestock Productivity and
Trypanotolerance group at ILRAD. This network is comprised of
linked field research activities at 13 sites in 10 African
countries, with a full-time Nairobi-based coordinator and a
support team of 6 scientists (2 from ILRAD). Less fully
operational are other research networks, such as the Pasture
Agronomy Network for East and Southern Africa (PANESA), started
in 1985, and the Small Ruminant and Camel group (700 network
members from more than 40 African and 30 non-African countries).
This latter group publishes a newsletter and is just beginning to
move into collaborative research arrangements with several field
participants. As an example of a purely information-exchange
network, there is the African Livestock Policy Analysis Network
(ALPAN), which has about 700 members, 85% in Africa. 1In all,
ILCA is operating eight research and information networks, but,
as our description here indicates, those like the trypano-
tolerence network represent an operational commitment to the
support of field teams quite different from, say, ALPAN's
information exchange.

2.5.3. Collaborative Research. Other than network-based
research staff (usually funded under special projects within the
countries where they work), ILCA also has a few staff on
individual assignment within countries where there is no major
field program. One person is located in Niger at ICRISAT's Sahel
Center, and another serves in an "outrider" capacity within
Zimbabwe (in the past ILCA also had a person in Botswana).

Staff who work under network and collaborative research
assignments away from headquarters experience a different
managerial environment from those in zonal units. In the
collaborative mode, ILCA depends upon the capacity of the host
institution for meeting-daily administrative needs., Under either
the network or outrider situation, ILCA staff rely on ILCA
headquarters for some types of operational support which zonal
units can supply directly to their staff. If for policy reasons
it is decided to increase ILCA's activity in the network and
collaborative modes, it is likely that further elaboration and
clarification of the support linkages to headquarters will be
necessary.

2.6 Iraining and Information

The Director of this department is responsible for and has
reporting to him the training section, the publications section,
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the library and documentation section and the audio-visual aids
and mapping section. In addition, he continues to carry research
responsibilities in his disciplinary area in veterinary science.

As now constituted, the training section is responsible for
organizing, scheduling and administering ILCA's training
activities. Subject matter, preparation of teaching materials
and actual instruction are handled by staff scientists from their
respective disciplinary groups or by consultants employed for
that purpose. The section does not have instructors on its own
staff.

In a like manner the training section is also
administratively responsible for organizing and providing the
logistics for conferences and workshops.

2.7 Einancijal Management

ILCA's financial management is directed by the controller
who reports directly to the Director General. The Financial
Controller has organized his operations so that he has reporting
directly to him his chief accountant, his budget officer and the
country program accountants. In practice the controller is in
frequent direct contact with ILCA staff at all levels. We
elaborate further on ILCA's financial management and budgeting in
Chapter 7.

2.8 Administrative Management

ILCA's Head of Administration alsc reports directly to the
DG. Units or functions for which the Head of Administration is
responsible include: personnel, procurement, general services
({hostels, housing, cafeteria, transport and security, all handled
by the Warden); physical plant (construction and maintenance);
and office services (registry, telex, telephone, office
cleaners)., Administratively field programs also report to the
Head of Administration. As an additional duty he serves as
secretary to the Board, to its Executive Committee, and to its
Nominating Committee. '

While we discuss general administration in Chapter 9, we
comment here on the feasibility of combining the financial
management and administrative functions under a Director of
Administration. In such a structure the controller would report
to the Administrative Director, Although such a move would have’
the advantage of reducing the number of individuals reporting
directly to the Director General, we favor continuation of the
present division of responsibilities. The administrative and
controller functions differ in substance. Both require first-
class professionals. We judge that, given ILCA's history and
situation, the chances of employing and retaining superior
individuals are enhanced by providing equal status for the Head
of Administration and Controller and having both of them report
to the DG. This has the further advantage of providing scme
additional checks and balances in JILCA's management system.
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3. IHE BOARD QOF IRUSTEES

In this chapter we focus on the roles, relationships and
responsibilities of ILCA's Board of Trustees. We describe the
Board's structure, the procedures it uses in discharging its
responsibilities and comment on what we perceive to be important
issues. Many of these relate to the gray area between policy
formulation (the task of the Board with the participation and
assistance of management) and implementation (the clear
responsibility of the Director General who is ILCA's chief
executive officer).

Details of governance and powers of the Board are spelled
out in Articles 8 and 9 of the agreement between the Provisional
Military Government of Socialist Ethiopia and ILCA as executed
December 24th, 1982 (replacing the earlier memorandum of
agreement concluded on the 16th of July, 1974, between the
Government of Ethiopia and the International Bank for
Reconstruction and Development acting on behalf of the CGIAR).
The agreement specifies the legal status of the Centre as an
autonomous, non-profit organization, international in character,
‘headed by a Director General.

Well-formulated procedures of the Board are detailed in its
Rules of Procedure. (The official listing of these rules was last
updated in 1983 but several changes have been made since that
date.) Our .observations are based upon ILCA's Memorandum of
Agreement and Board rules; attendance at an Executive Committee
meeting; study of Board minutes and documentation; visits with
the Director General and staff and interviews with present and
former trustees,

3.1 Ihe Beard

As presently constituted ILCA's 14-member Board of Trustees
is made up of: (a) two members designated by the government of
Ethiopia; (b) three members designated by the CGIAR; (c¢) eight
members at large elected by the Board, at least four of whom are
required to be African nationals; and the Director General gx
officio (Table 3.1). The Board's rules state that the number of
trustees may be adjusted from time to time, but is not to exceed
17. These rules further specify that any changes in composition
shall be in accordance with the ratios described in (b) and (c)
above. The intent is that approximately half of the Board
members be African nationals. The Memorandum of Agreement called
for a Board of 12 members, but the size was expanded to the
present 14 in 1983, While ILCA may wish to increase the size of
the Board at a future date, we judge 14 to be an appropriate
number for the time being.

A senior administrator from the Centre, upon nomination by

the Board, acts as secretary. OQur panel concurs that the
secretary should be a senior ILCA staff member. We suggest,
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Table 3.1
ILCA BOARD OF TRUSTEES AND TIIEIR TERMS OF OFFICE

Name of Trustee & Nationality '81('82|'83|'84|'85]'86|'87|'88
African Members

Aklilu Afework Ethiopia X | X
Assefa W/Giorgis "

H. Bembello Niger

P. Chigaru Zimbabwe X| X{ X X | X
Z. Coulibaly Mali X| X{ X| X| X|X

K. David-West Nigeria X X X X X
K. Diallo Senegal X X X X

Gizaw Negussie Ethiopia X X
P. Thiongane Senegal X X
Other Countries

F. Barth Norway X X

P. Brumby New Zealand X° X% Xx° Xx° x°| x°

R. Cummings U.S.A. x| x|x
R. McDowell U.S.A. X* XM X¥ X¥ X*

K. Meyn W. Germany X X X X

B. Nestel U.K. l X X X X* X¥*| X*

D. Pratt U.K. °

A. Proﬁost France X X| X X

G. Rognoni Italy X X X

G. Sorbo Norway X X X X X X
H. Steppler Canada X|] X| X

A. Thorne U.K. X| X

J. Tyc Switzerland X| X| X} X X | X

* Chairman of the Board

-}

Director General/Ex-Officioc Board Member

- 14 -




however, that the terms of reference of the secretary be
specified and that the nomination and appointment process be
clarified and made a matter of record. While the duties and
responsibilities of the secretariat are clearly spelled out in
the Board's Rules of Procedure (Article B.1.2.3, sections 1-6)
our reading of the minutes indicates that these procedures
(making the draft record available to the chairman within 45 days
from the date of the meeting, review and amendment as necessary
by the chairman and circulation of the draft record within 60
days of the meeting) have not always been adhered to. We gtrongly
recommend that secretarial services provided to the Board be
substantially strengthened.

It would be the responsibility of the senior ILCA staff
member who is the Secretary to assure timely preparation and
distribution of all documents, This is not meant as a criticism
of the present secretary to the Board. He has been doing
"yeoman" service, but simply has too many other responsibilities
to be able to handle the secretarial duties of the Board and all
of its committees. One solution might be to distribute
secretarial duties among the staff: one for the Board and
Executive Committee; one for the Program Committee as suggested
later in this chapter; and the third for the Nominating
Committee. In addition we believe that ILCA should assign high
priority to Board business in the work plans of individuals named
to Board or committee secretary duties.

The Chairman and Vice-Chairman of the Board are elected by
majority vote for one year only. Reelection is possible. The
Board meets annually, generally in March or April, in an open
session attended by observers and then in closed session. The
Board receives reports from the Director General, selected senior
staff members and from its committees. Agenda items as agreed
upon by the Board Chair and the Director General are discussed.

Guidelines are unclear with respect to which items are
treated in open as contrasted to closed sessions. Some
observers, having come long distances to share in the open
session, have noted that a substantial portion of the Board's
business is often conducted in the closed meetings. We recognize
that such matters as election of officers, membership of
committees, salary levels of the Director General and election of
new trustees are appropriately among the items considered in
closed sessions. As a public organization, however, ILCA has a
large stake in being an open institution whose deliberations are
understood by client and support groups that are interested.
Open meetings provide a needed opportunity for Board members and
committee chairmen to report to and communicate with invited
representatives of local and international organizations, donors,
host countries and representative members of the senior staff of
the Centre. We recaommend that the Board carefully think through
the planning of its annual meeting agenda to include as much of
its deliberations in the open sessions as is feasible,
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The Board conducts much of its work through its Executive,
Program, Audit/Finance and Nominating Committees, as is described
below.

3.2 Board Committees
3.2.1 The Executive Committee. This committee is charged

with insuring the implementation of policies and decisions laid
down by the Board, reviewing materials for Board consideration
and otherwise exercising powers and performing duties delegated
by the Board. Its decisions are subject to ratification by the
Board unless specifically delegated in advance.

Members of the committee are the Chairman and Vice-Chairman
of the Board, the Director General, the Chairman of the Program
Committee, the Chairman of the Audit Committees, the Chairman of
the Nominating Committee and a member at large {(presently the
Second Vice-Chairman of the Board). The rules of procedure
specify that at least one member of the committee shall be a
Board member from the Headquarter's host country.

It has been usual practice for the Chairman of the Board of
Trustees to chair the Executive Committee, but the rules do not
specify how the chairman is elected. As the size of the
committee has been enlarged since the rules of procedure were
drawh, the rules should be brought up to date. In so doing, the
procedure for electing the chairman of the committee should be
clarified.

It is clear that the Executive-Committee is the focal point
of the work of the Board of Trustees. All Board committees are
represented in the executive group and most items on the agenda
of the meetings of the full board have received prior attention
by the Executive Committee. This means that Executive Committee
members are much better informed than are the other members of
the Board. In part, this is inevitable. It is also due to the
fact that agenda items and the relevant back up documentation
reach Board members at the last minute (often after they arrive
at the Board or committee meeting). Distribution of committee
meeting minutes is also slow. And when trustees are requested to
respond £to an issue that the Board Chair has forwarded to them by
mail, the chance exists that the letter is received after the
cut-off date. Effectively, this would exclude non-recipients
from participating in the decisions being taken, Communication
by mail to some African locations takes from three weeks tLo a
month., Recognizing this fact we consider it essential that extra
steps be taken such as duplicating key correspondance by telex or
the use of courier service. We consider it necessary to get
background materials to Board members well before they leave home
for their committee or Board meeting.

Typically the committee meets twice a year. Since one of
these occurs at the time of the Board's annual meeting, this
means that opportunities for interaction with management and
staff occur on only two occasions annually. We doubt that such
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limited direct contact is adequate and suggest that the
committee, as it plans to do this year, meet three times a year.
This might mean that the agenda for the committee session
immediately before the annual meeting could be shortened, leaving
discussion of policy issues for the meeting of the full Board.

3.2.2. Program Committee. ILCA's o0ld rules stated that
this committee should have up to four trustee members appointed
by the Board for terms of up to three years, subject to annual
renewal, plus the Director General as an gXx officio member.
Additionally, the rules stated that four non-Bocard members were
to be appointed for a term of three years by the Board. After
considerable review and discussion, in 1984 the Board decided
that only trustees should be members of the Program Committee and
that consultants would be brought in as needed., A Board member
currently serves as the committee's secretary, but we propose
that this function be performed by a member of ILCA's staff.

Section 1 (¢} of the committee's terms of reference, as
revised in March 1984 (Executive Committee minutes of March 31st)
reads as follows: "The Program Committee shall develop and
review the long-term research, ¢training and documentation
strategy of the Centre including balance and content, structure,
relations with national programs, international centers and
organizations outside of Africa.™ To carry out this portion of
the terms of reference along with its other duties the Program
Committee has a huge responsibility. In an organization such as
ILCA it is-our view that:

(1) Detailed reviews and evaluations are carried out through
an ongoing institutional process. The detailed work is done
by staff and consultants of acceptable quality to the Board.
The Board approves and monitors the process employed and
fully shares in the use of the product. It is unreasonable
to expect part-time Board members (whose primary functions
are to elect the DG and help make policy) to conduct
detailed technical, scientifiec and managerial reviews
themselves. This does not preclude visits to programs by
Board members to further familiarize themselves with the
institution's operations and people.

(2) Strategies are most effectively developed through an
interactive process in which the management and Board are
joint participants. Management using ILCA people (and
consultants if necessary) does the staff work, helps
identify and analyze key issues and brings them forward in a
structured fashion for Jjoint Board-management deliberation
and resolution. These strategies are reflected in the
planning and priority setting process.

We find that in some instances the program work of the Board
has been a source of considerable tension between management and
the trustees. We judge that much of this tension arises from
inadequate adherence to the foregoing principles. We strongly
recaommend that ILCA develop its strategies through an open,
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collegial, participatory process that jointly involves both
management and the Board. We further recommend that detailed
reviews of ILCA's programs be carried out by management using an
institutionalized process monitored by and satisfactory to the
Board. As we have noted elsewhere, key elements in ILCA's
ongoing research review and evaluation process are now being
implemented. These need to be further developed, tested and
institutionalized. Planning and review processes for non-
research components of ILCA's program are at this stage less well
developed.

3.2.3. Ihe Audit/Finance Committee. This committee
consists of three trustees appointed annually by the Board plus

the Director General, ex officio. Rules specify that the
Chairman of the Program Committee shall always be one of the
three trustee members. It meets at least once annually, usually
prior to the ordinary meeting of the Board in March or April. It
is charged with reviewing the budget; financial statements;
reports of auditors and management letters; reporting to the
Board on the budget and the financial management activities of
the Centre; and making periodic reviews of salary scales and
related provisions. Our review of the minutes suggests that this
small committee has worked diligently to discharge its
responsibilities. We note, however, that three of its members --
the Chairman, the Chairman of the Program Committee and the
Director General -- are also members of the Executive Committee.
This prompts us to suggest that ILCA consider merging the work of
the Executive 'and Finance Committees into a single
Executive/Finance Committee., The important audit function should
be retained in a separate committee on which the DG does not
serve. 1t is because the several strands of the Board's work on
planning, program and finance come together in the deliberations
of the Executive Committee that we see economies in time and
effort by combining the portfolios presently handled separately
by the Executive and Finance committees. Other aspects of
financial management, including financial planning and budgeting,
internal and external audits, the review of management letters
issued by the auditors, investment policies, mechanisms for
financial accountability and related matters are examined in
Chapter 7.

3.2.4., Nominating Committee. ILCA's three-member Nominating
Committee is a recent addition to the Board structure. Its
charge is to identify, with the assistance of the trustees,
individuals who are potential candidates for Board membership;
assesses their qualifications and prospective availability; and
nominate persons for vacancies as they occur. Recognizing that
the performance of this committee function is critical to the
long-run well-being of the Centre, ILCA is currently evolving
procedures to improve its effectiveness., A senior ILCA staff
member is now serving as secretary to the committee (ILCA's over-
burdened Head of Administration) to build up and maintain files
on individuals who might be considered for Board membership.
Minutes on deliberations are now being kept and recommendations
are being made with an eye to filling upcoming vacancies on key
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committees, Also, an expanded range of contacts is being tapped
to solicit the names of persons deemed to merit consideration for
Board membership. We applaud these moves and encourage full
implementation of the improved process.

ILCA has a special problem in selecting trustees who are
able to serve the Centre in their personal capacities, and are
thus free from undue influence from their employer, their country
or their profession, It would be unrealistic to suggest that
political, peer or employer pressure can or should be totally
avoided. But the Centre should strive to elect first class free-~
standing individuals who serve ILCA unencumbered by conflicting
loyalties. - '

The problem of adhering to the above principle is three-
fold. One, some donors pressure ILCA to place a person on the
Board, indirectly implying that their support is linked to such
an appointment. The CG system should make it clear that no
center should feel that it must yield to such pressure. Two, the
Centre may be tempted to elect a person closely identified with a
prospective donor or donors in order to establish or deepen links
to support sources., Trustees do have an important responsibility
to help secure support for the Centre. But fund raising
capability is not the first and foremost criterion. Three, good
reasons exist for electing nationals of countries in which ILCA
has substantial field programs. But such persons should not be
selected simply because ILCA has a program in their country.
Rather, we recommend that both African and non-African Board
members be chosen because, on the basis of a wide search, they
are the best qualified individuals ILCA can identify.

We note that in order to obtain the advice and counsel of
the countries where field programs exist, ILCA frequently employs
advisory committees at the country and/or zonal levels. In some
respects, national representational functions may be performed
through memberships in these bodies.

We feel that the Nominating Committee can systematize its
search for trustees by developing a set of attributes sought in
Board members: geographic area of experience, professional
skills (including those in planning, management and
administration), gender (women have a powerful role in African
agriculture), language capability, time availability, etc.
Taking into account the capabilities of existing Board members,
the package of attributes sought in a new member or members
" should be agreed upon and spelled out before the opening is
"advertised"”.

Further, to improve the effectiveness of each Board member
we make three specific suggestions:

First, we suggest that before individuals are selected to

trusteeships they be made aware that they are to serve in their
personal capacities. They should understand that their prime
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responsibility, if elected, would be to help make ILCA a more
effective institution.

Second, we suggest that ILCA enable prospective Board
members to understand fully the nature and magnitude of the
responsibilities they would assume if they become a trustee.
ILCA has made a good start in this direction in its handbook and
associated materials prepared for this purpose. In this
connection, the Centre may choose to invite individuals to a
Board meeting as observers or consultants so that all concerned
may become better acquainted with one another before election is
formally considered.

Third, we suggest that ILCA evolve a procedure for
systematically orienting new trustees to their work. Devices for
this include inviting them to attend committee sessions and in-
house reviews as observers, arranging for visits to headquarters
and field programs, coming to ILCA in advance of Board meetings
to become personally acquainted with staff members, and staging
an organized orientation session for each new class of trustees.
Responsibility for coordinating these orientation activities
could be assigned to the Secretary of the Board.

We cannot overemphasize the importance we attach to
systematizing and strengthening ILCA's trustee recruitment
process.

For the Board's further consideration, we offer one
additional suggestion. It involves expanding the committee's
responsibilities to include the nomination of individuals for the
posts of Chair and Vice-Chair of the Board. If so desired, the
committee, in consultation with the Board Chair, might also
nominate individuals for the chairmanship of committees. We
concur with the Board's current practice whereby the Board as a
whole elects the Committee chairs. We suggest, however, that the
rules need to be clarified with respect to whether the Board
Chairman appoints committee members, whether they are named by
the Executive Committee (which appears to be the current
practice) or by the full Board.

3.3 Effectiveness of the Board

Because it was felt that the work of the Board and the
relationships between the Board and management could be improved,
the QQR offered a series of suggestions and recommendations in
the area of administrative structure and Board-management
relationships. That the QQR's eleven specific recommendations
were taken seriously is reflected in the fact that they and the
accompanying discussion were reprinted in full as an annex to the
Board's rules of procedure. Yet some of the concerns addressed
by the QQR remain, making the counsel provided in 1981 of
continuing relevance today. Our analysis therefore covers some
of the same ground,

20



It is our judgment that ILCA's trustees seek responsibly to
discharge their duties as they interpret them. It is the
definition of governance (the Board's task) and of management
(the responsibility of the DG) that at times gives rise to
tension. Elements in ILCA's recent development as discussed
below may have contributed to the situation in which the Board
and management now find themselves.

When the present Director General took up his post in 1982,
ILCA was in considerable difficulty. Far-reaching
recommendations had just been made by the QQR and the TAC and
endorsed by the CGIAR. The Board adopted the recommendations and
charged the new DG with the responsibility of making and
implementing a series of important changes. To this effort the
Board pledged its full support. Decisive action was required in
several areas -- financial and general administration,
development of core research programs at headquarters, staffing
and facilities. The DG accepted the challenge and moved
expeditiously. Today, operating systems and procedures, while
constantly undergoing improvement, are established and becoming
institutionalized. ILCA is a lively, active center staffed by
many able and dedicated scientists and administrators.

During the recent period of transition and change, the full
Board continued, as was its practice, to meet only once a year.
This meant that it was impossible to discuss each executive
decision with all members of the Board. The Director General and
the Board Chair developed close working relationships, with the
Chair devoting around 90 days to ILCA affairs .each year. The
practice of the DG taking action ~- born of necessity during the
period in whieh firm, prompt decisions were required -- became
the practice. While management felt that it was acting within
the broad policy framework established by the Board, some of the
trustees came to the view that their voices were inadequately
heard. They were asked to endorse management's actions to a
greater extent than was their preference.

More recently (at the end of 1984), the outgoing Board
Chair's term as a trustee expired. The new Chair, in response to
urging by some of the trustees, sought to make the Board's
meetings more participatory. Each trustee was called upon to
speak to issues. Major Board concerns such as the timing and
bProcess of management succession (due to a combination of factors
and the personalities involved) became thorny issues.

Based upon our discussion, our panel judges that there are
many areas on which the Board and management have agreed. There
is unanimous agreement that exceptional progress has been made
since 1982 and that most of this is a product of the DG's
dedication, drive and enthusiastic leadership. Nevertheless
significant differences exist between trustees and management,
especially between the DG and the Board Chair. Understandably.
all Board members, given their desirable diversity in expertise
and experience, are not of one mind. Personality conflicts do
exist. Nevertheless, improvements in the effectiveness of Board-
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management relationships are feasible -- in no small measure
because the parties involved recognize the need and seek to make
constructive changes. We make suggestions on this at the end of
this chapter.

3.3.1. Execution of Key Board Functions. Our panel is

requested to be as specific and constructive as possible in
assessing the effectiveness of ILCA's Board. This requires that
we identify what, in our judgment, the Board's important
functions are and indicate our assessment of the effectiveness
with which these functions have been carried out during the five
years under review. For purposes of this assessment we identify
and comment on five functional areas.

(i) Selection of the Director General. The Board's most
important single function is to identify and employ the Director
General and to make reasonable provisions for management
succession. Once the DG has assumed his post it is incumbent on
the Board to monitor, appraise, advise, stimulate, support and
reward him. If deemed necessary or desirable, it is also the
Board's responsibility to replace him.

As the foregoing discussion has documented, over time this
has not been an area of strong performance by ILCA's Board. Some
choices have apparently been unfortunate or ill advised. Board
relationships with the current DG have, after an initial period
of satisfaction and enthusiasm, deteriorated. In the current
management succession exercise an effort has been made to follow
due process. But the decision to time the exercise in a manner
such that it could position the outgoing DG as a "lame duck" for
18 months is, in our judgment, seriously flawed.

(ii) Strategic Planning. The Board, in our view, is responsible.
for assuring that the Centre has a satisfactory process of
strategic planning, goal setting and priority determination.
Conversion of the results of this process into approved policy is
then an interactive process between the Board and management.
Based upon the findings of both the EPR and our panel, formal
strategic planning at ILCA in the past has been at best somewhat
unstructured, not institutionalized, and often random. However,
our review occurs at a time when major improvements in this
process are being tested. The suggestions of the EPR in this
regard are also likely to lead to improvements,

(ii1) Einancial and Legal Accountability. ILCA's finances were
in bad condition in 1981. Since then structures and procedures
have been established which have brought the important problems
in this area under control. This transformation was executed by
management with full assistance and support of the Board.
Auditing functions of the Board are conscientiously attended to.
Proper attention is given to compliance with relevant laws and
regulations. The Board reviews capital expenditure plans for all
outlays in excess of authorized limits., It annually reviews and
approves ILCA's budget. We give the Board and management high
marks in this area.
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(iv) Review and Mopitaoring. The Board has conscientiously
reviewed the results of ILCA's programs. It has related these to
the Centre's mandate and goals. Its criticism, advice and
comments are presented in written form. And the Board has
participated in making decisions with respect to major changes in
programs and resource allocation. The Board's prompt and far-
reaching response to the QQR recommendations deserves praise. We
judge,» however, that the timing and effectiveness of the Board's
review and monitoring process can be improved. What is needed is
an open, collegial, participatory process that Jjointly involves
both management and the Board.

(v) Board CGomposition and Qrganization. The Board is largely a
self-perpetuating body. Thus, the competence, dedication,
Jjudgment and accountability of those selected for trusteeships is
of paramount importance. ILCA has been and is being served by
several trustees who we feel have these attributes. The time
that key Board members have cheerfully contributed to making ILCA
the strengthened organization that it is today is extraordinary.
As already suggested, however, we believe that the Board has not
been as thorough, conscientious and reflective in selecting new
members as is required to assure the Board's effectiveness,
Again, corrective actions have been taken. A Nominating
Committee was created in 1984 to devise and implement a more
thorough search process.

Applying the above criteria we conclude that the overall
performance of the ILCA Board, particularly over the last few
years, has been less than satisfactory. The extraordinary
progress ILCA has made in a number of areas in recent years is
not mainly attributable to the work of the Board. We believe the
Board recognizes many of its shortcomings and has begun to make a
concerted effort to strengthen its composition and organization.
The fact remains, however, that Board-management relationships
have deteriorated rather than improved during the past 12 months.
Unless corrected soon, this is very likely to further jeopardize
the Board's and ILCA's overall effectiveness.

As possible steps that may be taken to improve Board-
management relationships, and increase the Board's effectiveness,
we make the following procedural suggestions and recommendations.
In doing so we recognize that some of the issues addressed are
under consideration by the Board.

(i) We suggest that in the preparation of the agendas for
Board and committee meetings (Jjointly done by management and the
Board) this process include the assignment of responsibilities
for preparing the documentation relating to each policy-related
item.

(ii) We suggest that discussion documents be prepared by
management for the Board for all important policy issues being
addressed. Where appropriate, consideration should be given to
developing such papers in an alternative-consequences framework
focusing on broad decisions on which trustee Jjudgments are
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critical. Often these are of the what-to-do type rather than the
details of how to execute. As earlier noted, these papers should
be circulated well in advance of scheduled meetings.

(iii) We suggest that the Board explore means of defining
the Chairman's duties in such a way that the time required for
him to execute his responsibilities is not excessive. In the
normal course of affairs (that 1is, excluding special
circumstances such as the selection of a new Director General),
most center Chairs discharge their duties in 45 days or less per
year, participation in off-campus CGIAR-related meetings
included. This is in line with the time put in by ILCAs current
Board Chair., Our concern is that in ILCA or any other center as
the day-to-day or week-to-week involvement of the Chair increases
beyond a certain level, there is danger that the Chair usurps
responsibilities that are properly those of the DG. One of the
most critical relationships in a center's operations is that
between the DG and the Board Chair. If both recognize that the
DG, not the Chairman, is indeed the Chief Executive, the Chair
becomes the DG's partner in enhancing the Board's ability to
carry out all of its responsibilities and in encouraging it to
support the DG in every reasonable way. Members of the Board, as
one trustee puts it, are there to support, encourage, challenge,
stimulate and help the professional whom they have picked to lead
ILCA.

(iv) We recommend that the Board systematize the process by
which it annually evaluates the performance of the DG, discusses
it with him and determines his salary. ILCA's personnel policies
call for annual performance reviews of each staff member. It is
not clear that the Board in turn systematically reviews the work
of the Director General and openly discusses findings of this
review with him, We believe that this should be done, possibly
by the Executive/Finance Committee. The same body could be
responsible for recommending to the full Board annual changes in
the Director General's salary.

(v) We recommend that the DG be invited annually to share
with the Board (or an appropriate Board committee) his views
concerning ways the Chairman's and the Board's effectiveness
could be improved. Such an exercise might become a part of the
Board!s continuing evaluation of its own performance,

(vi) We recommend that the Board review the procedures
employed and the lessons learned from its current search for and
employment of its next Director General. Much effort and thought
went into the development of the search process that was
employed. However, differences in judgments exist within and
outside the Board with respect to the appropriateness of the
timing of the current management succession exercise, Advantages
might have resulted from delaying the selection of the new DG
until after the recommendations of the EPR and EMR were
assimilated. Unless Boards make a deliberate effort to do so,
their institutional memories are at times quite short. Hence our
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view that an analysis of the current exercise be made a part of
the Board's permanent record,

(vii) We suggest that means be sought whereby the work of
the Board can be more widely shared among its members. We note
that attendance of trustees at Board and committee meetings has
generally been good. However, the tendency exists for a lion's
share of the Board's work to be done by a few willing, accessible
trustees. We hope that by exercising greater care in the
selection of trustees and devoting more attention to their
orientation, and carefully distributing assignments, the
essential work of the Board can be more uniformly distributed.
This does not require that each trustee have a committee
assignment each year. But it does suggest the re-election of a
trustee to a second three-year term should not be automatic, as
'in ILCA it is not. We agree with the Board that new trustees
should be elected to replace (at the end of his term, if he does
not resign before then) the occasional individual who is unable
or unwilling to carry his share of the work load.
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4. GOAL SETTING, PLANNING AND REVIEW PROCESS

4,1 ILCA's Mandate

The QQR suggested that ILCA's initial mandate be retained
but recommended a version that clearly emphasized ILCA's role as
a research rather than as a developmental institution. That
version reads: '

"The purpose of the Centre shall be to engage in
research and related training and documentary
activities which will assist national efforts which aim
to effect a change in the production and marketing
systems in tropical Africa south of the Sahara so as' to
increase the total yield and output of livestock and
improve the quality of life of the people in this
region."

In its 1986 strategy paper, ILCA argues that the broad scope of
the mandate's wording should be retained., It is held that the
inclusive rather than exclusive nature of the mandate enables
ILCA to take a broad approach to the role of livestock in
improving food production and the quality of life in Africa. The
emphasis on livestock is seen as a means of increasing total food
production. It is held that a more traditional and narrowly
based commodity approach emphasizing the specific problems of
meat and milk production would, among other disadvantages,
neglect the key role of livestock in animal traction,

In the Panel's view there are both advantages and :
disadvantages of having a broad mandate. As a statement showing
the raison d'etre and the overall mission of the organization,
the mandate should not be subject to frequent changes. 4 broad
mandate allows this; a narrow one does not. Yet, a broad mandate
leaves much room for interpretation., As the operational
interpretation of the mandate is provided in the Centre's
strategy statement, a broad mandate makes it imperative that the
Centre has a clear and well-justified strategy. When several
centers have overlapping missions, it may be desirable to have
more narrowly defined mandates for each. Otherwise, with broad
mandates, each center may independently interpret its own
mandate, which leads to overlaps in strategy and a need for
continuous clarification of respective responsibilities.

Narrower mandates help reduce inter-center conflict as they limit
the strategic choices available to each center.

In ILCA's case, unlike some of the crop centers in the CGIAR
system, the center's mission is not in much direct conflict with
those of other CGIAR centers. For this reason we support the
EPR's conclusion that there is no need to revise the current
mandate of ILCA,
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We recognize that this places a heavy burden on ILCA to have
a well-reasoned strategy. This task is made more difficult
because of the political environment within which ILCA operates,
which subjects the Centre to constant pressure from the African
countries (and the donors) to move its activities in a multitude
of directions.

4.2 ILCA's strategy.

ILCA's most recent articulation of its future strategy
appears in "The Next Five Years at ILCA: A Strategy Paper,"
January 1986. This document, iterations of which were reviewed
and commented upon by staff members and trustees, was prepared by
the DG. It stresses the importance of retaining the flexibility
required to explore novel ideas and approaches and to shift
resources to targets of opportunity as they are identified while
consistently focusing ILCA's research on the interactions between
livestock and crop production, The strategy outlined calls for
"further strengthening of ILCA's research capability in basic
problem solving, continuation of field research efforts in all
major ecological zones of Africa and closer linkage of national
research groups."

To implement this strategy, resource needs and their pattern
of allocation have been outlined as shown in Table 4.1.
Accordingly, the projections to 1990 imply close to doubling of
ILCA's 1985 budget and a 40 percent increase in its senior staff
years. The shifts in allocation of resources are not dramatic,
the largest being a 17 percent decrease in the relative share of
field research (from 33.8 percent of the 1985 budget to 28
percent of the projected 1990 budget) at the expense of increases
in the share of networks and headquarters research.

While we commend the ILCA Board for having persisted on the
development of a strategy paper and the DG for having produced a
thoughtful document, we believe that this initial statement is
not sufficiently tight and focused to be fully useful to ILCA as
a management tool. We see dangers in ILCA having a broad mandate
and an unfocused strategy. This will mean that ILCA's actual
operational strategy will be defined by the range of programs and
projects it implements. Year-to-year changes in programs and
projects will, therefore, imply corresponding changes in
operational strategy. While this may have been appropriate for
ILCA's formative years, we believe ILCA has now established
itself as an institution and is in a position to define a more
distinct identity for itself.

We recognize that there are no single readily available and
widely accepted paradigms in the area of ILCA's work that could
provide the conceptual/substantive justification for ILCA's
strategy. However, there are some "best bets" ILCA could use in
shaping its future activities. The current strategy paper
provides a good broad-based start ILCA can progress from in
refining its strategy. Equally important, the EPR and the TAC
priorities paper provide suggestions on the “best bets" ILCA
needs to consider.
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Table 4.1 Seniar Person Years and Budget at ILCA
} (1985 with Projections for 1990)
Senior Person Budget Percentage

Program or Years US$ million of Budget
Activity 1985 1990 1985 1990 1985 1990
Operational
Research 9.5 13.0 1.6 3.5 12.0 14,0
Field

Research 19.7 25.0 4.5 7.0 33.8 28.0
Research

Support 5.3 10.0 1.2 2.5 9.0 10.0
Networks 2.1 1.0 0.9 2+5 6.8 10,0
Res. Total 37.2 55.0 8.2 15.5 61.6 62.0
Training &

Info. 3.8 6.0 2.3 4.5 17.3 18.0
Int'l

Liaison 2.0 2.0 0.3 0.5 2.3 2.0
Board &

Mgmt. 2.5 3.0 0.5 0.8 3.8 3.0
General

Oper. 222 6.0 2.0 WA 15.0 15.0
TOTAL 13.8 17.0 5.1 9.5 38.4 38.0
Total

Opr. 51.0 72.0 13.3 25.0 100.0 100.0
Capital - - 1.2 1.5
GRAND TOTAL 51.0 72.0 14.5 26.5
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We would like to make two final points on future strategic
planning efforts at ILCA. First, to reinforce a point we made in
Chapter 3, strategies should be developed through an interactive
process, with the Board and management as the principal
participants. As strategies are a form of "grand policy," the
Board is the ultimate authority for accepting or rejecting them.
However, the chances of successful implementation of a strategy
developed solely by the Board, without adequate participation by
management, are quite low, as a Board is never in the best
position to take into account the day~to-day operational
implications of executing the strategy. Thus it is imperative to
have a good dialogue and mutual understanding between the Board
and the management in the development of Centre strategies.

Seconds and equally important, strategies cannot be
implemented successfully unless those who implement them have a
clear understanding of their rationale and are fully supportive.
If the future implementors are intimately involved in its
formulation, they are more likely to see the strategy as one they
themselves subscribe to. This will naturally enhance its chances
of successful implementation, Equally important, this will
facilitate translation of the strategy into a realistic set of
programs and projects that is consistent with the strategy.

Thus, we recommend that ILCA, in its future strategic planning
efforts, employ a process that ensures strong participation from
the principal future implementors of the strategy.

4.3 Planning and Review Process.

Good management calls for translation of the center's long-
term strategy into a set of consistent and well-justified
programs, with their associated priorities and tactics or lower-
level strategies. These are then further broken into sub-
programs and projects in accordance with the agreed tactics, with
the principle of substantive justification and across-the-board
consistency applied at each successive stage. In a perfect
world, this process would enable one to see clearly the links
between individual project activities and the overall mandate of
the Centre. In the world ILCA operates in, however, the links in
the chain between project activities and the Centre's mandate are
blurred due to the insufficiency of our present stock of
knowledge and the various pressures which pull and push the
projectss sub programs, programs and strategy in different
directions. Planning aims to establish or reestablish the chain.
Reviews, on the other hand, explore whether the links in the
chain are still there.

We offer the above analogy not in order to suggest the
obvious, but as a simplified device for understanding the
strengths and the weaknesses of ILCA's planning and review
environments,

Planning and review activities which affect ILCA's programs

and projects take place at three levels., At the CGIAR level at
least four activities impact on ILCA's work:
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- studies on CGIAR strategies and priorities;

- external program and management reviews;

- stripe reviews across centers (e.g. farming sysﬁems);
- annual program and budget reviews by the TAC.

At the Board level at least four types of activities relate
to planning and review:

- continuing Board-management efforts to interpret
ILCA's mandate and interaction with management in the
preparation of a long-term plan and strategy;

- reviews of programs conducted by the Program Committe;
- annual program and budget reviews;
- continuing policy guidance to management on programs.

Finally, at the staff level the planning and reviews
activities include mainly the following:

- Biannual meeting of leaders of African livestock research
and development, held at ILCA;

- annual Team Leaders Conference;
- the annual program and budget exercise;
- periodic reports prepared by consultants;

- feedback received from ILCA's clients, partners, and
donors.

The long list above, which is not much different from that of
other centers, makes one wonder if ILCA is being overplanned and
over-reviewed. One could wonder when key ILCA staff find time to
implement the plans they seem to be constantly engaged in
developing. One also wonders if the influences on ILCA from
various directions implied in this list will ever allow ILCA to
establish clearly identifiable links in the hierarchical chain
mentioned above.

The fact is that ILCA has little choice other than making
these planning and review exercises as efficient, effective and
consistent as possible. Each of these serves a unique purpose:
some are necessary for ensuring ILCA's accountability to the
donors, the clients and to its Board; some are required for
efficient resource allocation within the CGIAR and within ILCA;
others are mechanisms essential for good management.

In the Panel's view, the planning/review processes noted
above could be considerably streamlined if and when ILCA develops
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a well-focused strategy. This would bring a unity of purpose and
a shared understanding to the various planning and review
exercises and better protect ILCA's programs from external
pressures, Using the earlier analogy, the location of the main
strands of the chain would be firmly established. This would
facilitate the task of adding the links necessary to relate
project activities to ILCA's mandate.

Other measures also need to be taken. We see a need for
improvement in three primary areas: in-house reviews, the budget
process, and project management., We comment on these below.

4,3.1. Internal Program Review. As a component of its
program review process, ILCA annually holds what has been known
internally as its Team Leaders!' Conference. While the
effectiveness of this conference is improving, many ILCA staff
members regard this meeting as an inadequate substitute for a
genuine in-house program review. What is sought is a setting in
which:

~ Program components (research projects, broad areas such as
training and information services, field programs, and
networks) are presented in terms of progress (or lack of
same) toward specific objectives, issues that are involved,
and future plans.

- Constructive criticism and comment takes pléce.

- A sense of where the pieces fit into the whole of ILCA's
program is communicated.

- A strategic look at the future is developed and jointly
considered.

It is our perception that these annual sessions are hurried,
and are not structured so as to encourage constructive questions
and comments from one's peers. Many staff members would like the
review to be more forward looking to give them a better sense of
where ILCA is going and where their work fits within the larger
picture. Some were concerned that the presence of trustees
(Program Committee members) had at times caused the Team Leaders!
Meeting to take on the tone of an inquisition, thus stifling
discussion,

While we recognize the difficulties involved, we believe
that ILCA needs to intensify its efforts to make the conference a
serious annual in-house review, holding it at a time that is
appropriate to feed its findings into the yearly program-budget
planning exercise, We feel that the format and content of this
in-house review should be improved to broaden participation,
elicit constructive criticism and make a greater contribution to
forward planning. We also hold that participation as observers
of at least some of the Board members should be encouraged, We
view such participation as a means of enhancing the Board's
acquaintance with staff members and increasing their
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understanding of policy-level issues with which they must deal.
This is also a perfect opportunity for orienting new Board
members to the work of the Centre.

We would advise ILCA to examine the internal program
planning and review processes used at other centers. A system
similar to CIP's Annual Planning Conferences, for example, could
be adopted by simply extending the Team Leaders' Conference by a
few days to focus on a specific program issue with the
participation of some Board members and leading experts from
around the world. Or the adoption of a program planning exercise
similar to the one currently initiated by IITA could allow ILCA
to examine in-depth its priorities in each major program area
with the counsel of advisory panels from within and outside the
CGIAR.

In conclusion, we strongly recommend that ILCA make its
annual in-house review an important stock-taking, communication,
staff development, and forward planning exercise.

4.3.2. Program budgeting. At present, ILCA alloczates
its funds to cost centers which for the most part are program,
administrative and support units. This is done on a judgment
basis. Considerable reliance is placed on the preceding year's
allocations., Initiatives judged to be highly promising receive
increased support. Resources permitting, new projects thought to
have a high potential are given initial funding. To date,
relatively few activities have been totally discontinued.

The newly introduced research planning system (described in
Chapter 6) presents an opportunity to ILCA to move towards
program-based budgeting. This would allow ILCA to better link
program planning with budgeting and help decentralize budget
responsibilities to staff who manage programs. Our suggestions
for introducing this system are detailed in Chapter 7.

4.,3.3. Project management. As many of ILCA's projects are
inter-disciplinary and thus cut across several departments, a

matrix management system may be conducive to effective management
of projects. We see this not as an immediate shift, but one that
should be considered after the other suggesticns made above are
implemented.
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5. HUMAN RESOURCE MANAGEMENT
5.1 Introduction

The content of this chapter is substantively based on a
detailed study conducted in 1986, at the request of the CGIAR
Secretariat, by consultant Paramjit Sachdeva as background to the
EMR. Because the consultant focused his efforts on personnel
activities and staff interviews at headquarters, we address
issues identified in the field operations in somewhat greater
detail than was possible in his report.

Marked improvements have been made in the last few years in
virtually all areas involving personnel. This is an ongoing
process. At present a conscientious effort is being made by ILCA
to clarify and systematize personnel policies and managerial
procedures. A new personnel manual, under preparation for the
past two years, is nearing completion. This manual will
consolidate in one document an updated set of policies and
guidelines for both international and local staff. Due to
differences in circumstances which exist between headquarters and
off-campus locations, it will be necessary to produce a separate
section in the manual covering field personnel.

Generally, we were much impressed with the dedication,
motivation and energy of both international and local staff.
Staff of all levels are almost compulsive in their work habits.
In fact, one wonders when several of ILCA's heavily burdened

scientists and administrators find time to reflect on and plan
their work. :

Many of ILCA's key posts are occupied by able individuals.
By both objective and subjective measures, the overall quality of
staff has improved substantially since 1982. But quality remains
uneven. In part, this is due to the breadth of ILCA's activities
relative to available resources. The only way that some of these
activities can be sustained, given existing financial
constraints, is to conduct them with quite junior people. This
in turn places heavy guidance and training demands on the more
experienced senior scientists and administrators.

Morale is generally good. Understandably both internaticnal
and local staff are concerned with uncertainties generated by and
associated with the important matter of management succession,
This fact notwithstanding, most find satisfaction in their work.
Professional staff are well paid. ILCA's salary-fringe benefit
package is a good one and is fully competitive in the
international market. ILCA has not succeeded in hiring all of
the senior scientists it has sought to employ. Generally
however, the salary and benefits offered are not the determining
factor.

Within Ethiopia ILCA is a preferred employer for local
staff, Conditions of services, with a few exceptions, are
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satisfactory and, to our view, salaries, wages and fringe
benefits are at satisfactory levels for this manpower market.
With minor exceptions noted later, this generalization also
appears to hold in field locations.

We conclude that in most areas ILCA has an improving human
resource base for carrying out its mandate. In this chapter we
examine ways in which the development and management of ILCA's
most important resource, its staff, can be further improved.

5.2 Profiles of Staff by Categories

ILCA has three broad categories of staff: international,
local professional and support. A tabulation of staff numbers by
categories and posting, 1982 and 1986 is shown in Table 5.1, &
brief profile of each of these follows.

5.2.1 International Staff. ILCA has 83 professional staff
(international and local, excluding the DG), up from 68 in 1982,

an increase of 22%. During the four years 1982-86, international
staff increased from 49 to 59 (up 20%), while local professional
staff increased from 19 to 24 (up 26%). As a percentage of total
employees in ILCA, international staff (IS) was 12% in 1982; it
fell marginally to 10% in December 1985. Despite their small
numbers, the annual global cost of IS is about $4.0 million, or
roughly half of all personnel costs. Basic salaries for IS,
excluding allowances, totalled $2.1 million in December 1985. 1In
addition, in 1985 ILCA spent $0.7 million for consultants at
headquarters, up substantially from $0.2 million in 1981 for the
Center as a whole. . _

During the last four years, 39 IS were hired and 29 left
ILCA. The turnover rate peaked at 24% in 1982 (half was
reportedly involuntary), but declined to 9% in 1985. Thirty five
international staff (59%) have service of less than four years.
Sixteen staff (27%) have served 5-8 years, and only 8 staff have
served 9 years or more. The average tenure of presently employed
IS is 3.7 years, compared with an average 4.6 years for local
professionals. -

Forty-one (70%) of all IS are trained in seven
specializations. Most specialists in animal nutrition, agronomy,
veterinary science, computers/programming, and animal science are
relatively recent hires, with tenure less than four years. Most
ecologists and economists have served ILCA longer than other
specialists.

In terms of nationalities, professionals on ILCA staff
(December 1985) represented 27 nations from five continents. Of
the 59 international staff, thirty-eight (64%) were citizens of
the US, UK or other European countries, eleven (19%) were
Africans, and five (9%) Asians. In the last three years, the
number of Britons increased from 12 to 17, Americans from 2 to 5,
and Africans from 8 to 11. During the same period, the number of
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French decreased from 6 to 3, but other European staff remained
at about 13, There were 5 Australians/New Zealanders.

As for qualifications, the number of Ph.D.'s went up in
1982-86, from 19 to 30; M.Sc's increased from 9 to 15. Ph.D's
and M.Sc's now constitute 52% and 26%, respectively, of
international staff, up from 40 and 19 percent respectively in
1982. Two-thirds of the Ph.D's were hired in the last four
years, as were two-thirds of the M.Se¢'s. Only 5 of the 11 B.Se!'s
in the international staff, and none of the diploma holders, were
hired during this period. These numbers exclude 7 post-docs, 1
post-grad, 4 research associates, and 1 pre-doc working in ILCA
on a temporary basis, most of whom were hired in the last 2
years. :

Ph.D's and M.Sc's are primarily in research and technical-
departments, and B.Se's are in programming, editing, translation,
and engineering. One diploma holder is in accounts, the other is
a pilot. Job categories and titles have changed little since
1982, As many as 31 job titles have been in use at one time or
another, The 57 international staff presently occupy 21 job
categories/titles, including 2 titles with 2 staff members each,
and 12 titles with a single staff member each (Table 5.2).

Inter-Center salary comparisons by IIE show that the average
basic salary of international staff in ILCA is the second lowest
among the six "mature" centers, roughly 8% lower than the mean
(1984 data). The average salary in ILCA has, however, increased
15% since 1982. These salary figures do not take account of
inflation or of different skill/experience profiles of staff in
1982 and 1985.

For the 22 IS who have been with ILCA since 1980 or earlier,
the salaries increased, on average, 22 % over the last few years;
the average global cost increased by 23%. The three HQ
administrative staff in this list gained, on average, 26%, the 12
HQ scientific staff gained 23%, and the 7 field program
scientists 20%.

5.2.2. Local Professjonal Staff. The 24 local professionals
(LPs) constitute 30% of professional staff, and 5% of local
staff. Their number has increased from 20 in 1982, with 6
additions made in Ethiopia (the duty station for roughly two-
thirds of the local professionals). The number of employees in
Kenya and Mali (Niono and Bamako) are small and stable, but have
fallen in Nigeria (Kaduna and Ibadan)., The average tenure of
local professionals presently at ILCA is 4.6 years. Local
professionals are evenly distributed in scientific, technical and
administrative departments (Table 5.3)

Only 2 local professionals are Ph.,D's, but 11 (46%) are
M.Se's. B.Sc's have decreased from 9 in 1982 to 6 in 1986.
There are 5 diploma holders, compared with none 4 years ago. The
majority (63%) of local professional staff are in the lowest
salary grade,
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TABLE 5.2 INTERNATIONAL STAFF: JOB CATEGORIES/TITLES

CATEGORY/TITLE i/ 1982 1983 1984 1985 1986
Administrator 1 1 1 1 1
Agronomist 6 6 6 7 8
Animal Nutritionists 4 6 5 5 3
Assistant Scientists 7 8 7 7 9
Assistant Editor 1 1 1 1 -
Biometrieian 1 1 1 1 1
Chartered Accountant 1 - - - -
Civil Engineer 1 1 1 - -~
Dairy Technologist - - - 1 1
Ecologist 4 4 4 4 5
Economist 6 5 4 6 7
Editor - 1 1 2 2
Finance Officer 1 - - - -
Financial Controller - 1 1 1 1
Geneticists 1 1 1 1 1
General Services Officer - - 1 1 -
Internal Auditor 1 - - - -
Librarian 1 - - -
Maintenance Engineer 1 1 1
Personnel Officer 1 - -

Photo Interpretor 1 1 1 - -
Pilot 1 1 1 1 1
Programmer 1 1 3 4 4
Range Mgt. Expert - - 1 1 1
Social Scientist - - 1 1 1
Science Writer - - 1 1 2
Sociologist 1 1 1 1 -
Soil Scientist - - 1 1 1
Translator/Editor 1 1 1 1 1
Veterinarian 4 1 2 3 5
Warden 1 1 1 1 1
Total 48 44 49 54 57

Note: 1/ As of Jan. 1 of each year. Excluding DG.
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TABLE 5.3 LOCAL PROFESSIONAL STAFF: JOB CATEGORIES/TITLES

CATEGORY/TITLE 19821/ | 1983 1984 1985 1986
Administrator 2 2 3 3 3
Agronomists 3 1 1 2 2
Animal Nutritionists 1 1 - - -
Animal Scientists 4 3 4 4 3
Budget Officer - 1 1 1 1
Biological Data Assistant - - - 1 1
Chief Accountant 1 2 1 2 2
Dairy Technology Officer - 1 1 1 -
Ecologist - 1 2 3 3
Economist 1 2 2 2 2
Extension Specialist 1 - - - -
Experimental Supervisor - 1 - - -
Liaison Service Officer - - - - 1
Personnel QOfficer - - - 1 1
Programmer 1 - - - -
Pilot - - 1 1 1
National Liaison Officer - 1 1 1 1
Range Scientist 1 1 - - -
Sociologist 2 3 3 3 3
Veterinarian 2 2. 2 2 -

Total 19 22 22 27 24

Note: 1/ As of Jan. 1 of each year.

A salary survey conducted by an outside consultant in 1984
found that ILCA salaries and benefits for local staff were very
competitive in Ethiopias, and almost so in other locations. To
make them more competitive in the respective labor markets, ILCA
raised salaries in Mali, and allowances in Kenya and Nigeria. A
new salary survey is now being undertaken by an external
consulting firm.

5.2.3 Support Staff. ILCA employs 514 support staff, 343
in Ethiopia and 171 in other locations. All are locally
recruited. The ratio of support to professional staff has
increased from 5.1 in 1982 to 6.3 in 1986. At headquarters it
increased from 4,1% to 6.4% over the same period. There are 107
women and 24 bilingual staff in Addis Ababa. In 1985, global
cost for HQ support staff was $2.33 million, of which $0.55
million (24%) was for supervisory staff. Headquarters' support
staff has increased by 123% since 1982, from 154 to 343,
presumably because of increases in work load and range of
activities undertaken., Field staff has gone down by 13%, from
193 in 1983 to 171 in 1985, The largest reduction (30%) was in
Mali, from 93 to 64, These figures exclude temporary staff,
averaging 60 persons (not person-years) at HQ in 1983-85, and
casual workers on weekly wages. In 1983-84 turnover averaged 8%
in HQ and 5.5% in the field.
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Of the 343 support staff in headquarters for which data is
availables, roughly one-third were hired in the last 2 years, and
60% in the last 4 years. The 76 (22%) staff in supervisory
grades have served an average 6.5 years, 2 years more than the
overall average. Two-thirds of these have been in ILCA 5 years or
more, compared with one third of staff in lower grades; 15% of
headquarters support staff have served 8 years or more.

5.3 Assessment of Personnel Activities: Professiopal Staff

Personnel management has improved considerably since 1981-
82. In contrast with the observations of the QQR, staff
generally consider ILCA's leadership style more open,
straightforward, and humane, and have greater confidence in the
way personnel matters are handled. Policies and procedures are
better understood, and are generally followed. However, there
are some areas which need greater consistency in the application
of personnel policy, without sacrificing management flexibility
in exceptional circumstances,

5.3.1 BRecruitment. Professional staff receive an initial
two-year contract, with one year probation. Employment can be
renewed annually if performance 1s good and ILCA's need
continues. Recruitment procedures that require advertisement in
international journals and institutions have generally been
followed. ILCA's senior staff also use their personal and
professional contacts to identify suitable candidates. In some
cases promising candidates were first hired for a trial period as
consultants. Since 1984, the hiring of temporary staff (post-
docs, post-grads, research associates, visiting scientists) has
strengthened ILCA's regular staff and has provided a pool of
candidates whose on~the-job performance could be assessed before
regular employment was considered. Board members and management
are satisfied that scientific competence, past training, and
suitability for the post have been the basis for selecting
people. Because of improvements in ILCA's image and performance
there have been fewer difficulties in finding and keeping the
staff needed. :

As a result, ILCA's scientific base is much stronger now
than it was in the 1970's. The quality of new recruits is
considered good, many more Ph.,D's have been hired since 1982, and
most low performers have reportedly left ILCA, many
involuntarily. However, according to some Board members and
staff, a few lightwelights remain, and should be encouraged to
leave.

Geographic balance and linguistic capabilities of staff
continue to be difficult issues. The fact that ILCA needs to
hire more French speakers and Africans is easier to say than it
is to accomplish. Nevertheless, this should continue to be a
recruitment priority.

Insufficient housing has been mentioned as a constraint to
recruitment to Addis; out of 51 dwellings occupied by staff, 27
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are rented. ILCA has used its own hostels (with 43 units and 14
under construction) to avoid placing people in hotels. After
inquiry we do not find the housing situation any more severe than
that encountered by many African institutions. However, because
there is no private rental market, incoming staff are entirely
dependent on the organization for housing and it becomes
important for morale that a fair and open system of allocation is
adhered to. (Whether ILCA should rent or construct its own
housing is a different issue and is not addressed here.) The
relatively high standard of accomodation at headquarters is not
shared in all field units; the staff in Mali have relatively good
facilities, but the Nigerian teams are disadvantaged.

5.3.2 Performance Evaluation. Performance of professional

staff is formally evaluated every 12 months, at least 3 months
before expiry of their contract (generally in December). The
following 5-step procedure is used: (i) the staff member
evaluates his(her) own performance during the previous 12 months,
ocutlines a proposed work plan for the next 12 months, and
indicates the major problems faced in improving his performance
and productivity; (ii) this self-assessment is discussed with the
immediate supervisor, who writes his comments on the employee's
quantity and quality of output, initiative, supervision needs,
work relationships, strengths and weaknesses, and workplan; (iii)
the employee's department head/team leader reviews this, and
writes his own comments, including suggestions for training,
promotion, job reassignment, and performance counselling; (iv)
the employee acknowledges in writing that he has read these
comments and discussed them with his supervisor; and (v) the
report is forwarded through the Personnel Section to the DG, who
discusses each report with the concerned department head/team
leader, and writes his own comments, including decisions on
upgrading, salary increments, etc., The completed forms are then
sent to the Personnel Section for follow-up action.

The DG uses these annual performance reports for updating
ILCA's index-point system used in setting the salaries of staff.
This index 1is comprised of four factors: qualifications,
experience, responsibility, and merit, each of which is given
points in accordance with pre-established guidelines. Every year
index points are plotted against annual basic salaries, and the
resulting regression line for international staff is used as a
management tool for salary comparisons at the time of hiring,
upgrading, and reassignment. ILCA expects individual salaries to
be within £ 10% of the regression line, but this guideline is
flexible; exceptions can be justified by unusual internal or
external circumstances.

ILCA's formal performance evaluation procedure is basically
sound. It can be used both for assessing past performance and
for planning for the future. Self-assessment, discussion with
the immediate supervisor, and the opportunity to record
dissenting views provide the employee with a fair chance of
presenting his case. The reviewing officer provides an
independent judgment, mediates disagreements between the employee
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and the supervisor, and recommends personnel action to the DG,
Final decisions are taken by the DG after face-to-face
discussions with the department head/team leader. All
professional staff are evaluated at the same time so that
individual and inter-departmental comparisons are possible.

A perusal of the completed evaluation forms shows that the
exercise is taken seriously, but encounters delays in processing,
in part due to competing pressures at that time of the year from
the annual report and the program and budget cycle. Interview
data indicates that the appraisal mechanism could be used more
effectively for planning and control purposes. Some staff feel
that formal appraisal reports are not the most important input in
personnel (especially salary) decisions and that the department
heads and the DG have too much discretion in granting increments
and promotions.

The performance evaluation form requires each professional
staff member to specify his work plan and output targets for the
coming twelve months; and these are the basis for subsequent
assessment by the employee and his supervisor. However,
qualitative judgments are inherently subjective, and could be
made more accurate by a greater use of peer~review, especially
for scientists whose research 1is expected to have an
international audience. In addition, evaluation of factors such
as experience, qualifications, and responsibility could conform
more closely with existing guidelines. For example, merit points
apparently remained unchanged between December 1983-85; and tend
to fall within a narrow range of 18 to 24 points. Although some
managerial judgment and discretion is necessary for assigning
points, the management should strive for achieving greater
consistency in assessing responsibility and qualifications.

5.3.3. Salary Administration. In general, ILCA's salaries
are competitive with some of the best employers in relevant labor

markets. Inter-center comparisons by IIE show that ILCA's
salaries are a little below average, but its benefits are as good
as the others'. Comparisons with organizations such as the World
Bank, USAID, UN/FAO, ODA, GTZ etc. are also done by IIE but are
less conclusive because common bench mark positions have not been
established, and benefits, allowances, and employment conditions
are not compared systematically. ILCA is considering hiring an
international consulting firm with a regional office in Kenya to
conduct a salary and benefits survey especially geared to the
Centre's needs.

As for internal wage parity and equity, IIE found in 1983
that the four factors (employees' education, experience, age and
responsibility) considered in its inter-CGIAR Center survey
accounted for 66% of the variance in ILCA's salaries. This
figure was the highest for any center.

The overall salary situation in ILCA is good., The average

salary increase for 1983-85 was 14.8%. This includes both scale
and merit increases, and conforms with Board guidelines of 7% per
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year for 1983-85. The average salary increases for HQ research
staff, field research staff, and HQ administrative staff were
roughly equal, but these averages sometimes mask important
individual differences. From our analysis we conclude that the
level of salaries and benefits provided for professional staff
members is generally in line with the manpower markets in which
ILCA operates. '

Some ILCA positions are associated with extremely difficult
living conditions, These vary from site to site. They may
include absence of schooling for children, lack of telephones or
even electricity, periods when water must be hauled for long
distances to meet domestic needs, heightened disease risks,
heightened security problems, travel restrictions, and so forth.
Present salary levels, despite the availability of a hardship
allowance, do not appear to reflect these locational differences
fully. There have been a number of occasions when ILCA was
unable to fill key senior and field positions by advertisement,
which indicates that the balance between work demands and
incentives is less favorable than one might assume if components
are compared individually, An example would be the salaries paid
to post-doctoral field staff, who may carry a full professional
load equivalent to that of a long-term member of staff, To some
extent, ILCA's liberal use of consultancies to fill in for
missing staff has disguised this situation in the past.

The area requiring most attention in salary administration
concerns the strengthening of the linkage between performance and
rewards. The regression line system used by ILCA is a useful
tool for overall salary administration, but it has drawbacks if
it is relied on heavily in promotion and salary increase
decisions. In our view, past year's performance should be the
primary determinant of salary increments, The total index score
of each individual, as well as the location of this score around
the regression line, should continue to be used for overall
comparisons across the Centre, but salary increment and promotion
decisions should be based more on the merit component of the
index. To strengthen the linkage between performance and rewards
we make two further suggestions. First, instead of the DG
assigning merit points to each individual, the immediate
supervisor and department head/team leader, who have more direct
knowledge of the employee's day-to-day performance, should
provide an overall quantitative merit rating in the annual
appraisal report. However, steps should be taken to prevent
inconsistent use of this authority by the supervisors as this can
easily become a purely subjective exercise. Second, when
determining step increments, grade changes and promotions,
outstanding performance should be recognized and rewarded
independently of changes in market value and regression line
averages.

A final point on salary administration concerns the timing
of salary adjustments. We feel that there would be a number of
advantages to having a uniform date for calculating increments,
cost=-of=-living adjustments, etc. for the whole institution. We
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accept the argument made to us that because of the tendency of
international staff to come and leave during the summer, this
should come at mid-year or thereabouts. Adoption of the practice
(widely followed in other IARCs) would make it much clearer to
individuals what benefits are due them.

5.3.4 Interpnal Meobilitvy. In a few cases, transfers have
allegedly enabled staff to continue in ILCA despite poor
performance or cuts in programs/budgets. There are also some who
believe that some staff have received out-of-line or unduly quick
promotions., Neither of these charges can be fully substantiated,
in part because there are no formal guidelines, standards, or
procedures against which such managerial decisions could be
assessed.

As ILCA's program strategy and priorities evolve in the
future, transfers within central departments, and between HQ and
country programs, may become increasingly necessary. More and
quicker promotions could be needed as the Center grows in size
and complexity, creates more supervisory positions, decentralizes
decision-making to lower levels, and begins to undertake staff
training and career development. As staff numbers and tenure
increase, there could be increased pressure to reward employees
not just in monetary terms (with step increments and salary
vpgrading), but also with the increased responsibility., status,
and authority that accompany promotion. Hence, we suggest that
ILCA begin developing policies and procedures for internal
mobility, linking them with training, career development, and
objectively conducted performance evaluation. The review of the
Draft Personnel Manual, recently completed by an outside
consultant, provides a good opportunity for doing this.

5.3.5 Qther Issues. A few other issues emerged from our
review of the personnel management matters of professional staff.
We briefly comment on these below.

First, there is the thorny issue of longer-run career
prospects for certain categories of ILCA staff: notably the
national professionals and the post-docs who have joined ILCA in
increasing numbers in recent years. Here the situation
negotiated by ILCA for its Mali staff provides a useful
precedent. ILCA's Mali professionals generally retain their
ministry appointments while on release to ILCA and are encouraged
by ILCA to continue their government pension payments privately.
If terminated, such staff return to their previous assignments
and do not face the immediate crisis which otherwise would result
in a system requiring only one month's notice of termination
(ILCA management tell us that they try to provide individuals
with at least three months® notice). For post-doctoral staff,
the problem arises because most do not yet have permanent
positions within Africa and there may arise a situation where
they try to continue as ILCA consultants if not recruited into
ILCA's international professional cadre. Indeed, the growth in
numbers of individuals present at ILCA (research associates,
post-docs, pre-docs, consultants, etc.) who are not covered in
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staff regulations and who have varying benefits constitutes a
gray area in ILCA's personnel policy which merits close
attention. Thus, the Panel sugggests that ILCA clarify its
personnel procedures for staff not covered in the personnel
manual. We understand that this is one of the subjects under
review by a consultant.

Second, in the past there have been problems concerning the
disciplinary output from positions which combine two or more
specialties under one job assignment (an issue we discuss under
field program management in Chapter 6). The economies achieved
by this means may be illusory, since such positions make
recruiting difficult and one individual rarely performs with
equal success in two or more professional fields. We suggest
that ILCA carefully examine the job profiles of staff expected to
carry out work in more than one discipline.

Third, while we were told that formal job descriptions
exist for most senior positions in ILCA, many of the senior staff
interviewed denied having received written descriptions of duties
beyond their job advertisements. Job orientation appears to have
been an informal, ad hoc process in most sections (though
sometimes carefully arranged by individual supervisors). The
current listing of specialties carried by headquarters contains
some errors (e.g. a veterinarian shown as a sociologist and so
forth). We recommend that ILCA bring to early completion the
process already begun (following the recommendations of the QQR)
to prepare written descriptions of duties of all staff, with
‘particular emphasis on staff just joining ILCA.

Finally, a number of ILCA staff mentioned the hardships
which result from the organization's reliance upon annual
contracts for its professionals following the completion of the
initial two-year contract. In theory, this might affect all ILCA
staff members. International staff face major relocation expenses
in coming to ILCA, and also cost the institution through travel
and temporary accomodation on arrival. However, the fact that
accomodation is free and the tax-free status of international
professionals when coupled with the strong disincentive to the
organization of sending someone home means that individuals at
this level are not unduly worried about their contract security.
For ILCA's national professionals, having only an annual contract
means that they are cut off in most cases from longer-term
commercial bank loans. The problem in securing a car loan is a
sore point in some field programs, We note that two-year
contracts for professional staff are widely used within Africa,
without leading to excessive job security. We therefore
recommend adoption of two-year contracts for ILCA's professional
staff, though retaining a probationary period as at present.

5.4 Assessment of Personnel Activities: Support Staff
5.4,1 Regruitment. As noted earlier, the number of HQ

support staff has more than doubled since 1982, while that of
field staff has gone down. Headquarters departments also use many
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temporary staff. Recruitment procedures for regular staff
stipulate vacancy announcements, newspaper advertisements,
selection panels, and yearly contracts with a three month
probation period. Temporaries can be hired by the
section/department heads for up to three months at a time,
without going through a recruitment panel, provided there is
budgetary clearance, the person meets the qualifications and
experience requirements, and no nepotism or other abuse is
apparent to the supervisor or Personnel Officer.

Available data indicate that advertisements specify
appropriate qualifications and experience, and reach sufficient
numbers of acceptable applicants. The required procedures are
followed. Hiring of suitable employees is not difficult and
turnover is low, presumably because ILCA's salary and benefits
are competitive, its reputation is good, and few comparable
alternatives exist locally. However, in hiring temporaries,
section heads sometimes tailor vacancy announcements to suit
known candidates so that frequent re-employment could lead to
their eventual absorption as regular staff., Although it is
understandable for supervisors to re-employ individuals already
tested on the job, there is possibility of abuse. Stricter
controls by department heads and the Personnel Section could
ensure fair and competitive recruiting.

Job security in ILCA can also be ilmproved. Employees are
informally assured that their contracts would continue unless
performance or funding shortfalls justified non-renewal. Despite
this, there is ¢considerable insecurity, especially among local
staff who have few comparable alternatives. Some supervisors
could exploit this situation by seeking submission instead of
cooperation, thus unwittingly creating an unproductive work
environment. The situation could be improved by offering longer,
possibly 2-year, contracts. Suitable safety clauses could ensure
management's right to discontinue employment under pre-specified
conditions. Thus, the Panel recommends that ILCA institute
procedures to improve the job security of support staff.

5.4,2 Performance Evaluation. Support staff are evaluated
on the anniversary of their employment, using the same form for
all categories. Supervisors rate the employees! overall ability,
job knowledge, reliability and dependability, self-motivation,
attitude toward work and ILCA, work relationships, organizational
ability, punctuality and attendance, initiative, and quality and
quantity of work. A five point scale with excellent, good,
satisfactory, weak, and unsatisfactory is prescribed, but in
practice "v. good" and "blank" are also used. The supervisor
discusses his observations with the employee (who records his own
comments), and sends the form to the section head for review.
The Personnel Section obtains the department head/director's
approval of recommendations regarding renewal of contract, salary
adjustment, upgrading, etc.

Several problems seem inherent in this system: (i) since
all support staff are not evaluated at the same time, comparisons

45



between employees (by section, department., job category, and
department group) are more difficult, and cannot be completed
before individual decisons are made; (ii) job descriptions,
performance standards, and output expectations are not clearly
stated, and differences between job categories, levels, and types
of work are not recognized; and (iii) appraisal is not used as a
planning tool. The Panel recommends that management take steps to
improve the support staff performance evaluation process as soon
as in-house professional capacity to do so is acquired.

5.4.3 Salary Administration. Our examination of data on

performance ratings and step increments reveals many apparent
inconsistencies in linking performance with rewards for all
rating categories. The data also show inconsistencies in linking
performance with rewards for the same individual over a period of
time., These apparent inconsistencies could indicate attempts by
department heads, team leaders, and the Personnel Section to
correct for a particular supervisor's general tendency toward
strictness or leniency in rating performance. This explanation,
however, is not entirely convincing.

There are probably many reasons for these apparent
inconsistencies. Some deficiencies in the performance evaluation
system were noted earlier. These could as well spill over into
salary administration. Fortunately, however, deficiencies such
as the lack of comparative data before individual decisons are
made, and ineffective mechanisms for monitoring of
section/department heads by the Personnel Section are readily
correctable. '

But other more basi