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Mr. W. David Hopper
Chairman of.the ConsultatiVve Group on
International
Agricultural
Research
The World Bank
1818 H Street, N.W.
Washington, D.C. 20433
Dear Mr. -Hopper:
I take pleasure in transmitting
to you for the consideration
of the
CGIAR the report of the first
External Management Review of IRRI.
The
report-is
relatively
brief and contains its own executive summary. Its
comprehensive recommendations constitute
an action agenda for IRRI's board
which has responded positively
and is hard at work already on the actions
needed-. There is no reason for me to summarize the many recommendations
and comments of the report insofar as IRRI is concerned.
The CG Secretariat
recommends that the Group accept the repott of the
IRRI should
external mangement review and the response of the IRRI board.
be asked to report on its implementation
of actions arising
from the review
.when it next makes a presentation
to the Group.
There are several points which have broader application,
and which the
Group may wish to note and discuss in connection with the continuing
effqrt
to improve review processes in the system.
.
1. The management and program reviews are complementary, and thanks
to the working procedures adopted by the two chairmen, there is virtually
no duplication.
2. The management review recognized the importance of IRRI "creating
and maintaining
an environment conducive to innovation
and creativity"
which is a requirement distinguishing
research centers from many other
development institutions.
This was the principal
concern of the panel in
looking at organizational
culture and informal organization,
at the roles
of management and of leadership
and at other topics which have not been
given as m&h attention
in previous external management reviews as in this
one.
3. Many of the problems cited by the panel have roots going back more
than five, even more than ten years.
(The review is perhaps the first
time
in which they have been comprehensively and systematically
related to each
other.)
These problems have not prevented IRRI from continuing
to make
On the
very important contributions
to the achievement of its objectives.

-2other hand, despite the existence of known problems over a long period of
This raises quite sharply
time, effective
remedial action was not taken.
the question of what measures or mechanisms are available
to the centers
frequent external management reviewsand the Group-- other than relatively
for stimulating
the recognition
of problems and early action to deal with
them.
4. A board committee on management, such as the IRRI board has
created, is an innovation
intended to focus board attention
on management problems at a time when there are many pressing issues to face.
It has
obvious advantages, but seems to embody s,ome risk of confusing the
responsibilities
of the board with those of center management, and of
undermining the roles of the executive and finance committees of the
Other centers may benefit from IRRI's experience with this
board.
approach, which should illustrate
its strengths and its limitations.
_&e-t me close by expressing my gratitude
to
carried
coileagues who have, with this report,
reviews within the CGPARa long step forward.
Dr* Hemmi, Dr. Swaminathan and their colleagues
in dealing with the whole process of the review,
their response.

Lowell Hardin and his
the technique of management
I am also very grateful
to
at IRRI for their openness
and the positive
nature of
Sincerely,
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16 May 1987

Farrar
Dr. Curtis
Executive
Secretary
CGIAR Secretariat
The World Bank
1818 H Street,
N.W.
Washington,
D.C. 20433
U. S. A.
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Dear Dr.

_
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.

_-

-

Farrar:

On behalf
of IRRI's
Board of Trustees,
I am pleased to
respond to the.recommendations
and conclusions
provided
in
the report
of the First
External
Management Review of IRRI.
These comments were prepared
following
discussions
with the
review panel and the Institute's
senior staff
and
We are extremely
grateful
for the highly
management.
constructive
manner in which the management study was
All of
carried
out and the depth and rigor
of the analysis.
us would like to express our deep appreciation
for the
assistance
provided
by Dr. Lowell Hardin and his colleagues,
Mr. Kanagaratnam Arichandran,
and'Dr.,
Dr. Clark W ilson,
as well as by Dr. Raul de Guzman, Chancellor
Selcuk Ozgediz,
of the University
of the Philippines
at Los Banos, who
They have provided
us
collaborated
closely
as a consultant.
with insights
and guidance of inestimable
value in steering
"the key management
our way to meet, as they express it,
how to balance the need for greater
efficiency,
challenge...
and accountability
against
the goal of
discipline,
maintaining
an environment
conducive
to innovation
and
creativity."
As is noted in the opening of the review panel's
report,
.inthe criteria
for evaluating
a center's
the last analysis,
management performance
will
be found in a center's
IRRI's
performance
over
By that standard,
accomplishments.
Yet, we recognize
the years would surely earn high marks.
and accept the central
bnderlying
conclusion
that an
even one with the stature
and reputation
of
organization,
Although
IRRI, again to
IRRI, has room for improvement.
"has a tradition
of strong research
quote from the report,
leadership,"
we would like to affirm
that the message was

2
that IRRI faces pressing
clearly
understood
and accepted,
management issues which require
serious
study and diligent
attention
by the Board, staff,
a:nd management.
I discuss
specific
recommendations
review panel in-more detail
below.

and comments made by the

1.
A major observation
was that IRRI's
Board should
give greater
attention
to elevating
management
We agree
considerations
to the level
of program matters.
and
should,
be
done
in
this
regard.
To date,
that more can,
we feel that highly
positive
cqntributions
have been made
with the formation
and-strengthening
of a Board Audit
. Committee and an internal
audit function
and by the addition
of top leadership
in finance
and budget and administration.
We concur that a member of the Board's
Program Committee
should be formally
included
as a member of the Executive
Committee.
In line with the review panel's
recommendation,
the Board has now moved further,
to form a Standing
Committee on Management.
The membership of the Management
Committee will
include
the members of the Audit and
Executive
Committees.
Arrangements
will
be made for the
participation,
as appropriate,
of other trustees
and of
adjunct
consultants.
It is our intention
that the
Management Committee will
help to significantly
increase
the
constructive
attention
given by the Board to human
resources,
finance
and budget,
and administrative
issues.
The Board also agrees that consideration
sh,ould be given in
the future
to electing
trustees
who have professional
competence in financial
management and -related
disciplines.
We have already
taken the first
step in this direction.

-

2.
The external
management review panel raised
guestions
about the content,
substance,
and relevance
of the.
current
draft
of IRRI's
strategic
planning
document.
the review process occurred
before we
Unfortunately,
completed
the strategic
planning
process.
However, we concur
fully
with the panel's
recommendation
that the draft
strategic
planning
document shou.ld be considered
an initial
input into the formulation
of IRRI's
long-term
strategy.
Although,
as noted by the panel,
the process to date has
been primarily
"bottom up *I because of our desire-to
enlist
we agree and fully
intend
broad participation
of the staff,
that the Board will
have a major input into long-term
strategy
-formulation,
determination
of priorities,
and
preparation
of the mission
statement.
We note the panel's
useful
comments on ways to strengthen
our-planning
effort,
including
extending
the time frame for the analysis.
Study
is also being done to determine
appropriate
ways to improve
the functioning
of the annual internal
program reviews,
incorporating
suggestions
to integrate
a system of periodic
disciplinary
peer. reviews to--ens,ure the continued
high
quality
of IRRI's
research
efforts.

3
The management review panel has made extremely
3.
useful
comments on ways we can strengthen
IRRI's
current
We agree with the panel's
formal organizational
structure.
statement
that "with the right
types of changes.in
governance
and in the systems of leadership
and management,
IRRI, renowned as it is, can become an even more effective
We accept the panel's
recommendation
that
institution."
IRRI devise and implement an appropriate
scheme for staffing
the organizational
structure
that emerges from the strategic
planning
process;
The panel has provided
helpful
suggestions
about
4.
the adoption
of a project
planning
and management system,
with the aim of increasing
the challenges,
responsibilities,
and accountability
of individual,
scientists.
The
recommendations
include
ways through which we can more
effectively
allocate
control
and responsibility
among
While continuing
to
programs,
projects,
and departments.
give emphasis to departmental
and program divisions,
we
propose to experiment
with further
decentralization,
to
Of central
importance
is a point
projects
within
programs.
we full&accept,
that the structure
should include
a person
at the top management level with overall
responsibility
for
It will
direction
and oversight
of major research
programs.
be essential,
as well,
to strengthen
the computerization
of
our systems for financial
and budget control.
The panel has intensified
our awareness that,
5.
given the size of the IdI
family
of nearly
3,000
_
scientists,
scholars,
and technical
and administrative
support
personnel,
major- steps are needed to strengthen
systems for human resource
management. We agree that
periodic
training
in management skills
at different
levels
is essential.
This must, indeed,
be given highest
priority
by the Board and-the-incoming
Director
General.
As was
previously
discussed,
human resource
management will
be a
central
concern of the Board's
newly-formed
Management
Committee.
More attention
will
be given to the related
issues raised,
such as job descriptions,
staff
development,
performance
evaluations,
salary
administration,
and equity
in provisions
for headquarter
and outposted
staff.
6.
We also concur with the panel's
recommendations
in
the finance
and budget area, to the effect
that IRRI should
study the implications
of dependence on restricted
funding,
reform the organization
of the accounting
department,
and
place high priority
on computerization
of financial
systems
and procedures.
The Board's Audit Committee has devoted
considerable
attention
to ways we can improve the finance
and budget operations
and strengthen
internal
auditing
controls.
Our efforts
have been hampered by the lack of
computerized
systems,
but we have initiated
action
to add
senior
staff
in this‘area
and to upgrade the capacity
of
IRRI's
computer installation.
We hope that the CGIAR can

to ensure that donors help increase
give broader
assistance,
our flexibility
by providing
more unrestricted
core budget
We. agree with the concern about the difficulties
support.
posed by excessive
dependence on funding
that constrains
the
Institute's
flexibility.
7.
As was pointed
out by the Panel, IRRI has been
operating
with very limited
staff
at the top management
Compounding the problem Iof inadequate
staffing
in
level.
mangement positions
have been thle handicaps
imposed by
We thereforeillness
and vacancies
at the Dirlector
level.
want to emphasize our agreement lwith the recommendation
that
increased
staff
and budget resou.rces
should be provided
to
conduct IRRI's
research
management, financial
control,
and
computer operations.
There are several
valuable
recommendations
in every chapter
we are analyzing
those and will
be taking
of the report:
appropriate
action
at our next mleeting in October 1987.
to the
Again, 'we would like to express our appreciation
Management Review Panel and to the CGIAR for the invaluable
dssistance
and guidance that have been provided
us in the
recently-conducted
external
management review.
You can be
assured that the comments and recommendations
have been well
received,
a.nd that we will
benef.it
greatly
from this
exercise.
'We are confident
that our collective
efforts
will
ensure the continuance
and further
strengthening
of IRRI's
distinguished
contributions
to meeting the needs of food
producers
a:nd consumers in the rice-growing
countries
of thedeveloping
lworld.
Respectfull:y

submitted,.

Kenzo Hemmi
Chairman
IRRI Board of Trustees

. eb
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12 May 1987
Dr. Curtis Farrar
Executive Secretary
CGIAR Secretariat
~
The World Bank
1818 H Street, N.W.
Washington, D.C. 20433
U. S. A.

*

Dear Dr. Farrar,
We, the members of the External Management Review (EMR)
Panel for the International
Rice Research Institute
(IRRI)
are pleased to submit the report you commissioned.
We have
tried to achieve the dual objectives
you set out for us:
a)

to as.sess the management effectiveness
of IRRI
,since the last external review and to suggest
improvements in management areas perceived to
require attention;
and

b)

to examine management Implications
of IRRI's
current thinking
on its future strategies
and
priorities.

At every turn in our work, we were assisted
by IRRT
trustees,
staff,
alumni,
clientsand donors..
Especially
helpful
to us was Dr. Raul P. de Guzman, Professor of Public
Administration
and Chancellor,
University
of the Philippines
at Los Banos. He served as a consultant
to our panel on the
general topic of IRRI's legal status and its relationships
to the people and institutions
in the Philippines.
Also, as you would-expect,
our close working relat&nships
with our colleagues
on the External
Program Review (EPR)
Panel were both complementary and productive.
Because some
readers of our report may not have a copy of their report,
we have inserted
a copy of the EPR Executive
Summary
immediately following
the conclusions and recommendations in
our report.

.
. ../ ...
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Dr. Curtis

Farrar

12 May 1987

Please permit the non-CGIAR Secretariat
members of our
team to express a special
word.of
-appreciation
to your
office
for the opportunity
to work so closely
with Selcuk
This report could not have been produced without
0zgedi.z.
him.
You entrusted
us with a challenging
assignment.
We
hope that our report will be of assistance
to IRRI, to the
CGIAR system at large and.to the people the Centers serve.
Respectfully

submitted,

Chairman, IRRI EMR
(for the Panel)

Attachment
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The kev manaaement challenae
facins
IRRI is how to balance
the need for areater
efficiency,
discipline.
and accountability
against
the coal of maintainins
an environment
conducive
to
innovation
and creativity.
Research is IRRI's
main business.
Doing good mission
oriented
research
requires
a setting
that is.conducive
to good
idea generation,
innovation,
risk-taking,
and strategic
thinking.
Such a setting
contributed
to IRRIIs
early success-.
In the IRRI
of tomorrow,
that early tradition
should be enhanced by:
providing
adequate resources
to scientists,
instituting
an
effective
project
management system that delegates
decision-making
to those closest
to problems,
fostering
a disciplinary
structure
that facilitates
collegial
interaction,
and maintaining
a
functional
support
system that serves scientists,
not itself.
The
board and management's
task is to create
and maintain
such an
environment.
IRRI needs to sharnen its vision
of its future.
The
strategic
planning
exercise
carried
out by a staff
committee
is a
good-start;
but more needs to be done.
The bottom-up
approach
taken so far needs to be complemented and reinforced-with
a topdown process that moves from macro considerations
toward the
micro.
IRRI's
future
clients,
their
needs, and the Institute's
future
environment
should be defined
more clearly.
Goals,
strategies,
and priorities
need to be spelled
out with convincing
rationale.
Some touah staffing
decisions
may have to be made.
Strategic
planning
gives IRRI an excellent
opportunity
for
Institute-wide
reform,
including
improvements
in administrative
and support
services.
IRRI's
future
organizational
structure
should follow
from its strategy,
not vice versa.
The chosen
strategy
and structure
may point to a need for a mix of talents
different
from those of the present.
This may require
some
painful
decisions,
but they should be made for the future
excellence
of the Institute.
Leadershin
is the key.
IRRI has a tradition
of strong
research
leadership;
a tradition
ably perpetuated
by the current
DG who has broadened IRRIIs vision
in notable
ways.
However,
strong
research
leadership
must be balanced by strong
organizational
management.
This demands clearly
defined
and
adequately
communicated
goals,
well developed
plans,
effective
feedback and control
mechanisms,
and decisive
action.
Leadership
and management skills
should be strengthened
throughout
the
Institute-,
not just at the.top
layer.
IRFU needs to strengthen
its nrooram flexibility.
More than
half of IRRI's
funds have some conditions
attached
to them.
This
may threaten
IRRI's
future
flexibility.
The current
set of
special
project
and restricted
core activities
may not complement

.

ii
IRRIfs
core program
upstream research.

under

a new strategic

direction,

such as

IRRI needs to maintain
its strons
external
orientation.
IRFU's partnerships
with the University
of the Philippines
at Los
Banos, the national
research
systems,
and a growing number of
donors are among its greatest
assets.
Management must nurture
and
sustain
them while strengthening
linkages
with upstream research
institutions
and continuing
IRRI's
solid public
relations
efforts.
People are IRRI's
sreatest
ass&...
This cliche
is especially
true at IRRI, where there are many world-class
scientists
and a
highly
qualified
local
staff
in both research
and administration,
Many are dedicated
and hard-working.
But there are opportunities
for improved productivity.
When mediocrity
gets in the way of
excellence,
the Institute
must find ways to raise
staff
quality.
But manv staff
members are not nronerlv
nurtured,
developed.
and motivated.
Part of the fault
lies
in XRRX's
personnel
management system and part lies in the way supervisors
manage people.
Job description
and classification,
selection,
trainin-g,
salary
administration,
performance
planning
and
evaiuation,
and termination
procedures
are either
outdated
or are
not implemented
vigorously.
The current
DG's-policies
to upgrade
the status
and professional
growth opportunities
for junior
researchers
should be continued.
e

.

.

Information
manasement also needs attention.
Timely,
relevant
information
is the life
blood of science,
finance,
and
administration.
IRRI's
scientific
data bases and management
information
systems need to be updated and developed.
An early
reorganization
of the Computer Center to give scientists
and
administrators
the support
they need is essential.
IRRI should strive
to set hither
value for its monev.
Donor
funds are more scarce now than ever before;
pressure
is mounting
for greater
efficiency.
Some improvements
in financial
systems
and procedures
have been made in the last six years,
but more work
needs to be done. _ Better
controls
are necessary
to improve
discipline
in finance
and administration
and to strengthen
accountability.
Administrative
anti financial
operations
need
further
reorganization.
These manasement challenaes
reouire
that IRRI's
board aive
them- hisher
nrioritv.
Closer monitoring
of progress
in management
is called
for.
Some reorganization
of the board's
structure
may
be necessary.
Trustees
with professional
management expertise
should be recruited.
These are our main conclusions.
recommendations
and many more specific
of the recommendations
high priority.

In our report
we make 10
suggestions.
We consider
They are listed
first.

3

iii
We ptroncrlv

recommend that:

- IRRI consider
the draft
report
of the Strategic
Planning
Committee only as initial
input to the
formulation
of its long-term
strategy.
- IRRI's
par with

board elevate
management
program matters.

- the board and incoming director
and close attention
to reforming
management function.
In addition,

we recommend that

considerations

to

a

general
give earlyIRRI's
human resource

:

- IRRI consider
the adoption
of
a project
planning
and management system with the aim of increasing
the
challenges,
responsibilities,
and accountability
of
individual
scientists.
- IRRI devise and implement a fair
and equitable
scheme for staffing
the organizational
structure
emerges from the strategic
planning
process.

-

that

- IRRI:
- study the implications
of its heavy dependence
on restricted
funding
(restricted
core plus
special
projects)
on future
program flexibility,
- reform the organization
and staffing
of the
Accounting
Department
to enable it to carry out
future
responsibilities
efficiently,
and
- place high
formalization
procedures.

priority
on computerization
of
financial
systems and
_ -

and the
-

_

- IRRI give high priority
to bringing
a new computer
center manager on board and, with his/her
help, move
with dispatch
toward effective
computerization
of
administration
and research
operations.

I

- IRRI help staff
at all levels
understand
clearly
what the Institute
administrative
and how they are to be implemented.
- IRRI review its short-term
planning
of
its strategic
processes
in the light
medium-term
program and budget review
initiated
at the system level.

more
policies

are

and review
plan and the
mechanisms

.

_

iV

- personnel
policies
concerning
outposted
scientists
be brought more closely
into line with those that
apply to headquarters-based
staff.

ExECuTIvEsuWlAKYf

IRRI entered its second quarter century with a distinguished
record.
Its contributions
to rice production
in Asia have been outstanding.
Now, as with all mature institutions,
it faoes change, not just in a program
sense, but also in the way it approaches new challenges and demands. As a
mature institution,
it may face some c-n
problems of aging:
the threat of
blurred or impaired vision , a slower pace and a more conservative
manner. The
Panel was asked to assess IRRI's capacity to achieve its vision for the future
that will meet the needs of rice-growing
countries.Those needs include a
--continued snd steady increase in rice supplies without sacrificing
the
sustainability
of the production
system.
The question today is, will IlZU's
vision for the future and the strategies
that it adopts result in new
knowledge to help meet the needs of rice-growing
countries?
A siaapary of the
major concerns perceived by the Panel and relevant working principles
&e
given below.

IIN's
early priority
was to increase the production of
Its primary strategy to achieve this was to increase
irrigated
tropical
rice.
yield potential
through breeding high-yielding,
nitrogen-responsive
varieties.
Because of this success,
Both the priority
and the strategy were successful.
demands on the Center have increased greatly,
and IRRI has tried to respond.
Today Il3RI must choose more carefully
what it will do. A comnittee of IRE1
This docent
does-not
has prepared a draft Strategic
Planning Report.
containa
clear set of priorities
or the strategies
to achieve them.

Wo*ingPrincit:
--IRRI should develop a realistic
and flexible
plan in close
In doing this, IRRI
consultation
with the national
progrsms.
muat remember it cannot do everything
nor work everywhere.
2. Equity,

-. Sustainability
---..-

Production,

TAC and the CCIAR have stressed the need to increase
productivity
without compromising the important goals of equity and
sustainability.
Attempting tobalance
these goals places a heavy burden on a
As a singlecumnodity
institute,
IFUS canmakeonly
a partial
center.
Thegoals
are
socomplexsndfar-reaching
that
contribution
to these goals.
they will require major contributions
from many institutions
involved -in
education,
policy,
developnt
and research.
--------------------------

*
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First

aci 1 i tate
of

External

the

easy

reference,
a copy of the Executive
been included
in the
Report
of
the
Management
Review of IRRI.
EPR

har

vi

Work&Principlea:
..~.."-"l.l
I.

._B.

IRRX should not be expected to shoot at.every goal.
Its
comparative advantage lies in research to improve rice
and it is here that IF321 should
production and stability,
concentrate
its efforts.
3. Size
..,,.,
^,,.._,,....
I . Focus
.._.
"."."
._.......

IRRI made some of its greatest contributions
when it was
Some people say IRRI is too large - both in size and
younger and smaller.
program boundaries - -others say it just needs better focus and mm%ement.
IRRI's success-es brought increased demimds rind a belief
that the Institute
The expansion of IRRI's programs into areas where
could do almost everything.
it has little
comparative advantage endangers the quality
and rigour of its
science.
Working

Principles:
._
.

IRRI's

worldwide

responsibilities

e

rice

gemplasm

*

library

and information

.

network

coordination;

.

improving

F:

conservation

6

and enhancement;

services;

the knowledge base for

tropical

rice.

IRRI's advantage lies in Asia, where it should focus its
activities.
It should not become involved in on-site research
outside Asia except in collaboration
with other centers.
It
should limit
the scope of its research to problems that bear
directly
on productivity
and stability
of rice.
IRRI must move
upstream in research and strengthen
its disciplinary
base.

.

IRRI research is mostly conducted and managed in departments,
Departments are needed as disciplinary
homes for research and education.
Research management in IRRI needs strengthening.
Previous interdisciplinary
progm+msed
research has been successful. sometimes, but has also met with
difficulties,
partly because program leaders had little
control over perso*el
or budgets.
Backup support for outposted staff is inadequate.

To improve and strengthen
a strong

its

research,

.

retain

disciplinary

.

conduct and finance research
interdisciplinary
programs;--

.

strengthen its research
member of the directing
research programs;'

IRRI should:

structure;
through

projects,

within

management by appointing
a senior
staff,
who would administer
the

improve backup support for outposted staff by appointing
a member of.the directing
staff to administer'
international
collaboration
activities;

.

.

disband the Multiple
staff and essential
Department;

Cropping
activities

Department and place
in the Agronomy

its

.

disband the Water Management Department, and combine the
soil water hydrology component with the Soils Department;

.

develop more rigorous criteria
for choosing special
projects
to avoid the risk of diverting
the Institute
from its central
purpose..

5. Quality
Balance.
.,.,.,...."
,..,.,,......A."
_._.........,..,...,"
Continued vigilance
to ensure quality
and rigour of its
research is a major task for IRRI. _ There-can be little
doubt that this task
has never been so important as it is today, when IRRI's research boundaries
IRRI is constantly
pushed and pulled by demands from
appear to be expanding.
donors, the CGIAR, and others to become involved in a great array of
IRRI must continue to move upstream in
interesting,
but diswate,
causes.
disciplinary
research, to deal with certain complex problems more effectively.
At the same time, it must keep one foot firmly
in applied research, using a
multidisciplinary
research approach to produce component technology of value
. to national
programs.

IRRI should:
.

continue to move upstream in all aspects of its research
to keep abreast of explosive growth of relevant science;

.

act as a bridge between the
of national
programs;

"new" science

and the

needs

viii
ensure disciplinary
strength through departments that are
committed to excellence,
and use periodic peer reviews to
ensure rigour and quality;

.

increase the research effort
on rainfed lowland rice, and
give priority
to upstream and yield-sustaining
research
for irrigated
rice;
for the less favourable upland, deepwater and tidal
wetlands, emphasize research to evaluate their potential
for increased production without sacrificing
long-term
sustainability;
urient its genetic improvement program toward more basic
aspects of germplasm enhancement and devote much less
effort
to perfecting
finished varieties;
encourage on-site breleding by national
programs to
satisfy
local needs and maximize genetic diversity;
intensify
research to increase genetic yield'potential
teams involving
plant
rice, using integrated
physiologists,
geneticists
and plant breeders;
.

acquire the necessary' skills
to undertake more creative
research on durable and stable disease and insect
resistance;

.

cease its support of farming systems research, but
continue to invest in component research with a farming
systems perspective;
new technology should be evaluated
in the Asian Rice Falming Systems Network;
focus socio-economic
research-on- microeconomic
technological
change and sustainability.

aspects

6. National
..".,l...,-.-,l-.
_."."
.-.-..Capability
........ _. ..,.-. .,.- ..a.
IRRI has had a considerable
impact on the number and capability
Some national
programs are now strong, while
of rice scientists
in Asia.
IRRI's training
and collaborative
others still
require continuing
support.
to these developnents and
networks - have contributed
programs - including
This will require doing more with.... rather than f.or
must continue to evolve.
the national
systems.
Worki3g
Principles:
_.I-.^...
-* .-.-,^.^.-.-....,......
IRRI's
a

training

program sh.ould:

move upstream to improve research

education;

of

of

.

.

make the non-degree
specialized;

.

encourage the stronger national
programs to take
responsibility
for general non-degree training;

.

to sustain IRRI's vigour and dynamism, encourage
candidates for advanced degrees from institutes
at the
forefront
of their disciplines
to undertake-thesis
work
at IRRI;

To make its

*

Panel's report,
world asset.

network

research

activities

courses more

more effective,

.

use the networks to stimulate
independent research;

.

recognize the need for
maintain a low profile
to national
scientists.

All of these issues. are dealt
with the aim of contributing

training

more creative

IRRI should:
and

IRFU network coordinators
to
so that maximum credit will accrue ~

with in greater detail
to the future of this

in the
important
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The International
- formally
established
13 institutions
that
Group for International

Rice Research Institute
(IRRI) was
It became the prototype
for
in 1960.
are now sponsored
by the Consultative
Agricultural
Research
(CGIAR).

The Institute's
mandate as set forth
in its Articles
of Incorporation
is, in a sense, both focused
(one
eommodity)
and broad (open to virtually
any rice-related
The stated
pbjective
of its actit;iities
involves
activity).
@*improving the nutritive
and economic advantage
or benefit
of the people of Asia and other rice-growing
areas of the
world through
improvement
in quantity.and
quality
of rice."
The pioneering
history
of IRRI from its conception
in the 195Os, construction
during
1961 (initial
capital
cost
and operation
until
1982 is perceptively
USS7.5 million),
described
in a b ok by Robert F. Chandler,
the Institute's
9
IRRI1s extraordinary
impact on rice
first
director."
production,
particularly
in irrigated
areas,
and farpg itive
accomplishments
have been well
reaching,
Exciting
results
started
coming early
on.
documented. 3
Other
IRRI released
its first
named variety,
IR8, in 1967.
Evenson and Flores,
in their
advances quickly
followed.
found that annual internal
rates
of
study of productivity,
return
on investment
in international
rice
research
ranged
Because of the
from 74 to 102% in Asia from 1966 to 1975.
great
increases
in farm yields,
much of the benefits
went to
consumers.
1.1

IRRI

Today

Asia, where 90%
IRRI is strategically
located
within
Success helped
of the world's
rice
is grown and consumed.
IRRI attract
human and financial
resources;
budgets and
staff
grew steadily
until
recently.
IRRI staff
strength
was
1,112 in 1976, 1,899 in 19.82, and, 2,338 in April,
1987.
The
Institute
now employs 86 senior
staff
members (core and
special
project)
from 19 countries.
They are supported
by
more than 400 junior
scientists,
169 junior
administrators,
162 secretarial-clerical
workers,
734 laborers,
and 881

9

9

An Adventure
International
Philippines:
-1982.

in Apnlied
Science:
A History
of the
Rice Research Institute,
Los Banes,'
International
Rice Research Institute,

IRRI figures
prominently
in a recent
study directed
Jock Anderson:
International
Agricultural
Research
Centers:
A Studv of Achievements
and Potential,
D.C.Consultative.Group
on International
Washington,
Agricultural
Research,
1985.

by

2

_

*

technicians,
artisans,
and craftsmen.
About 50 visiting
scientists
and post-doctorals
work at IRRI, plus another
25
visiting
research
fellows.
Some 70 Ph.D. and 100 M. S.
at IRRI at any
degree candidates
conduct thesis
research
time.
Another
300 short-term
trainees
participate
in
campus-based
educational
courses each year.
Fourteen
ltoutreachVV scientists
work in cooperative
programs with
national
agricultural
research
systems in 12 developing
the wofficialq*
countries.
Thus, although
staff
numbers
about 2,300,
the total
IRRI family
may approach
3,000 "
individuals.
IRRI is supported
by 'more than 30 donorsk/-,
who provided
a total
budget of just under $30 million
in
1986 (core and special
projects).
The physical
plant
and
equipment-is
valued at more than $30 million
-- exclusive
of
the land, which is provided
at-nominal
rent by the
University
of the Philippines
at Los Banos (UPLB).
Policv

1.2

Environment

Before the I972 formation
of the CGIAR, IRRI operated
within
the policy
guidelines
set by its Board of Trustees
and its founders--the
Rockefeller
and Ford Foundations
and
the Government of the Philippines.
The focus was simple:
to
increase
rice production.
Programming
and budgeting
were
straightforward.
Director
Chand.ler and his deputy were
regular
Rockefeller
Foundation
(RF) employees deputed to
IRRI.
The board was initially
(1960-1962)
chaired
by George
Harrar
of RF.
From 1963 to 1978, F.F. Hill
of Ford
Foundation
was board chairman.
Board approval
of the level
of IRRI's
program budget was essentially
equivalent
to
agreement by the two foundations
(the funders);
in fact,
agreement
on the sums was often
reached before
the budget
was even taken to the full
board.
Evaluation
of IRRI's
work was almost equally
straightforward.
The preferred
yardstick
for measurement:
changes in per-hectare
rice yields
in farmers'
fields.
Policy
guidance
began to come from additional
the 1972 formation
of the CGIAR, with three

with
G/

-

sources
centers

198.6 donors include:
Australia,
Belguim, 'Canada,
Denmark, France,
Federal
Republic
of Germany, India,
Indonesia,
Iran,
Italy,
Japan, Republic
of Korea,
Mexico,
Netherlands,
New Zealand,
Norway, Philippines,
People's
Republic
of China, Spain,
Sweden,
Switzerland,
United Kingdom, United
States,
Asian
Development
Bank, European Economic Community,
Ford
Foundation,
International
Development
Research Centre,
International
Fund for Agricultural
Development,
Organization
of Petroleum
Exporting
Countries,
Rockefeller
Foundation,
United Nations
Development
Programme, World Bank.

3
This included
not only an
besides
IRRI under its umbrella.
expanded community of clients
-and donors,
but also the
CGIAR, its Technical
Advisory
Committee
(TAC), the
and the system's
review committees.
These
Secretariat,
additional
actors
came on the scene at about the same time
that IRRI was considering
the broadening
of its programs to
The question
of how
include
non-irrigated
rice production.
to allocate
IRRI's
resources
among rice-growing
ecologies
is
still
an issue (as illustrated
by the attention
it receives
in this
review).
.
1.3

Developments

Under

Three

Directors

1960-1972,
established
disdiplinary
Director
Chandler,
departments
and granted
considerable
autonomy to individual
and supported
them well scientists.
He hired
good people,
- and expected
them to produce.
They did.
Paperwork
and
-formal
structures
were minimized.
The scientists
regularly
presented
their
work and their
plans at Thursday
and
Saturday
staff
seminars.
The questioning
was rigorous.
Concise Annual Reports werti a must.
The director's
door was
usually
open and he was personally
welcome in and familiar
with each scientist's
laboratory
and field
plots.
Chandler's
leadership
style
helped foster
a close sense of
staff
loyalty
to the IRRI family
and community.
Director
General
(DG) Nyle Brady,
1973-81,
was also a
strong
leader who continued
IRRI's
"mission
orientation.tl
Brady formalized
interdisciplinary
work (e.g.
the Genetic
Evaluation
and Utilization
program was formed),
and stepped
up collaborator
involvement
in-IRRI's
growing
set of
networks.
Upstream researdh
was initiated,
additional
land
was rented,
and new buildings
were
constructed.
In fact,
the Institute
more than doubled in size during
Brady's
tenure,
as measured by number of staff
members, research
activity
(e.g.
number of pages in the Annual Report),
and
budget.
This growth trend,
funded partly
through
rising
dependence on special
projects,
has in many dimensions
been
sustained
under DG M.S. Swaminathan
(1982 to present).
As
IRRI's
"ambassador,"
Swaminathan has mobilized
human and
financial
resources
to push a part of IRRI's
research
program further
upstream
(such as substantial
work in
biotechnology),
to launch other new programs,
and to add to
the capital
plant.
Swaminathan has simultaneously
kept the
Institute
sensitized
to the voices
and needs of newly
developing
nations,
the roles
of women .in rice
farming,
and
the needs of the less advantaged.
IRRI has been well-financed
because of its successes,
the entrepreneurial
skills
of
its managers and scientists,
and the enthusiasm
of donors for its work.
It is easier
to
make changes when an institution
has a generous,
growing

-

4
budget than
lean or fat,
organization
1.4

when funds are tight,,
Whether its budgets
however,
IRRI must remain a dynamic
to sustain
its stamp of excellence.

Oraanizational

are

Culture

"Culture"
in an organization
is typically
defined
as
"shared patterns
of beliefs,
values,
norms, and behavior."
Culture
permeates
all aspects
of life
in an organization,
and is heavily
influenced
by tradition.
Culture
expresses
itself
in the way people do things.
The values
underlying
observed patterns
of behavior
are sometimes explicitly
stated,
but are usually
covert.
We did not study IRRI's. culture
exhaustively:
that
would have required
a systematic
collection
of empirical
data on widely
shared beliefs
about IRRI and its practices,
and further
analysis
to identify
the underlying
core values,
But we found several
widely
shared perceptions
during
our
discussions
with IRRI staff.
Most reflect
beliefs
and
assumptions
or patterns
of behavior.
We do not know the
extent
to which the perceptions
are, in fact,
representative.
We realize
that our sample is probably
biased -- because during
a review,
individuals
often
talk
more about the negative-than
the positive
aspects
of an
institution.
the

We list
below (for purposes
more widely
held perceptions:

of

illustration)

some of

As an institution,
IRRI is:
. ..a center
of excellence
. ..academically
oriented
. ..a good employer
. ..rich
. ..beginning
to suffer
from hardening
of the arteries
. ..a
place where one can get things
done.
In its mission,
IRRI is:
. ..paying
more attention
to
the poor, the women, and the env.ironment
. ..trying
to do too
many things
. . . in need of a new challenge,
a new mission
to
revitalize
itself.
In its stratecrv
and procrrams,
IRRI has: . ..no dear
. ..too
many publics
to serve . ..great
reliance
strategy
tradition,
precedent,
and past experience
. ..too
many
conferences
and workshops.

upon

In its internal
relationships,
IRRI has: . ..lost
some
of its sense of family
and community
. ..forgotten
that small
. ..some departments
that are overly
protective
is beautiful
Nof their
own turf" . ..several
staff
who prefer
to deal
directly
with the DG rather
than a deputy
. ..too
many
COmIUftt88S.
In
working

its external
partnerships

relationships,
IRRI
with UPLB . ..excellent

has:

. ..good
relationships

with
like

donors . ..a good public
to come here.

image

. ..many.

many people

who

In its staffinq
IRRI has: . ..a highly
competent
ju;:i;sstaff
. ..seve.al
excellent
scientists
. ..lots
of hard
. ..the
confidence
that comes from being on a winning
team . . . overstaffing
in several
areas . ..the
need for new
in-service
training.
blood . ..need for better
In its manaaement nrocesses:
. ..it
is hard to figure
out what some of IRRI's
policies
are . ..several
existing
pOliCi8S
are not implemented
equitably
. ..more effective
control
mechanisms are needed.
In terms of efficiencv
of operation,
IRRI . ..needs
more cost consciousness
among its staff
. ..is
reluctant
allocate
resources
to administration
and management (is
bottomrather
than top-heavy)
,..does
not run a "tight
ship" . ..does experience-fraud
and corruption.

to

We include
the above capsules
in our report
for at
least
two reasons.
First,
it occurs to us that,
based upon
this
introduction,
IRRI may wish to examine its
organizational
culture
in greater
depth than we did.
Second, we have taken these perceptions,
among other
observations,
into account
in our review.
They are broad
but have been helpful
to us in formulating
our hypotheses.
Readers will
note that some of our suggestions
and
r8COmm8ndatiOnS in the following
chapters
are intended
to
capitalize
on positive
perceptions,
and address policies
and
practices
that contribute
to negative
ones.
.
1.5
Oraanizational
Performance
A respected
student
of the CGIAR system recently
observed
that the criteria
for evaluation
of a center's
management performance
must be found in the center's
accomplishments.
Consistency
with generally
recognized
management principles,
he holds,
is an inadequate
criterion
for evaluation.
W8 make no pretense
that management is an exact
science.
We argue, however,
that a systematic
analysis
of
the important
factors
that contribute
to performance
can
help identify
areas that,
if improved,
would increase
the
organization's
potential
to perform.
The critical
factors
we examine include
the Institute's:
interaction
culture
governance

with
(noted

its

environment

briefly

and leadership

(Chapter

above)
(Chapter

2)

3)

6
- systems
financial,
(Chapters

and processes - for. - managing
.
physical,
and information
7 - lo),
and

human,
resources

- systems and processes
for transforming
these
resources
into.products
and services
-- mainly
its program planning
and review mechanisms,
organizational
structure,
and project
and unit
management systems
(Chapters
4 through
6).
The factors
we examine are similar-to
those cited
in
management literature
as key determinants
of organizational
performance.
They are also outlined
in the list
of issues
set forth
in our terms of reference
(Appendix
1.1).
For the
most part,
these recommendations
are not original
with us.
They surfaced
through
the course of our analysis
and our
intenriews
with trustees,
management,
staff,
clients,
_ D
donors,
and interested
professional
colleagues.
(See
Appendix
1.2 for-a
statement
on the conduct
of the review,)
1.6
Performance
Review tQQR1

in Response

to

the

Second

Quinauennial

IRRIts
second QQR, held in 1981, was devoted primarily
to program matters.
Nevertheless,
the Institute
has
identified
from thd report
several
recommendations
that bear
on management and administration.
We list
them in tabular
form, along with comments on the actions
taken:
Item

Action
P

1.

Articles
of
Incorporation

Revised,

2.

Senior staff
salaries
and
benefits

New scale and promotion
structure
adopted 1984.
Recently
increased
edacational
allowances.
Now have added WR&RW
trmavel benefits
for
Ph.ilippine
senior
staff.

3.

Director

4.

Organizational
structure

reporting

'

1982.

DG, produces
printed
mC~Gts Reports"
for each
balard meeting;
also
distributes
them outside
IRRP e
Nefw structure
in. 1983.

introduced

7

*

5.

Program planning
and review

Internal
program
redesigned,
but
experimentation
continuing.

6.

Business
administration

Split
into two senior
posts:
Director
of
Budget and Accounts
and
Director
of
Administration.
_

7.

Personnel

8.

Off-campus
personnel

9.

Computerization
administration

policies

review

-

Retirement
savings
program revised,
health
care improved,
educational
benefits
increased,
year-end
bonus given to junior
staff.
Recommendations
implemented.
in

not

Has moved slowly,
but
process
now underway.

IRRI responded
to all of QQR's recommendations
in
varying
degrees,
with the exception
of the one dealing
with
equal treatment
for off-campus
personnel.
But virtually
all
of the items,
even-though
actions
have been taken,
remain
lively
issues as readers
will
note in the following
chapters.

.

-

-
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An unusual
feature
of the inttarnational
centers
is their
legal
basis and systems of governance.
IRRI's
was a prototype
case: its establishment
was, itself,
an institutional
innovation.
In establishing
IRRI, the Philippine
Government gave it privileges
that are essential
to its effectiv'e
functioning.
D . - 2.1
Lesal Corporate
Structure
IRRI is an autonomous,
philan,thropic,
non-stock
Philippine
It is tax-free
and non-profit.
corporation.
It is accorded
the
status,
prerogatives,
privileges,
and immunities
of an
international
organization.
This arrangement
works
satisfactorily.
However, since the Institute's
international
status
is accorded
by Presidential
Decreep we suggest that IRRI's
attorneys
explore
means of having it covered under an act of the
Philippine
Parliament.
The Institute's
Articles
of Incorporation
were amended in
1982 to increase
the membership of the Board of Trustees
from 10
to 15 (Table 2.1).
Also through
this
action,
the privileges
granted
by the Presidential
Decree (Appendix -2.1) were more
adequately
incorporated
into the articles.
Other constructive
changes made to the bylaws at that time include:
dropping
accorded

the ex-officio
to the Ford

memberships
and Rockefeller
to

adding an audit
structure

committee

insuring
rotation
specifying
that
two consecutive

in Board membership
by
a person can serve a maximum of
3-year terms

specifying
that three of the
elected
with the concurrence
2.2

Governance

--

The Key Functions

of the

the

initially
Foundations

committee

trustees
should
of the CGIAR.

be

Board

In placing
the ultimate
responsibility
for IRRI's
governance
into its trustees'
hands, the founders
assumed that able,
dedicated
individuals
with a proper mix of capabilities
could be
brought
onto the board and that th.ey, in turn,
could organize
to
effectively
carry out their
substa.ntial
responsibilities.
Otherwise,
the concept of giving
the center
the autonomy judged to
be so conducive
to excellence
in scientific
problem-solving
would
be unworkable.
The speed of IRRI's
initial
success attests
to the
soundness of the basic concept.
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TABLE

IRRI

2.1

Nationality

.Name.
T.

_

-

-

s

81

Angara

The Philippines

0

A. Blumenschein

Brazil

N. C. Brady

U. S. A.

0(.5

-N, R. ,Collins

fJ.' S: A.

X

R. K. Cunningham

U.K.

C. -G. Dominguez

The Philippines

T. Egaua

Japan

X

?l. Elgabaly

Egypt

X

S. Escudero

The Philippines

L.

Australia

T.

Evans -,

C. C. Gray-III

U. S. A.

*

A.

Gurnett-Smith

Australia

X

J.

J.

The Netherlands

Hardon

K. Hemmi

;

0

0

X

X

x

0

0

0

X

X

X

X

X

X

X

X

X

X

X

X

ot.51

0

,(.5

X

X

X

*

*

X

x.

X

X

X

X

X

X

l

*

*

**

**

**

**

l *

**

PI. A.

Islam

Bangladesh

X

X

X

1. Il.

Kim

Korea

X

X

X

PROC

X

X

X’

4.5

R. V. Hitra

The Philippines

L.

E. Obeng

Ghana

X

X

x

I.

N. Oka.

Indonesia

X

X

X

X

X

X

0

0

India

X

X

H. V. Rao

India

S. w.

Indonesia

X

X

X

H. W: Scharpenseel

W. Germany

X

X

X

F.

Sola

San Salvador

X

E.

S. Swaminathan

oc.5

0

0

0

oc.5;

Sadikin
de

A. -R:Tanco,

Jr.

India
The Philippines

0

0

M.-R.'.Vega

The Philippines

>(.5

0(.5

Xu Guan-Ren

PROC

x

X

Thailand

X

X

‘Yookti

Sarikaphuti

Zhang Yihua

PROC

Chairman
Director
* Chairman

I%:d/5-587

of the Board
General/Ex-Officio
Board
of the Board Emeritus

x
x

15+1 15+1 15+1

l

‘86
--

X

U. S. A.

- H. K, Panbe -

*
o

‘85

X

Japan

Shih-Cheng

‘84

X

F. F. Hill

Lin

.

83

Bangladesh

Abdullah

E. J.

BOARD OF TRUSTEES AND THEIR TERtSS OF OFFICE

Member

15+1

‘87

‘89

The relationships
between the board and management are '
The DG and the board are mutually
supportive.
The
excellent.
There is
dialogue
is open and the DG frequently
seeks guidance.
respect
for the principle
that policy
formulation
is the board's
task (with the participation
and assistance
of management),
while
implementation
is clearly
the DG's responsibility
(with the
backing
and monitoring
of the board).
Group
Board functions
can be grouped into three categories.
.l includes
those functions
that cannot be delegated
to management,Group 2 involves
such as the selection
of the Director
General.
functions
that are necessarily
joint
endeavors
of the board and
The
such as policy
formulation,
review,
and planning.
management,
third
group involves
self-management
functions
such as management
IRRI staff
provide
of membership,
committees,
and procedures.
Our assessment
of the effectiveness
support
for such functions.
with which the board has performed
these three groups of functions
during
the last
5 years follows:

Effectiveness;

Board
Function
Grout

Past

Performance

1

Selection
Director

of the
General

Appointment
of
e-%%ernal auditors

Grout,

of

Rough spots in 1982 procedures
appear
The present
to have been overcome.
Use of an
process
is working
well.
administrative
support
unit
(IDRC) is
an attractive
innovation.
Regularly
and properly
done.
auditors
have served IRRI‘
satisfactorily
for many years.

Present

2

Program
management,
review,
monitoring,
strategic
planning

Annual review and planning
work done
Most trustees
participate
and
well.
interact
well with staff,
which in turn
respects
and appreciates
the board's
Present
strategic
involvement.
planning
exercise
launched
on the
board's
initiative,
but trustees
have
thus far made limited
direct
input
into
the effort;
they are deferring
action
until
after
the external
review.

.
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Program coordination
and leadership
at
the top level
were weakened by
vacancies
among directing
staff,
failure
to appoint
acting
people in
these posts,
and erosion
of delegated
authority.
This weakness is especially
apparent
in the outreach
area.
Business
management of
people,
finances,
facilities,
information
-reviewing,
setting
policy,
monitoring.

Groun

Effort
to monitor
IRRI management and
operating
systems stepped up with
active
Audit
Committee,
new top
administrators,
and strengthened
internal
audit.
Significant
problems
have been identified
that urgently
require
reform.
Implementation
of
reform measures has proceeded
too
slowly,
apparently
because of a lack of
insistence
by the board and the level
of priority
assigned
it by the DG.
Stepped-up
inputs
of board energies
and
IRRI resources
into the management area
are required
to clarify
policies
and
administer-them
uniformly,
tighten
discipline,
and increase
cost
effectiveness.
Extremely
difficult
issues are involved
such as dealing
with staff
redundancies
and control
of
the threat
of graft
and corruption.

3-

Membership
-selection
and
orientation
of
individual
_
trustees

Nominating
committee
for new trustees
is active,
but receives
inadequate
A systematic
set of
support
from IRRI.
records
on suggested
candidates
and a
regular
staff
member who semes as
committee
secretary
are needed.
The
canvass for new board members has been j.
too narrow;
too few have been recruited
with professional
management expertise
and know-how.
The board still
tends to
seek 8@representatives'8
of a country,
discipline,
or donor group rather
than
outstanding
persons to serve in their
individual
capacities.
"Exit
interviews"
with departing
Board
members would be useful.

- - - g

1

Board structure
and rules
of procedure.
are spelled
out well.
In recent
years
_ the large a:nd effective
Program
Committee h,as not been represented
on
the Executive
Committee.
The Audit
Committee's
agenda of recommended
actions
appears to have received
low
priority
relative
to program matters,
even though all Audit
Committee members
also serve on the Executive
Committee.

Committee
structure,
activities

Conduct of
business
-agendas,
minutes,
documentation

Relationships
staff,
clients,
donors

with

The board meets twice a year;
the
Executive
Committee holds a special
meeting between the board meetings.
Periodic
meetings
are held in
cooperating
countries.
The Institute
should strengthen
the secretarial
services
provided
at board meetings
to
improve the guality
of the minutes.
The DG and staff
need assistance
in
planning
and preparing
sharply
focused
discussion
papers for board
consideration
and the forwarding
of
dockets
to trustees
well in advance of
meetings.
The secretary
of the board
(reguired
to be a citizen
and resident
of the Philippines)
could also serve:
as staff
person to the Nominating
Committee to help systematize
the
trustee
search process.
The recently
adopted practice
of the
board chairperson
reporting
to the
staff
after
each meeting
is well
received.
Fairly
wide distribution
of
the excellent,
comprehensive
DG reports
(now numbering
14) is a superb
communication
device.
The board monitors
and understands
IRRI's
scie,ntific
programs
and staff
more adegua,tely
than its administrative
and operational
people and programs.
We concur with scientists,
and
especially
<with administrators
and
support
service
managers,
that the
trustees
should know them and their
work better.
Senior staff
would

--
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welcome greater
opportunities
to
analyze
issues and participate
in board
Thus more openess
discussions
of them.
with responsible
staff
(and with
visitors
in open board meetings)
is
needed.
Future

2.3

Role

of the

Board.

past performance
as
Based on the above, we s,ee the board's
The CGIAR system expects
much--sometimes
too
somewhat uneven.
Wise boards probably
do see to it
much--from
center
trustees.
that actions
they perceive
to be of high priority
do get done.
'The board's
February
1987 action
to rationalize
and acceleratL
the
So also is the
computerization
of IRRI may be such a case.
board's
earlier
decision
to move the main purchasing
functions
from Los Banos to Manila.
-Our principal

concern

with

board-management

performance

is

that:
1)

Management reforms
(actions
problems
of which the board
aware) are being implemented

to deal with
and management
too slowly:

2)

The Institute
appears to be reluctant
to move
staff
members into vacant posts on a temporary
basis or to take other steps
(e.g.
employ
consultants)
to shore up IRRI's
top management
(directorate).

are

to help improve the management effectiveness
of
Therefore,
the institute,
we stronalv
recommend that IRRI's
board elevate
management considerations
to a par with program matters.
Several
possibilities
come to mind for making this move.
The three-person
Audit Committee
is charged with reviewing
not
only the accounts
and financial
condition
of IRRI but also its
management and operating
systems and procedures
-- the functions
that IRRI needs to strengthen.
One option,
then, would be for the
Audit
and Executive
Committee to meet as a single
body (it might
be called
the "Trustee
Management Group").
Other trustees
could
join the group on at least
a temporary
basis.
The group could be
augmented with adjunct
members employed as consultants.
Alternatively,
a special
committee
of the board,
including
members
of the audit
committee,
might be established.
The board should
elect‘some
trustees
who are professionally
competent
in financial
management and related
disciplines
as rapidly
as possible.
Equally
important,
the board must give special
consideration
to
managerial
capability
in filling
the current
vacancies
in IRRI*s
directing
staff.
general

[Incidentally,
IRRI's
by-laws
state
as an ex-officio
a member of the

that the director
board shall
be a member
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of all board standing
executive
officer
is
Committee.]
2.4

committees.
not normally

An institution's
a member of the

chief
Audit

Leadership

As IRRI is presently
searching
for top administrators,
we
are asked to comment on the institution's
leadership.
In doing
so, we first
comment on what we perceive
as a subtle
but important
difference
between "management"
and ffleadership.fV
We see managers as individuals
who make sure the
organization's
goals are met.
They have the required
skills
planning,
organizing,
staffing,
motivating,
coordinating,
monitoring,
and providing
feedback.
They are also responsible
building
and maintaining
the quality
of working
life.

in
for

Leaders,
have clear visions
of the
.
by our definition,'
future,
and think
strategically.
Leaders are persistent,
and know
how to mobilize
the means reguired
to implement
their
vision.
Thus, they generate
enthusiasm
and commitment.
Leaders have a
clear
vision
of where their
organization
should be in the future8
and how to take it there.
In short,
managers are said to be goaldriven
while
leaders
are change-driven.a/
Good organizational
leaders
arle often
also effective
managers--but
one can be an acknowlsdged
visionary
or intellectual
leader without
being a good manager.
We use this
lead into our discussion
to point
out that IRRI
leadership
exists
at all levels.
We speak particularly,
however,
of the Institute's
outgoing
DG. We see him as visionary
on
program matters
and as one who has brought
about significant
changes-- in attention
to the poor, to women, to clients,
and to
the environment.
He has stepped up IRRIfs
dialogue
with clients
and introduced
a more participatory
management process
(committee
system)
into the center's
structure.
His humanitarian
qualities
and his effectiveness
as a communicator
also contribute
to his
leadership
capability.
Thus, we are delighted
to join the DGfs friends
and
colleagues
in our appreciation
of his extraordinary
leadership
qualities.
Talented
and energetic
as he is, however,
he is not
His required
IRRI travel
schedule
is demanding
(a
superhuman.
to bear).
cross that,
for all center
DGs, is becoming heavier
Add
to this,
the DGfs other commitments
(which often directly
and
illnesses
indirectly
further
IRRIfs
interests)
o Then add serious
and vacancies
in top IRRI managemen't posts..
The result
is that
the management system has become severely
stressed.

v

See Appendix
2.2 for further
between managers and leaders.

elaboration

of

the

differences

i
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This strbss
is -exacerbated
by IRRI's
peculiar
administrative
structure
whereby its 18 department
heads and othero
report
directly
to the DG on administrative
matters.
On -the other hand,
this
same decentralized
departmental
structure
enables the staff
to continue
with their
work even when, 'at times,
it appears that
"no one is minding
the store.B@
Our terms of reference
instruct
us to speak to both
What we conclude
from this
somewhat
leadership
and management.
types of changes in
philosophical
discussion
is: with the right
governance
and in the systems of leadership
and management,
IRRX,
can
become
an
even
more
effective
institution.
renowned as it is,

IRRI is one of the most "externally
CGIAR system.
It is an "open I@ institution
of collaboration
with other organizations
developed
nations.
.
This did
relationships
IRRI's
strong
linkages
with
managed.

oriented"
centers
in the
with a strong
tradition
in both developing
and

not happen by accident.
Building
took time and requires
continuous
external
orientation
an attribute,
the international
environment
to

such
nurturing.
and judge
be generally

We see
the
well

As we note in our discussion
of strategic
planning
(Chapter
organizations
should-not
be
"closed"
systems:
they
must
41,
continuously
interact
with their
environment.
Key elements
in
strategic
planning
are the proper
assessment
of probable
changes
and the accurate
prediction
of the future
environment,
'*Anticipatory
thinking"
can help an organization
take measures to
be at the right
place,
at the right
time,
with the right
service
or product.
It is in
(Chapter
6),
organization
the report
of
Guzman (Report
Legal Status
the Filipino
3.1

this
context,
and as a complement
to the EPR report
that we comment on the fit
between IRRI as an
and its environment.
This chapter
draws heavily
on
a special
consultant
to the panel,
Dr, Raul P. de
on the International
Rice Research Institute:
Its
and Relationshius
with. Philiuoine
Institutions
and
Peonle,
Los Banos, April
1987) 5

The Los Banos Community

why did IRRIls
founders.build
the Institute-in
Los Banos?
A
major reason was the opportunity
toI situate
it adjacent
to one of
Southeast
Asia's
premier
agricultural
colleges,
the University
of
the Philippines
at Los Banos (UPLB).
Because adequate housing
for
the IRRI international
staff
was sc.arce in-the
local
community,
IRRI built
staff
houses as part of-its-physical
plant
development.Thus, most IRRI international
staff
members and their
families
live
in the "IRRI Staff
HousingIf calmplex.
IRRI also rents housing
from UPLB for some staff.
Thus, one could view Los Banos as a "two company town" that
is influenced
or dominated
-- econa'mically,
culturally,
and
The two institutions
work with the
socially
-- by UPLB and IRRI.
municipality
to find ways to make c:ommunity life
more pleasant.
IRRI staff
and families
have helped develop
informal
links
with
the community through
activities
such as-sports,
cultural
events,
and civic
programs.
The education
of children
of IRRI international
For one thing,
the Los Banos
always been a problem.
is overcrowded.
IRRI has developed. what is generally

.

staff
has
school system
considered
a

o D
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-- enrollment
in,International
School.,
The drawback
good solution
is that it involves
IRRI busing of the children
to and from Manila
each schoolday.
One drawback for spouses.of
the IRRI international
community
Even if work permits
could
is the lack of jobs for expatriates.
be obtained,
the nearest
significant
job market is 65 km away.
prohibits
the hiring
of spouses
for good reasons,
IRRI policy,
This
unless they are working
at IRRI at the time of marriage.
rule applies
at all levels
within
the Institute.
-

Because husbands and wives increasingly
seek dual career
- streams,
the employment situation
sometimes adversely
affects
the
This situation
makes it
family
life
of IRRI senior
staff.
difficult
to bring
to Los Banos some scientists
that IRRI would
Despite
this
problem,
the message-is:
IRRI works
like
to employ.
and they are satisfactory.
on community relationships,
3.2

The University

of

the

Relationships
between
and complementary.
reaching,
anothet
achieve
goals that
within
their
capabilities.
than the sum of the parts.

Philippines

at

Los Banos

UPLB and IRRI are important,
farThe two institutions
help one
both parties
agree are important
and
Their joint
product
is far greater

Some components of UPLB-IRRI relationships
are formally
recognized.
The Memorandum of Understanding
between the
Philippine
Government and the Ford and Rockefeller
Foundations
(the initial
step in IRRI's
founding)
provided
that the College
of
Agriculture
(now UPLB) of the University
of the Philippines
would
make certain
lands available
to IRRI for headquarters
buildings,
.housing,
and experimental
purposes
on a long-term
lease at nominal
rent.
The area involved
has increased
over time.
Today, the
total
land area that UPLB leases to IRRI is more than 347
hectares.
On 5 March 1987, UPLB and IRRI formally
renewed a Memorandum of Agreement
for the lease contracts
until
the year
2000.
All of the expired
lease contracts
were renewed and
formalized
under essentially
the same terms and conditions
as in
the original
leases.
The new Memorandum noted substantive
matters
in addition
to
landlord-tenant
relationships.
For example,
UPLB expects
to
continue
extending
appointments
to IRRI senior
staff
as affiliate
members of the graduate
faculty.
This is mainly
so IRRI
scientists
can serve as advisors
to Third World scholars
who do
coursework
at UPLB and thesis
research
at IRRI, and to provide
free access to UPLB facilities.
The University
also agrees to
continue
acceptance
of qualified
graduate
students
nominated
by
IRRI.

-
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At the
practices

same time,
of:
-.

senior
of the

IRRI, agreed

to

extend

staff
members serving
graduate
faculty

the

present

as affiliate

members

providing
part-time
employment
for undergraduate
and graduate
studen,ts
when opportunities
arise
providing
postdoctoral
fellowships
to university
faculty
members (as mutually
agreed upon)
s .
paying the graduate
education
development
fee
(comparable
to out-'of-country
fees)
for IRRI
non-Filipino
gradua'te
students
offering
qualified
availability

scholarships
and research
grants
UPLB staff--subject
to the
of funlds

donating
available
equipment

to UPLB an#d/or the UPLB Foundation
motor vehicles
and other disposable
as needed and requested,
and

assistance
IRRI/UPLB
institutions.

in the maintenance
of roads
campus commonly used by both

"

to

-

on the

In terms of collaboration,
perhaps the most important
single
joint
UPLB-IRRI activity
involves
graduate
student
education.
UPLB provides
coursework
and grants
degrees.
The IRRI students
do
their
dissertation
research
under the guidance
of IRRI and UPLB
scientists.
The arrangement
has maximized
the advantages
of both
institutions.
In the same sp.irit
of collaboration,
five UPLB
faculty
members serve on IPRI@s Academic Council.
faculty
members were
From 1982 to 1986, 32 university
involved
with IRRI as postdoctoral
fellows,
visiting
scientists,
and research
scholars.
During the same period,
72 IRRI staff
members served as visiting
or affiliate
UPLB faculty
members.
Many collaborative
and cooperative
projects
were also initiated
between IRRI and UPLB.
But it would be naive to suggest that UPLB-IRRI
IRRI's
international
relationships
have been free of irritants.
scientists
live
and work as guests within
the University
boundaries.
The general
economic situation
in the Philippines
and
the resultant
stringencies
in the University%
budget has widened
the gap between levels
of living,
working
conditions,
and incomes
of the two groups.
Nevertheless,
relationships
are generally
good, and productive.
A UPLB-IRRI coordinating
committee
was recently
UPLB Chancellor
de Guzman and IRFCI DG Swaminathan
to

appointed
foster

by

- ;

_...-
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improvements
in these relationships
and to deal with issues
they arise.
The two leaders
and groups of their
staffs
are
jointly
catalyzing
and 'supporting
a series
of community
development
initiatives
in the Los Banos area.

as
now

Most CGIAR centers
are, by design,
located
in close
proximity
to a national
agricultural
university.
The UPLB-IRRI
relationship
is probably
the most substantive
and productive
of
all such relationships
of centers
and national
educational
institutions.
3.3

The 'Philippine

Government

and Other

Cooperatinc

Institutions

IRRI's
formal
link to the Philippine
Government
is through
the host country's
two ex-officio
members of the Institute's
board
(Chapter
2).
Over time,
many such Filipino
trustees
have served
IRRI has developed
the Institute
with dedication
and enthusiasm.
and maintained
fairly
smooth relationships
with the Philippine
government,
due in no small measure to the indispensable
help of
Filipino
staff.
.
'Throughout
IRRI's
27 years,
all levels
of government
officials
have participated
in IRRI events.
On October
15, 1986,
President
Corazon Aguino delivered
a major World Food Day address
on the IRRI campus.
Her presence
and words amply demonstrate
the
Philippine
Government's
positive
attitude
toward the Institute:
We are proud that the Philippines
is the home of IRRI
and grateful
that the honor for its achievements
has,
in some small measure-, reflected
on us who have hosted
its efforts,
even as we have enjoyed
its benefits.
The Philippines
has drawn
even to the point
of borrowing
problems.
-

substantially-on
Institute
staff

IRRI1s
to help

expertize,
on special

But many have been concerned
that,
as a matter
of policy,
the Philippines
channeled
limited
support
to rice research
on the
grounds -that doing so would avoid duplication
of work that IRRI
was carrying
out.
That policy
has now been changed with the
establishment
of a new Philippine
Rice Research Institute
(PhilRice)
to be headquartered
on the UPLB campus.
Both the UPLB
Chancellor
and the IRRI DG serve on the PhilRice
Board of
Trustees.
Working relationships
are well-established
between IRRI and
several
other agricultural
institutions,
including
the Department
of Agriculture
and Food., the'Bureau
of Plant Industry,
the Bureau
of Agricultural
Extension,
the Maligaya
Rice Research and Training
Center,
and Central
Luzon State University.
IRRI
existence

has managed its Philippine
linkages
well.
of
a small informal
network
of "friends
.

of

The
IRRI,"

which

. ~

_..

-

20
furthers
the
relationships,

cause of ri.ce research
should be no surprise.

3.4

Imacre in the

IFSI's

and facilitates

government

Philiuuin.es

As a part of his study,
Consultant
de Guzman and associates
made a content
analysis
of 949 articles
about IRRI that appeared
in Philippine
publications
-from 1975 to 1985.
These news and
feature
articles
were classified
as' If f avorable ,'I ffunfavorable,ff
or
"neutral"
in the images they portrayed
of IRRI.
Using the
criteria
developed,
79% of the articles
were evaluated
as
favorable,
7% as unfavorable,
Most of the
and 14% as neutral.
articles
critical
of IRRI originated
with a few disgruntled
individuals
and focused on such 'issues as alleged
links
of IRRI to
multinational
chemical
corporations,
the impact of green
revolution
technology
on man and his environment,
and issues
pertaining
to seed storage
in the qrene bank.
To clarify
misconceptions,
IRRI issued factual
statements
refuting
some of
the articles.
Based on their
interviews
and other collected
information,
the consultants
concluded
that few Filipinos
question
IRRI's
motivation
and helpfulness.
Staff
members working
with fural
people throughout
the country
report
open acceptance
and wide
knowledge
of the Institute.

- ~

We agree with the consultant
that because of IP.RIss
visibility
and the fact that a certain
number of misconceptions
always exist,
it is important
that the institution
continue
to
stress
the normal reporting
of news events,
awards,
and
activities.
3.5

Other

Governments

IRRI systematically
invites
interested
Manila-based
Ambassadors
to attend
open board meetings.
IRRI has found this
to
be another
helpful
link to donor governments.
We do feel.,
however,
that IRRI might accomplish
this
purpose equally
well by
hosting
an annual Ainbassador Field
Day.
This would free precious
time for trustees,
and would enable them to start
work on serious
docket
items at least
half
a day earlier.
IRRI is in continuous
contact
with a large number of
governments
through
travel
and personal
contacts
of the DG and
other staff
members, in the course of regular
funding
and special
project
negotiations,
These relationships
and in field
programs.
seem harmonious.
As indicated
elsewhere,
however,
it is sometimes
difficult
for IRRI to 'decline
an invitation
for assistance
or not
to do so might stretch
At times,
to accept a special
project.
program guidelines
or make it necessary
to hire project
staff
on
terms that are not equivalent
to those of IRRX counterparts
in Los
Banos.
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3.6

Members of the

CGIAR Family

The work of IRRI and sister
institutes
helped
IRRI-'a popularity
with the
formation
of the CGIAR.
We observe,
not surprisingly,
apparent
at every turn.
scientists
enjoy a cordial
relationship
with TAC.
Secretariat
reports
that IRRI has consistently
been
,
cooperative
in their
relationships.

stimulate
the
CGIAR is
that IRRI
The CGIAR
helpful
and

Relationships
with sister
centers
are generally
cordial,
although
over the years agreement has been less than full
on
Special
WARDA, and (at times)
CIAT.
program matters
with IITA,
working
relationships
involving
the placement
of staff
members
from other centers
at IRRI have existed
for several
years.
In visits
with several
IRRI donors,
we found them very
interested
in the IRRI external
reviews
and concerned
about the
thinness
of the directing
staff
and the possible
impact of a "lame
In part,
this
situation
is almost
duck" administration
of
search for a new DG.
inevitable
during
th; period
this uncertainty
is somewhat exaggerated
in IRRI's
Unfortunately,
current-situation
due to the number of present
and prospective
vacancies
that should be filled
in the next sever-al months.
3.7

Conclusions

IRRI's
external
orientation
and-its
openness to
To our view,
and donors has positively
clients,
peers,
the community,
influenced
its programs.
The Institute
has built
a powerful
team
of allies
in the nearly
5,000 scholars,
scientists,
educators,
and
extension
agents who have participated
in IRRI educational
and
This alumni network
links
IRRI directly
with
training
programs.This mutual support
every major rice-growing
area in the world.
and information
network
continuously
lubricates
IRRI's
external
relations.
Building
effective
relations
requires
a tremendous
from IRRI's
leadership.
Such work cannot be delegated
relations
officer.
Donors,
collaborating
governments,
research
institutions
want to talk
to top management.
and commit it,
persons who can speak for the Institute
having to consult-with
higher
authorities
for approval.

input
to a public
and
They want
without

Other institutions
are proud to be associated
with IRRI, a
recognized
leader
in science.
Most agree that the Institute
has
an image of excellence
-- for the old fashioned
reason that IRRI
has earned it.
IRRI's
challenge
is to continue
to earn and
maintain
that leadership.

Planning
and review of activities
has special
importance
in
First,
planning
is a -fund raising
tool.
the CGIAR.
Centers must
meaningful
and-coherent
programs that
plan in order to formulate
donors will
support.
Second, planning
is a management tool
for
the center.
Through planning
a center
determines
its strategies,
establishes
priorities,
and manages resources
and tasks.
Third,
planning
is a linkage
mechanism.
At the center
level,
it enables
the linkage
of staff
activities
to program and center
goals:
at
the system level,
planning
helps connect-the.
CGIAR's goals and
priorities
with the various
centers"
activities.
Like planning,
reviews
serve multiple
purposes.
First,
they
are a learning
mechanism.
Learning
from past experience
and from
peers enables a center
to decide future
actions.
Second, reviews
are an accountability
device,
particularly
for donors,
clients,
and the board.
The External
Program Review Panel is concerned
with the
content,
and relevance
of IRRI~s program plans and
substance,
hiterriai
reviews.
The processes
of planning
and review,
however,
f&f
in the I*grey" area between program and the management
reviews.
We comment on planning
and review
in the EMR in the
"
context
of Institute-wide
management-, because their
quality
has an
important
impact on IRRI's
performance.
Our observations
strategic
planning,
4.1

Strategic

relate
primarily
to two areas:
and medium-to
short-term
planning

long-term
and review.

Planning

IRS1 is in- the midst of a-long-term,
Institute-wide
strategic
planning
exercise.
An internal
strategic
planning
committee
was established
in 1986, which included
IRRI@s top
management and other key staff.
This committee
prepared
a draft
strategy
document in cooperation
with the Board of Trustees,
particularly
its program committee.
The third
draft
of the plan
was presented
to the external
review teams.
The Institute
has
noted that this
document is a committee
report
and not an
"officialtV
IRRI plan.
The board hais commented on earlier
drafts,
but has taken the politically
astute
stance to reserve
final
judgment
until
after
the external
reviews
and further
discussions
of the draft
with national
programs
and other outside
agencies
and
individuals.
We commend IRRI@s board,
management,
and staff
for
~initiating
a strategic
planning
process.
The exercise-is
well
timed.
Strategic
planning
gives IERI an opportunity
to redirect
its efforts
and chart a course for :moving toward the future
-a time when IRRIss top leadership
i:s undergoing
major changes,
with management challenges
piling
up rapidly.
Thus, there
is
opportunity
for renewal
in all aspects
of the Institute's
life,
not just
in the research
and other programs.

at
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Our observations
to the content
of the
process.

on IRRI*s strategic
planning
process
relate
third
draft,
and to future
stages of the

We view strategic
4.1.1 Overall
aonroach to nlanninq.
planning
as a process through
which an institution
develops
a
preferred
vision
of its future
(that
is, the future
it wants).
This process
takes into account the future
constraints
the
institution
is likely
to work under,
and charts
a course to show
Such a -process
how it can best realiie
its preferred
vision.
differs
markedly
from traditional
long-range
planning,
which
typically
creates
a portrait
of the future
by extrapolating
past
trends- (thus emphasizing
the past).
"
The-most
Strategic
planning
is also an iterative
process.
desirable
vision
of the future
arrived
as during
the first
iteration
may prove to be unrealistic
when tested
against
ways of
leads to a second iteration
realizing
that vision.
This,
then,
where a different,
more realistic
future
scenario
is developed.
The draft
plan does not give us a clear
impressionof‘I&RI's
This could,
in part,
be because IFS1
preferred
future
scenario.
(see Chapter 2 of the EPR Report)
used a *8bottom-upf1 approach
A "top-down"
which often
leads to marginalism
and incrementalism.
one
that
moves
from
the
macro
toward
the
micro)
approach
(i.e.,
could have led to the formulation
of a clearer
vision,about
the
A
top-down
approach
often
involves
the
top
Institute's
future.
Good
leadership
skills
(see
our
leaders
of an organization.
comments in-chapter
2 on leadership
vs. management) can transform
visions
and agendas into action
through
a strategic
plan.
- - We make a distinction
4.1.2 IRRI's
mandate and mission.
between a mandate and a mission
statement
for an organization.
A
mandate often
outlines
why the organization
exists
and what its
purposes
are, without
a specific
time frame.
A mission,
on the
other hand, specifically
spells
out what the organization
wishes
to accomplish
during
the strategic
planning
period
(say lo-15
years).
We did not see a clear
overall
mission
statement
in-the
although
detail
on
some
aspects
of
it
is
abundant.
A
plan,
future-driven,
top-down
approach would perhaps have focused on the
formulation
of a short mission
statement
(100 words or less)
much
earlier
in.the
planning
process.
Such a mission
statement
would
have provided
a broad framework
for identifying
IRRIISts
future
thrusts
or *'lines
of work"
(one EMR team member prefers
the term
"strategic
business
areas")
and given a sense of its priorities
during
the planning
period.
.
4.1.3 Clients
and environment.
The formulation
of IRRI's
mission
statement
for the planning
period
should involve
the
identification
of its clients,
an assessment
of their
needs, and
its own assessment
of the changes expected
in the Institute's
environment,
particularly
in science
and technology
and,among the
major stakeholders
(e.g.,
donors,
"competitors",
etc.).
Although
the plan includes
much useful
analysis
about farmers
and their
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it does not clearly
tell
us
needs, and about rice environments,
who IRRI regards
as its direct
clients.
We are inclined
to
of IRFtI Is clients".
consider
farmers
as "clients
Farmers and
consumers are the end users and ultimate
beneficiaries
of IRRI
technology
but,
increasingly,
are not the direct
recipients.
Although
a study of the final
beneficiaries'
needs is clearly
and should be a cornerstone
of the strategic
plan,
it
important,
should be done in full
recognition
of the needs of IRFU's direct
clients
and the paths through
which IRRI products
and services
reach them.
Analysis
of the needs of IRRI's
direct
clients
prior
to
formulating
a mission
statement
and identifying
IRRIls
future
lines
of work would help strengthen
the rationale
for the emerging
strategies.
IRRI's
planned consultations
with national
programs
might help clarify
this matter.
4.1.4 Goals and strategies.
At this
stage,
the draft
plan
does not clearly
spell
out why IRRIVs efforts
should be organized
around the six program areas identified.
We also had difficulty
understanding
why IRRI wishes to pursue the goals stated
for each
Neither
is the rationale
for picking
the particular
program area.
mix of subprograms
clear;
nor are the connections
between program
goals and subprogram
objectives.
Furthermore,
we feel that if a
strategy
is a well-defined
course of action
directed
toward a
particular
objective,
the plan should indicate,why
one proposed
course of action
would be better
than others.
The strategic
.planning
committee
undoubtedly
disc:ussed
many of these points,
but
the draft
does not convince
an outsider
that IRRI should follow
-the proposed
course during
the next 10 to 15 years.
(Our
colleagues
in the program review panel have examined these
connections
in substantive-terms.)
4.1.5 Priorities.
We see priorities
as indicators
of
relative
orders
of importance
the Institute
assigns
to its goals.
In this
sense, priorities
imply tradeoffs
and should be spelled
out * at least
as working
assumptions,
early
in the planning
exercise.
We would go even further
and state
that the Institute's
mission
statement
should indicate
IF2R11s macro priorities,
even if
they are stated
ordinally
(i.e.,
the most important,
second most
important,
etc.).
Priorities
in the current
draft
appear to
overly
reflect
the present
interests
and strengths
of staff.
In
planning
and
many ways, that defeats
the purpose of strategic
reinforces
maintenance
of the status
quo.
4.1.6 Program strateav
as a base for institutional
chancre
strateqy
We suggest that IRRI not limit
its strategic
planning
o:E change
in programs
and program
exercise'only
to the key aspects
priorities.
Instead,
we suggest adoption
of a broader
definition
of strategy
that looks at IRRI's
totality
and indicates
the type
of future
it should have.
The program strategy
would be the
starting
point
and the main driving
force behind other
institutional
changes.
This interpretation
of strategy
would
enable IRRI to closely
examine its culture,
organizational
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Examination
of
structure,.
staffing,
finances,
facilities,
etc.
existing
policies,
procedures,
and systems would identify
the
necessary
changes to enable IRRI to effectively
and efficiently
carry
out its program strategy.
We are aware that the Institute
plans to address these
issues
in the coming months.
But had these been spelled
out, at
least
in the draft
form, before
the external
reviews,
the EMR
panel might have been able to direct
its work more toward the
areas of strategic
management change identified
by IRRI,
in
addition
to current
management areas that require
immediate
Perhaps the CGIAR Secretariat
should address this
improvement.
matter
in planning
the timing
and focus- of external
management
reviews
of other centers.
:
4.1.7 Next &ens.
Strategic
planning
is not a one-&hot
- -,
exercise
nor should it be limited
only to program areas.
Strategic
plans are not blueprints
i- because the Institute's
visions
about its future
should not be static.
Thus, learning
should be built
into the process.
Annual reviews
should examine
the continuing
validity
of the visions
and introduce
changes in
plans as necessary.
Strategic
thinking
should also be introduced
to non-program
or support
services.
We see no reason,
for example,
why Buildings
and Properties
or the Motor Pool should not have a strategic
plan
that takes its lead from the Institute-wide
plan.
Program and
administrative
support
departments
and units
exist
to help the
Institute
carry
out its main mission-delivery
of products
and
services
to its clients.
_ fan important
distinguishing
characteristic
of strategic
planning
is that it attempts
to provide
the'"best
fit@ ' between the
institution
and its environment
in the future.
This cannot be
done well without
adequate consultation
with the Institute's
future
clients
and others
who have realistic
visions
about the
future
environment.
Questions
such as "where are developing
and
_ developed
country
agricultural
research
institutions
likely-to
be
in the future
in the light
of the rapid changes in information
technology?tt
and "what are the most likely
scientific
developments
that will
affect
IRRI's
work?tt
may require
consultation
with
outside
agencies
and individuals.
This would not only enable IRRI
staff
to cross-check
their
visions
of the future
against
those of
it
would also introduce
new thinking.
others,
*

In conclusion,
we see the current
draft
plan as a first
step
*in strategic
planning.
We dare concerned
that the detail
in micro
aspects
of the IRRI plan may condition
future
thinking
on the
macro side.
When the new DG is identified,
he or she should to
take a leading
role in strategic
planning.
A plan that
incorporates
the visions.of
the chief
executive
officer
is more
likely
to be successfully
implemented
than ..one prepared
without
his involvement.
Thus, we stronalv
recommend that IRRI consider
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the draft
report
initial
input to
4.2

Short-term

of the Strategic
the formulation
Planning

Planning
Committee
only
of its long-term
strategy.

as an

and Reviez

Completion
of IRRI's
strategic:
plan will
set the stage for
medium- and short-term
planning
in future
years.
The strategic
plan will
facilitate
the preparation
of 1RRIl.s 5-year,
medium-term
program and budget which the CGIAR requires
for its process
of new
resource
allocation.
The 5-year program would essentially
represent
a slice
of the IRRI long-term
strategy.
We see no
reason why IRRI should prepare
a separate
5-year program
it would simply
introduce
independent
of its long term strategy;
unnecessary
confusion.
_
The strategic
plan would also have
IRRI conducts
annual internal
reviews
of
. out short-term
planning.
We have gained
of IRRI's
current
internal
review process
1987 internal
review,
review of the work
Committee over the past 5 years,
and our
members .and IRRI staff:

implications
for the way
its programs
and carries
the following
impressions
from observations
of the
of.the
board's
Program
dialogue
with board

- It serves as a good mechanism-to
board members and staff
with IRRI's
- It places much more emphasis
programs than on major thrusts,
priorities
within
programs

familiarize
programs

on details
policies

'

new

of the
and

- Participation
of IRRI jlunior
researchers
in the
reviews
has provided
them a new learning
-- experience
but it inhibits
frank and open dialogue
among the
scientists
- The internal
reviews
are more concerned
than future
program direc:tions
-

with
-

past

- The background
documentation
is not prepared
This puts an enormous burden on
policy
terms.
Program Committee to synthesize
discussions
and
*identify
policy
choices
- Outposted
scientists
in core positions
regularly
attended
internal
reviews,
but the special
project
funded outposted
staff
attended
internal
reviews
depending
on program areas under discussion.
Internal
program reviews
cover only half
of the IRRI program
each year.
They are an in-house
mechanism for communication
and
feedback,
not a short-term
planning
device.
Formal short-term
planning
is done only through
the annual budget process,
particularly
in the research
programs.
Short-term
planning
does
take place,
however,
in collaborative
research
and training
and

-
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-network
planning

*

activities,
with IRRI's

which involve
partners.

periodic

dialogue

and joint

overplanning
and overreviewing
can stifle
In our view,
progress
in any agency and especially
in a research
organization.
The frequency
of planning
should depend on the -uncertainties
faced
Some U.S.
by the organization,
particularly
in its environment.
because of the volatility
of their
markets,
find it
corporations,
necessary
to carry out strategic
planning
exercises
every 3
The CGIAR centers
do not work in such a volatile
months.
as center
clients
and their
needs do not change so
environment,
much in the short-term.
The greatest
uncertainty
concerns
and even here some system-wide
mechanisms reduce
funding,
uncertainty
and bring
stability.
Thus, short-term
plans and
reviews
are necessary,
primarily
to enable the Institute
and staff
@ 'to keep their
eyes on the ball"
and meet the minimum critical
requirements
for good management.
We believe
the centers
and the system should critically
examine the short-term
planning
and review
systems
(including
donor-demanded
reviews
of special
projects)
in the light
of the
planning
and review
systems already
being
long- and medium-term
put into place.
If the objective
of annual program reviews
is to improve
communication
and feedback,
one should ask if the current
mechanism is the most efficient
way of doing it.
If,
on the other
hand, the internal
reviews
are intended
to provide
a critical
input to scientists'
work, one must ask if this
could be achieved
through
an in-house
exercise.
The new management systems being
initiated
(such as program budgeting
and project
management) will
have some planning
components,
which might lessen the need for
some others.
We suggest that IRRI might consider
possible
planning
and review system:

the

following

as a

- A strategically-oriented
annual internal
program
review to examine trends
in the environment
and
progress
in achieving
goals.
The review
should cover
a portion
of the overall
program each year,
to
facilitate
the formulation
of necessary
changes in
strategies
and priorities.
Although
details
of'the
research
would still
be presented,
the reviews
would
emphasize policy
aspects
.

- Disciplinary
peer reviews
held every 4 to 6 years
(or more often
if the discipline
is at a major turning
point
in its work).
A set of procedures
for selecting
the best qualified
reviewers
would need to be
formulated
- Reviews
connection

D

of project
performance
as recommended
with project
management (see Chapter
I.

in
6)

c
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- Annual program
program budget

plans prepared
process

- Annual or bi-annual
collaborative
activities

in

connection

with

program plans covering
(as presently
done).

we recommentl_ that.IRRI
review
its
In conclusion,
short-term
planning
and review processes
in the light
of its strategic
plan and the medium-term
program and
budget review mechanism initiated
at the system level.

the

.

Organizational
structure
is.a means to an end, and a
response
to the unique circumstances
(mission,
strategy,
size,
staff
and the nature
of tasks)
of an institution.
An
environment,
organization's
structure
facilitates
both internal
and external
consistency
through
the coordination
and linkage
mechanisms that
it provides.
~
In this
chapter
we assess the effectiveness
of
present
structural
arrangements,
offer
views on the
and discuss
the
IRRI's
future
organizational
plans,
implications
of IRRI's
future
structure.
5 .-I

IRRI's

Present

Oraanizational

IRRI's
design
staffing

of

Structure

Figure
5.1 shows IRRI's
present
structure,
and illustrates
reporting
relationships
and the flow of formal
authority.
We
comment below on three aspects
of the present
structure:
structural
differentiation
and hierarchical
relationships,
coordination
and integration
of activities,
and decentralizatidn.
We end the section
with a comment on IRRI's
informal
organization
and our conclusions
on structure.
5.1.1
Structural
differentiation
and hierarchical
relationshiw.
By differentiation,
we refer
to the pattern
by
which the Institute
divides
its activities
into organizational
units.
The structure
for,finance
and administration
is relativ
,ely
simple:
the managers of the administration
and finance
units
report
to their
respective
directors.
-But on the program side,
IRRI has followed
or departmental
structure.
We see the following
strengths
and weaknesses of the present
system:

a 1qdisciplinary18
as the key

1 Organization
by disciplinary
departments
has enabled
the Institute
to group highly
interdependent
tasks
together
and gain efficiency
in coordination
and
communication.
It has also enabled IRRI to maintain
a
"critical
massv' in many disciplines.
But the number
of departments
is large.

.

- Some research
departments
are only one-person
deep
in terms of international
staff.
This practice
conflicts
with the critical
mass requirements
often
cited
for organizing
along disciplinary
lines.
- The organization
of administration
and finance
is
beginning
to show some strains
with IRRI's
growth.
Both directors
are overburdened
with work.
- Management responsibility
is not shared evenly.

at the

directorate

level

Figure

5.1

IRRI’s

Organization

Chart

(May

1987)
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1. Number on righthand
corner of box
denotes personnel
strength
2. Broken lines show coordination
responsibilities
3. Solid lines
show direct
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1. All outposted
project
staff
report
to their
respective
Project
knagerr
5. All outposted
IRRI Core Staff
report
to the Scientibt-Director
rcrponriblc for that geographic
area.
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to
- Finally,
the number of persons reporting
directly
all directors,
large:
the DG is excessively
research
department
heads, and heads of global
services.
We have been told-that
this
reporting
Still,
arrangement
is for administrative
purposes.
given the DGls other responsibilities
and necessary
but frequent
absences from the Institute,
we wonder if
even someone with his extraordinary
capabilities
can
adequately
meet the guidance
and oversight
needs of 25
and their
respective
departments.
individuals,

.

_

5.1.2
system for
activities
mechanisms:
The
outreach
a liaison
have not
comment
Chapter

-

IRRI'S
Coordination-and
inteqration
of activities.
horizontal
or inter-unit
coordination
of programs and
involving
three types of integrating
is complex,
and integrating
managers.
liaison
persons,
committees,

liaison
nerson arrangement
is used to link
IRRI's
Several
IRRI staff
activities
with the environment.
Qutposted-staff
are a very important
group.
role.
attended
annual internal
reviews
on a regular
basis.
further
on the terms and conditions
of outposted
staff
7.

the deputy DG serves
At IRRI's
headquarters,
liaison
for relationships
with advanced scientific
Network coordinators
also liaise
with institutions
in respective
networks.
This arrangement
appears
these types of integration.
IRRI

Committees,
coordination

task forces
mechanism.

and teams

are

used

as IRRI's
institutions.
participating
well suited
extensively

play
Some
We
in

to
as an.

We will
not attempt
to -describe
all of IRRI's
committees.~
While committees
serve a useful
comrqunication
purpose,
they are
often
an ineffective
device-for
decision-making
(see also EPR
"Decision
by consensus"
is often
costly.
A committee
Chapter 7).
decision-making
mode also makes accountability
difficult
to
pinpoint.
Intesratina
managers are the principal
device used to
coordinate
IRRI's
programs.
Responsibility
for coordinating
the
research
program areas and cooperative
programs
is shared among
the three-scientist-directors.
We see the following
key
weaknesses
in this
arrangement:
- The scientist-directors
have no supervisory
power
over most of the staff
whose work they coordinate.
Without
supervisory
power, the quality
of program
management depends largely
on each scientist
director's
persuasive
power and the scientific
respect
they are accorded.
- The scientist-directors
over programs
for which

have no budgetary
authority
they have coordination
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decisions
concerning
finances
responsibilitik;
the hands of department
heads.
This puts the
scientist-directors
in a relatively
weak position
top-down
program management.

lie

in
for

- We recognize
that as IRRI directors,
the scientistdirectors
have ample opportunity
to influence
staff
selection
and other
budgetary,
promotion,
decisions.
But, without
stronger
budgetary
or
supervisory
authority,
they cannot be held accountable
for program performance.
- Division
of responsibilities
for research
coordination
among three scientist-directors
the unity
of IRRI's
total
research
program.

threatens

IRRI's
strong
disciplinary
and departmental
tradition
since
its inception
has led to a weak system of program coordination.
Interdisciplinary
activities,
in our view,
should have strong
formal
and informal
mechanisms for horizontal
coordination.
The
current
IRRI arrangement
does not 'appear to provide
these
mechanisms.
We have refrained
from using the term "matrix
organizationl!
A true
in describing
IRRI's
structure
of program management.
matrix
organization
has a dual authority
and reporting
structure
where each scientist
reports
to hi,s department
head on
administrative
and departmental
matters
and reports
to the
In such a
managers of his/her
projects
on prloject
matters.
system,
a program director/coordinator
often
supervises
the- dayto-day
work of project
managers.
IRRI's
present
system of
matrix
structure
but, because
is so heavily-slanted-toward
the system can be considered
are

5.1.3
relevant

Decentralization.
in IRRI's
case:

prog:ram coordination
resembles
a
budgietary
and supervisory
authority
one side of the matrix
(departments),
loose at best.
Thrice
vertilcal,

forms of decentralization
horizontal,
and geographic.

Verticallv
there is a great deal of delegation
of authority
This is (3 key reason for having
strong
down the hierarkhy
line.
In
the
research
area,
-dedentralization
of
authority
departments.
brings
decision-making
closer
to project
managers and other
We support
individuals
responsible
for generating
new knowledge.
as it is more conducive
to innovation
and riskthis philosophy,
taking
than a centralized
and tightly
controlled
system.
finance
and administration
operations
have a
By contrast,We believe
this
more centralized
internal
decision
structure.
well-suits
the nature
of their
tasks,
which are often more
repetitive
and require
less risk-taking
than research
tasks.

Decisionlmaking
is also horizontally
decentralized
at IRRI
The extensive
use of committees
to reach decisions
is an example,
But an increase
in horizontal
decentralization
reduces the
If vertical
effectiveness
of vertical
decentralization.
decentralization
is good for research,
one should limit
the
influenceof committees
and individuals
or other horizontal
coordination
mechanisms on decision-making
in research
matters.
IRRI has not decentralized
its operations
geographically.
One .reason is the belief
that to do good research.and
training
the
Institute
needs a critical
mass of staff
and disciplines,
wherever
it is located.
This argument should be balanced
against
the
Distance
from clients
and
advantages
of being close to customers.
their
problems
can lead to an ivory
tower,
llwe know best"
attitude
among headquarters
staff.
Formal organization
charts
Informal
orsanization.
5.1.4
fail
to capture
the totality
of the relationships
among people in
They reflect
the pattern
of relationships
an institution.
believed
to be the most conducive
to the attainment
of
However,. people in an organization
organizational
goals.
constantly
exchange relationships
with others,
outside
the pattern
These include
social
laid
out in the organization
chart.
exchanges
(through
friendship
groups),
political
exchanges
(through
networks
of power and influence),
and information
Theoretically,
it is
exchanges
(trading
ideas and knowledge).
possible
to draw organization
charts
showing these informal
relationships.
Overlaying
informal
charts
on top of the formal
chart
shows the'extent
to which the formal
and the informal
A major dissonance
between the
networks
reinforce
each other.
formal
and the informal
networks
often
indicates
that difficulties
can arise
in getting
things
done through
formal mechanisms.-Good
managers are aware of the informal
networks
and often use them.
A study of IRRIls
informal
organization
is clearly
beyond
However, during
our stay we became
the scope of this
review.
convinced
of the strength
of the informal
side of the
organization.
As in any international
institution,
there are
close-knit
nationality
groups.
Among the Filipino
staff,
we were
amazed at the number of groups of close or distant
relatives.
There are also strong
power and influence
networks.
Many people
regarded
the retirement
of Dr. Marcus Vega, for example,
as
creating
a power vacuum.
Information
networks
among scientists
exist,
but they do not appear to be as effective
as they used to
be.
(One former IRRI senior
staff
member commented that when IRRI
had only one coffee
shop, every senior
staff
member knew what his
colleagues
were doing.
But when a second coffee
shop was built,
IRRI's
informal
information
exchange network was seriously
weakened.)
The strength
of IRRI's
informal
organization
is both an
asset and a liability.
It is an asset when management and staff
can use it to facilitate
their
work, overcome red tape,
and bypass
inefficient
formal
channels.
However,
it can become a liability

if it begins to threaten
the authority
of the board and
management,
endanger the unity
of the Institute,
and introduce
inefficiencies
to daily
work life.
One of the most important
managerial
challenges
faced by IRRI is to make the formal
and the
informal
networks
reinforce
each other.
A strong
top management
that has the respect
and support
of the local
and the
international
staff
is essential
for meeting this
challenge.
5.1.5
Conclusions.'
IRRI has a complex formal
organizational
structure
with a-great
number of anomalies
and a
strong.informal
organization.
Over the years the structure
appears to have been subjected
to incremental
modifications
with
changes in personalities
and .addit:ion
of new tasks.
It is not a
lean,
simple structure
with clear
lines
of
authority
and
responsibility
and effective
coordination
mechanisms.
In fact,
an
EMR request
for producing
an up-to-date
organization
chart was
delayed because of confusion
in the personnel
unit
regarding
responsibilities
and lines
of reporting.
We see a strong
need for restructuring
of IRRI1s
organization.
As planned by. staff,,
this
should be accomplished
through
the strategic
planning
process.
The strategy
should be
the driving
force of the structure,,
not vice versa.
We also see a
need for strong
future
top management that has the respect
and
support
of local
and international
staff
and can make the formal
and the informal
structures
reinforce
each other.
5.2

Vi&s
on the
Structure

Desisn

IRRI1s strategic
organizational
design
principles
that could

of

IRRI1s

Future

Orsanizational

planning
process
should include
an
component,
We offer
some suggestions
on
be considereci
during
the design process.

First,
IRRI's
future
pattern
decentralization
should be decided
planning
process.
Does IRRI want
Banos headquarters,
or should it
substations?
This is a strategic
organizational
design.

of geographical
as a part of the strategic
to operate
mainly
at the Los
have a headquarters
and several
decision
that should precede

Second, assuming a centralized
operation
is chosen,
complementarities
and interdependencies
among the tasks and
activities
IRRI is to carry
out in the future
should be
identified.
Highly
interdependent
tasks should be grouped
together
to minimize
coordination
and communication
costs.
This
would lead to the initial
identific:ation
of possible
organizational
units
that should be tested
against
other criteria
such as minimum critical
mass and scale required
for efficient
operation.
This analysis
should be conducted
for both the program
and the administrative
sides of the organization.
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Both the EPR and the EMR review panels and IRRI's
senior
management think
that a disciplinary
departmental
structure
should
be maintained
in IRRI's
future
research
organization.
The
analysis
suggested
might result
in a reduction
of the current
13
Some of the new departments
disciplinary
research
departments.
.
might house more--than one discipline.

o

The analysis
might also lead to fewer administrative
units
or to the introduction
of a middle management layer between the
Director
of Administration
and the administrative
units.,

0

IP.RI's support
activities
should be examined closely
Third,
to determine
if some should be contracted
to outside
agencies.
This would be essentially
a cost-benefit
matter
(chapter
9).
Fourth,
units
to cut
as few layers

inter-unit
dependencies
should be studied
A relevant
rule here
coordination
costs.
in the organization
as-possible.
_ _

Fifth,
the need
studied.
Our view is
require
the adoption
(We discuss
system.
The need
Chapter
6.)
also be studied.

to
is

group
to have

for horizontal
coordination
should be
that research
program coordination
will
of a project-based,
matrix-type
management
the operational
implications
of this
in
for other coordination
mechanisms should

-

Sixth,
alternative
structural
arrangements
at the top
management layer
should be examined.
The grouping
of units,
as
suggested
earlier,
might open possibilities
for rearranging
top
management.
The new DG's preferences
would count heavily
in this.
Seventh,
patterns
of hierarchical
decentralization
of
authority
should be studied.
As noted above, we see great
advantages
in a decentralized
mode of operation
in carrying
tasks with a high element of uncertainty,
such as in basic
research.

out

What we have described
is an abbreviated
version
of the
steps likely
to be required
during
organization
design.
Assistance
from an organization
design consultant
would be useful.
We should note that the process
described
is a zero-base
organizational
design,
taking
its lead primarily
from the
strategic
plan.
Analysis
of the past experience
with IRRIls
current
structure
would undoubtedly
be helpful.
But every effort
should be made to avoid excessive
reliance
on the present
structural
arrangement
in setting
'the future
design.
5.3

Staffina

IRRIls

Future

Oraanization

IRRI's
current
strategic
thinking
offers
an opportunity
for
organizational
reform.
An important
aspect of this
renewal
is how
to staff
the IRRI that-will
emerge from the strategic
planning
process.

36
The cardinal
rule that should govern staffing
decisions
is
to assign or recruit
the most qualified
men or women for each job.
The primary
staffing
determinants
should be skill,
experience,
and
other qualification
requirements.
Therefore,
we see an urgent
need to prepare
a set of job descriptions
for all positions
in the
new organization
structure;
descriptions
for managerial
-jobs
should be first
priority.
(See Chapter 7 for a fuller
discussion
of this
topic.)
We see two principal
options
for staffing
IRRI's
future
organization.
The choice of options
depends on the extent
to
which the future
structure
differs,
from.the
present
one.
OPtion
one involves
a process
IRRI could use if the new structure
is
radically
different
from the current
structure.
Option two could
be applied
if the new structure
does not deviate
radically
from
the present.
5.3.1
Option one:
A radical
restructurinq.
Under this
scenario
there would either
be-a major reshuffling
and
redefinition
of responsibilities
or a significant
cutback
(say,
20% or more) in the number of staff.
This would imply a significant
number of reassignments
of existing
staff,
recruitment
of some new staff,
and a sizable
number of redundant
staff.
A three-stage
staffing
process might be suitable
under this
option.
In the first
stage IRRI would search,
select,
and appoint
both international
and local
staff:
to all managerial
posts called
for in the new organization,
followed
by the filling
of nonmanagerial
international
positions.
In the second stage,
the ma'na.gers of organizational
units,
with assistance
from specialists,
would carry
out operational
audits
to develop unit
organization
structures
that best meet the
needs called
for in the strategy.
Our earlier
comments on
principles
that could be used for the organization
as a whole
apply equally
here.
These unit
organization
charts
would become
effective
after
management's
approval.
The third
Stag& concerns
the search,
selection,'and
appointment
of staff
to the non-international
positions
in the
unit organization
charts.
This would be conducted
by the unit,
with assistance
from a much improved personnel
unit
(see Chapter
7) and with management's
approval.
A number of conditions
are necessary
to effectively
carry
First,
all international
and local
out this
staffing
process.
managerial
staff
must be informed'nrto
assume automatic
reappointment
to an IRK position
after
a specific
date (say, 1
January,
1988).
This is essential,
to maintain
objectivity
and
For international
staff
this
fairness
in implementing
the plan.
might seem like
a continuation
of the present
annual appointment
policy,
but the notice
would reinforce
the point
that
reannointments
are not to be considered
automatic.
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with

Second, the process must be implemented
all applicable
Philippine
laws.

We consider
Worldwide
funding
slackened,
which
institution.

in

full

compliance

this
staffing
plan as a funding-induced
measure.
for international
agricultural
research
has
necessitates
greater
efficiency
at every CGIAR

Third,
a termination
benefits
package should be formulated
for international
and Filipino
managerial
staff
who are not
The World Bank, which has been carrying
out a
reappointed.
similar
exercise,
describe
staff
who receive
such a termination
redundancies"
(due to
benefits
package as #@reorganization
abolishment
of positions
held by some managers)
and tUskills
mix
redundancies'!
(due to a mis-match
of staff
skills
and position
requirements).
Fourth,
the enhanced termination
package should be offered
onlv to staff
in reorganization
or skills-mix
redundancy
Otherwise,
IRRI might lose the people it needs to
situations.
carry
out the work ahead.
Fifth,
manner.

the

process

should

Sixth,
the same principles
non-management
positions.

be implemented
should

apply

in
to-the

a top-down
staffing

of

Implementation
of this plan would require
considerable
work
by the management,
and frequent
consultation
with the board.
If
this
option
were chosen, IRRI might consider
setting
up a boardmanagement committee,
possibly
with some members from outside
.
IRRI, to advise the new DG throughout
the reorganization.
If the
5.3.2
Option two:
incremental
restructurinq.
future
size of IRRI were to.remain
about the same and its
organizational
structure
reflected
only minor deviations
from the
present,
the staffing
process would be less complicated
than in
A four-stage
process might be suitable
under this
option
one.
scenario,
with the first
three stages carried
out over a very
short period.
IRRI management would examine the
In the first
stage,
managerial
positions
carried
over from the present
organization
and decide if,the
present
incumbents
should play the same role
under the new organization.
(In private
corporations
a new chief
executive
officer
often uses such a process
to put in place
his/her
team of managers.)
1

In the second stage,
IRRI management would identify-the
individuals
to be appointed
to the carry-over
managerial
positions
unfilled
in the first
stage and to the new positions
created
by
the reorganization.
Some new recruitment
might be necessary.

-

"
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management would identify
the staff
who
In the third
stage,
Gould be appointed
to the non-managerial
senior
Staff
positions
in
Some former managers could be considered
the new organization.
for appointment
to non-managerial
isenior staff
positions.
At this
stage in management's
calculations,.a
number of
current
senior
staff
might still
b'e without
an appointment
to a
senior
staff
position.
Depending
on their
age, the management
could offer
these individuals
an early
retirement
package or an
enhanced termination
package.
Some could be offered
a one-time
= fixed
appointment
if they might temporarily
fill
positions
slated
for new recruitment.
Other options
include
a terminal
sabbatical
or,- in cases where further
training
is desirable,
a paid study
leave,
We would not favor IRRI offering
blanket
enhanced termination
packages to all interested
believe
the Institute
should do its utmost to
needs and wants,

early
retirement
senior
staff.
keep the
.- - staff

or
We
it

I

The fourth
and-final
stage in the process would involve
reassignments
of local
staff.
The management could appoint
reassignment
panels to fill
positions
in new or enlarged
departments.
As this
option
does not call
for a major cut in the
number of staff,
redundancies
could be handled through
normal
attrition/retirement
of staff.
It might-be
necessary,
however,
to
freeze
hiring
of new staff
to occupations
with a large redundancy
percentage.
Making these suggestions
is painful.
alternatives
for enabling
IRRI to effectively
its new challenges.

But we see no better
and efficiently
meet

In conclusion,
we recommend that IRRI devise
and'implement
fair
and equitable
scheme for staffing
the organizational
structure
that emerges from the strategic
planning
process.

a

e
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-OF-AND,

IRRI is now organized
by .disciplinary
departments
as are
In the future
it plans to manage its
academic institutions.
Although
this will
call
for a reresearch
more by programs.
orientation
in thinking
on the part of some scientists
and
administrators,
we do not foresee
the changes being as extensive
as might be implied
by the ‘terminology.
We suggest,
however,
that
IRRI's
revised
research
management system be tested
thoroughly,
modified
as necessary,
and retested
before
full-scale
implementation.
-This chapter
examines -some of the anticipated
changes and
options
to implement
them.
Most of the chapter
sections
are
However, the suggested
methods
devoted to research
management.
But,
for managing research
are equally
appropriate
for outreach.
first,
some conceptual
clarifications
are in order.
6.1

The Changing

Scene:

Greater

EmDhasis

on Proiects

Research is conducted
through
trials,
experiments,.
field
These may be discrete
and related
activjties.
studies,
sumeys,
tasks,
with short
life
expectancies,
or extended
studies
aimed at
These
efforts
are
supported
by
basic and elusive
knowledge.
service
groups which operate
on annual budgets.
The task is to
good planning
and control
of
evolve a system that can support
these widely
diverse
efforts.
To gain perspective,
tie should look
at IRRI's
program planning
as it now stands.
IRRI plans in terms of program areas which are 1) broad
thrusts;
2). sub-programs,
which are major subdivisions
within
thrusts:
and 3) specific
experiments,
field
trials,
etc. within
the subprograms.
Some subprograms
also include-research
areas
that are aggregates
of trials
and
experiments.
-

.

To discuss
effective
management of an array of programs
like
these,
we need a term of reference
that will
serve our purposes.
We will-refer
to a tcprojectltas a definable
set of research
or
related
activities
with a beginning
and an end.
A project,
in
this
sense, could be a subprogram,
research
area,
experiment,
or
even a training
activity.
if we define
a project
But, patently,
.too narrowly,
we create
a confusing
array of projects
at the
individual
experiment
or field
trial
level.
That could create
a
managerial
nightmare.
Keep in mind that a computerized
accounting
system would need to turn out progress
and expense reports
on all
projects,
to provide
the responsible
scientists
with the
information
they need on a timely
basis.
6.2

Proiect

Planning

and Manasement

What follows
is an example of how program planning
budgeting
might be adapted to IRRI's
needs.
The intent
how such an approach might lead to an integrated
system

and
is to
of

show
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priority-setting,
budgeting,
and monitoring.
of scientific
output
and financial
expenditures.
At the same time,
we believe
it would
stimulate
creativity
in IRFU's research
output.
IRFU management,
will
make its own adaptations.
of course,
In any organization,
the most effective
management and
motivation
are achieved
by delegating
planning
and control
to the
same level.
This puts accountability
in the same hands as cost
generation.
In our view, project
plans would be initiated
by the
scientists
responsible
for the project's
management;
those who
will
monitor
the generation
of costs for .personnel,
services,
supplies,
training,
travel,
equipment,
etc.
Individual
scientists
can give play to their
creative
thinking
in an entrepreneurial
way
to explore
frontiers
or solve nagging problems.
Even wild goose
chases may be encouraged
in plateaued
areas.
The principalidifference
between present
and suggested
practices
would beithe
emphasis on allocation
of greater
planning
and accountability
-- for both research
and management -- to
scientists
who lead specific
projects.
Individual
scientists
and
their
department
heads would collaborate
in the process,
no matter
who was the project
leader
designate.
(Management aspects
of this
effort
would have to rely or?timely
information
from Budgets and
Accounts.
See 6.4, below).
This perspective
has additional
advantages
to IRRI beyond
placing
managerial
responsibility
closes to the action.
It
relieves
department
heads of a portion
of the administrative
duties
with which they feel overburdened.
Further
it is a
developmental
learning
activity
for many scientists
who are not
now -responsible
for planning
and clontrol;
and once a project
is
approved,
scientists
know exactly
what resources
are available
and
the constraints
within
which they :must work.
Not to be overlooked
is the concomitant
strengthening
of interdisciplinary
collaboration
and teamwork.
(See Chapter-S)
-These factors
all
increase
IRRI1s staff
capabilities,
make for clearer
communications
between research
and administration,
and are strong
stimulants
in motivating
bright
and ambitious
people.
Each project
would have a project
leader.
If scientists
from different
disciplines
are assigned
to a project,
the leader
would be chosen by the concerned
program manager in consultation
with those concerned.
Presumably,
the project
leader
would be the
initiating
scientist.
Or, if the inputs
were approximately
equal
and the project
life
long enough, the post could rotate.
Collegiality
and teamwork are basic to continued
vitality.
And,
because each scientist
is-likely
to be involved
in more than one
project,
he or she may play different
roles
from one to the other.
The project
leader's
responsibility
would be to coordinate
proposals
and report
preparation;
oversee scheduling:
and order
supplies,
services,
and equipment
needed for the project
as a
Each individual
scientist
would order the materials
and
whole.
labor needed to support
his or her specific
efforts.
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6.3

Overall

Proaram

Manasement

A research
program of IRRI's
magnitude,
which is in fact a
group of programs each with its collection
of projects,
needs an
We would expect
organizational
structure
within
which to work.
that a person at top management level
would have overall
responsibility
for direction
and oversight
of the research
involved.
Whether this
is a director
of research
managing through
or another
structure,
depends on IRRI
program managers,
The objective
is to have someone responsible
for
preferences.
maintaining
the creative
thrust
and-integrity
of the-research
program.
One of the more demanding responsibilities
of the research
director
and program managers will
be setting
priorities
on the
The two
various
projects
and supervising
their
budgeting.
We suggest
that all
activities
are obviously
closely
related.
scientists
involved
in project
planning,.
especially
project
leaders,
be given instruction
and practice
in budgeting
Relevant
course material
and exercises
could be
procedures.
included
in the management course recommended in Chapter 7.
6.4

The Roles

of

Department

Heads

Program planning
at the project
level
would change the role
of departments
heads.
They would,
of course,
be involved
in their
own projects.
But they would be relieved
of some of their
administrative
duties,
because as indicated,
these chores would be
assignea
to the project
scientists.
Department
heads would oversee.allocation
of their
scientists'efforts
to proposed projects,
sign off on plans and
budget proposals,
and might have to negotiate
interdepartmental
differences
when projects
involve
multiple
disciplines.
They
would coordinate
the portions
of the several
project
budgets
relating
to their
departments,
review progress
and expense
reports,
and perform
the overhead departmental
duties
not assigned
to individual
scientists.
In addition,
they would contribute
to
periodic
program reviews
and have major responsibility
for
performance
evaluations
of the scientists
in their
departments.
As a conseguence.of
these changes, -department
heads would be
able to contribute
more to IRRI's
scientific
output
by direct
personal
effort.
Consideration
might be given to periodic
rotation
of department
head responsibilities
as practiced
in many
academic institutions.
6.5

Budaetins

and-control

Processes

Program management presents
the opportunity
to adopt a form
of zero-based
budgeting
and control,
in that projects
could be
funded in phases with allocations
reviewed
at the completion
of
each phase.
This would provide
much clearer
ways for IRRI
management to re-establish
and re-examine
its priorities.;
even to
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terminate
projects
whose promise becomes doubtful.
This is in
contrast
to the present
method of incremental
budgeting
in which
departments
request
marginal
changes to previous
years'
allotments.
The changes in approach and some of the details
of
implementation
need to be discussed.
Under project
planning,
the research
director,
would convene
department
heads and program managers and discuss
the general
elements
of a strategic
direction.
Project
plans with detailed
budgets
could be prepared
and aggregated
at the department
level,
along with recommended priorities.
These would-be
summed up at
the program level.
The decision
makers -- research
director,
-- would examine-the
department
heads, program managers- and others
collective
thrust
and cost.
They would compare total
costs with
available
funds and sort the projects
to bring
the overall
program
into balance with original
intent
and the resources
available;
reducing
the priority
of certain
pr,ojects
if cost exceeded funds
or adding next-priority
projects
if more.resources
were available.
6.6

Overhead

Allocations

The budgeting
and control
process
may necessitate
a reexamination
of overhead allocations.
Research department
overheads
and service
department
costs come to mind.
In research
departments,
budgets
for overhead must cover
more than secretaries,
paperwork,
supplies,
and the telephone.
Scientists
need time to think,
publish
papers,
give speeches,
and perform
other nonproject-related
participate
in committees,
activities.
Some portion
of scientists8
salary
and perquisites
should be allocated
to departmental
overhead
so-that
top
management would have a clearer
picture
of how costs are
generated-.
Service
department
budget& are typically
allocated
on an
annual basis,
but,
in the best of a:Ll worlds,
all service
departments
would operate
on a pay-as-you-use
basis.
Some
departmental
services
already
operate
on a cost-recovery
basis and
we encourage
this
practice
to be expanded where at all possible
We suggest a review of these
without
creating
a paper deluge.
allocation
procedures
and encourage
putting
as much of the total
'(For a costs of services
as possible
into direct
charges;
discussion
of the management of these units,
see Chapters
7, 8, 9
and 10)
Given such a basic scheme of aLlocation
of funds,
Budgets
and Accounts
has indicated
it is prepared
to code all expenses by
research
area, and project.
They would then
subprogram,
program,
report
by project
to the scientists
involved,
to department
heads
with summarized expenses across all their
projects,
and to program
Expenses would be recorded
by line
managers on their
totals.
items for personnel,
labor,
equipment,
services,
etc. based on
periodic
reports
from project
leaders
and involved
scientists.
on computer terminals
The compiled
information
would be available
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in a form agreed
in hard copy on
computerization
available.
(see
6.7

Performance

The reports
could be issued
upon by the users.
All
will
depend upon
a schedule
to be negotiated.
The
software
is
of the appropriate
systems.
Chapter 10)
Evaluations

In the project
planning
process,
the project
leader,
with
other project
scientists
if there were more than one, would
Operational.plans
and budgets
identify
-specific
research
goals.
would be spelled
out, with time frames,
milestones,
and methods to
evaluate
progress.
The program
A regular
review schedule
would be established.
manager might review each subprogram
quarterly
and each program in
Department
heads would play major roles
and
tot0 semi-annually.
Impact on, and
all project
scientists
involved
would participate.
coordination
with,
Internal
Program Reviews would have to be
considered.
These reviews
would offer
excellent
opportunities
for
.performance
evaluations
as well. as program contribution.
This
should be of material
help in developing
scientific
competence
well as managerial
skills.
(see Chapter.7,
Staff
Development.)
6.8

Manaffement

of'.Outreach

Projects

as

-

IRRI serves its client
countries
through
consultation,
by
. outposting
scientists
on core or special
projects,
and by
formalized
training
at both degree and nondegree
levels.
In
Chapter 7 we discuss
the management of outposted
personnel
and
find it wanting.
But-we evaluate
the Training
and Technology
Transfer
Department
(TTTD) as quite
capable.
. -

The question
arises
as to whether or not these outreach
efforts
can, or should be, managed on a project
basis in the
way as the research
effort.
We firmly
believe
they can.

same

The expenses of outposted
scientists
on special
projects
are, by definition,
budgeted by project.
The costs for core
scientists
posted from Los Banos should be assigned
to projects
and have their
costs charged the same as if they were at IRRI
headquarters.
.

The courses
offered
by TTTD are determined
by the research
departments.
They should be initiated,
planned,
and their
costs
charged in the same manner as other projects.
Degree training,
which may be specially
designed
for each candidate,
is perhaps
another
matter.
In any event,
the degree training
budget should
be clearly
identified
and controlled
just
as any other budget
item.
project

We recommend that IRRI consider
the adoption
of a
planning
and management system with the aim of

'
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increasing
the
accountability

challenges,
of individual

responsibilities,
scientists.

and

7,
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-m”r

It is trite
but true that in an organization
such as IRRI
But they are a
human resources
are the most important
asset.
the same as material
resources,
unless
they are
depreciable
asset,
monitored,
and maintained,
as one would do *with any
developed,
This much is basic.
other valuable
asset.
. IRRI@s staff
has grown markedly
in recent
years,
But
outstripping-the
systems needed to develop
and maintain
it.
Funding
appears
to
be
leveling
off
andconditions
are changing.
the contemplated
move to program management will
change the
For these reasons and
responsibilities
of many staff
members.
more, IRRIVs human resources
demand more than usual attention.
This chapter
deals with-current
human resource
monitoring
and development
and recommends actions
to bring
them up-to-date.
It should be read in conjunction
with Chapter
5, which discusses
the staffing
implications
of structural
changes at IRRI.
7.1

Job Descrintions,

a Missins

Basic

The cornerstone
of effective
human resource
management is an
Job
holders
need
up-to-date
system of job descriptions.
sufficiently
precise
definitions
of their
duties
to know what is
Accurate
job.descriptions
are basic to sound
expected
of them.
IRRI has
performance
evaluations
and eguitable
pay schedules.
Many of
only one person assigned
to developing
job descriptions.
them are out of date.
approved hiring
a
In late
1986, the IRRI Board of TNSteeS
This action
consultant
to make job descriptions
and evaluations.
by concerns
about pay levels
at
at least
in part,
was catalyzed,
We concur with the board's
action
and would like
certain
grades.
We suggest
to see the scope of the consultant's
work expanded.
that the project
include
not only job descriptions
and
evaluations,
but that it set performance
standards
-- including
accountability
for funds,
property,
and other material
resources
where applicable7.2

Staff

Develonment

As IRRI moves to a program-driven
funding
and management
system (Chapter
6) several
staff
members will
be assigned
management functions
for which they have had little
formal
training.
IRRI does not have an up-to-date
program for managerial
or supervisory
skills
development.
IRRI operates
two training
One is the Training
& Technology
Transfer
Department
facilities.
(TTTD) serving
populations
from rice growing
countries
and
This department
is
teaching
a wide range of rice-related
courses.
and well managed to support
IRRI1s
well staffed,
well equipped,
Present
courses,
however,
do not
role as a teaching
institution.
IRFU's second training
include
management/supervisory
training.

1
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facility
is in the Personnel
and Legal Department
(PLD).
It
offers
three
categories
of
trainingibasic
skills
for
trade-level
.
occupations
such as carpentry,
etc.;
a course on supervision,
and
a development
program for Filipino
research
staff.

D

The supervisory
course consists
of 4 weeks of training
-spaced over time.
It covers principles
using fictional
-examples *
as cases but does not include
practical
exercises.
Participants
are drawn from the service,
not scientific,
departments.
In our
view,
a preferred
course would include
such basic skills
as:
setting
and clarifying
goals,
planning
work, problem solving,
and
developing
feedback
systems.
It would also cover performance
evaluation,
coaching,
and handling
substandard
performance.
Experience
shows that if these basic skills
are acquired,
interpersonal
relations
and trust
,tend to follow.
Such a course
could be taught
in two a-day modul,es, separated
by a week or more,
taking
4 days instead
of the present
4 weeks.
In addition
to training
Filipino
staff
supervisors
and
managers of senice
units,
the course could be adapted for the
international
and Filipino
research
staffs
by modifying
the
.
exercises,
as is done in many organizations.
If project
teams -including
international
and national
personnel
-- could jointly
participate
in exercises,
they would be more likely
to utilize
their
new skills
on the job.
Further,
such a joint
exposure
would
reinforce
a sense of team membersh.ip to enable them to work
together
more productively.
There:fore,
we suggest
that TTTD
institute
an up-to-date
management/supervisory
course.
In addition,
basic management
for senior
staff

we suggest that IRRI take
skills
course organized-by
from the centers.

advantage
of the
the CGIAR Secretariat

One part of the development
e:ffort
for the Filipino
research
staff
is a subsidized
scholarship
program.
It helps young
_
scientists
to attend
universities
.in the Philippines
and abroad to
pursue advanced degrees.
The P&D has proposed
to extend this
educational
aid program to members of administrative
and other
support
departments.
That proposa:L would include
scholarships
to
foreign
universities-as
well as to those in the Philippines.
The
cost of this
proposed program should be evaluated
in comparison
to
IRRIls
many other -- and in our view higher
-- development
priorities.
7.3

Performance

Evaluations

Appraisal
systems should accomplish
provide
the organization
with information
administration
such as pay, promotions,
termination
for substandard
performance,
individual
with information
for personal
strive
to achieve
both objectives.

two objectives:
1)
for personnel
transfers,
and even
and 2) provide
the
growth.
IRRI should

_
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The need for an effective
staff
members at all levels.
working
well.

appraisal
The present

program-is
system is

felt
not

by IRRI
seen to be

Recognizing
the need to improve the system,
last year the
The proposed
PLD proposed to change the existing
appraisal
form.
It calls
for quite
procedure
is comprehensive
and sophisticated.
penetrating
evaluation
and personal
growth, planning
discussions
The system is similar
to
between manager and subordinate.
Although
the proposal
is
advanced programs
in other cpuntries.
well with the
yet to be acted upon, the system should function
We suggest that the
Filipino
research
and support
staffs.
performance
evaluation
system proposed by the PLD be field
tested
as soon as possible
in a ranse of departments
where job
_descriptions
are current.
1

.

A-different
approach
is needed for the international
staff.
Performance
assessments
and performance
planning
should be closely
linked.
Objectives,
which are agreed to between manager and staff
during
performance
planning
discussions,
would become the major
yardsticks
for measuring
performance
at the end of the period.
Using such a system at IRRI would require
planning
dialogs
between
bf the review
managers and senior
staff
scientists
at the start
period.
For most senior
staff
members, their
department
heads
would be their
managers.
The year-end
evaluations
would be made
by the department
head in consultation
with the leaders
of
the
projects
'to which the scientists
have contributed.
Thus the
scientists'
project
performance
(see Chapter 6) would figure
prominently
in their
evaluations.
Salary
adjustments,
even if
they were made centrally,
would take into account
the written
performance
-assessments
made by the department
heads.
7.4
- _

Salary

Administration

It is commonly said that IRRI pays more than competitive
organizations
and, therefore,
is a preferred
employer.
That is
still
true for the most part:
but only for the most part.
Some
unit managers are having problems
attracting
competent
staff
becuase of IRRI's
pay schedule.
Three of the most critical
areas
that have come to our attention
are qualified
computer personnel,
chemists,
and graphic
artists,
the last to work in both
Communications
and Publications
(CPD) and TTTD.
But there
are
others,
even at the trades
level.
IRRI needs an improved set of job descriptions
coupled with
careful,
objective
salary
surveys.
On this
basis,
selected
jobs
requiring
scarce skills
could be reclassified
so competitive
salaries
could be paid.
At present,
managers resort
to subterfuge
to describe
positions
nominally
in the technicians-artisanscraftsmen
(TAC) category
so they fall
in the professional
and
supervisory
(PS) category
where the employees can be compensated
more in line with open market rates.

.
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The 1984 revision
in the international
staff
compensation
system, with a series
of incremental
steps in each salary
grade,
was borrowed
from large bureaucracies.
The system tends to
and, in the view of many managers,
heavily
weight
years of service
leaves too little
flexibility
for rewarding
superior
performance.
Already
the board has authorized
two additional
steps so persons
at the top of a range could have raises.
There is also some
confusion
in the minds of staff
with respect
to how.much of their
salary
changes are attributable
to cost of living
and how much to
merit.
One further
observation
has to do with the boardlo
involvement
in promotions
and the decisions
on the level
of funds
available
to the DG for raises
and ,the Christmas
bonus.
Decisions
on advancement
are the responsibility
of the DG using such-advice
and counsel
as he may seek.
Determination
of the amount available
for salary
adjustments,
however,
is typically
a board decision.
7.5

Outnosted

Staff

We believe
it is most important
to reinforce
the thrust
of
the EPR's comments on outposted
IRRI staff.
Personal
interviews
with some of them indicate
that IRRI has an eguity
problem
in this
'area.
Salaries
and fringe
benefits
are only part of their
concerns.
they do not feel they are full
members
Fundamentally,
of the IRRI family.
Many outposted
staff
are retailned
and placed overseas
on
special
project
funding.
For this
reason,
donor terms of
employment
rather
than IRRI standards
prevail.
Consequently,
their
emoluments may differ
from their
counterparts
at Los Banos.
Historically,
funds have not been available
for them to
participate
in IRRI's
in-house
reviews,
although
provisions
were
often made for them to come on other occasions.
We understand
that IRRI's
management is well aware of this
*problem and that efforts
are being made to assure parity
between
This step becomes even more
outposted
and on-campus staff.
important
as consideration
is given to rotating
staff
members
between Los Banos and country
programs.
We recommend that personnel
policies
scientists
be brought
more closely
to headquarters-based
staff.
7.6

Conditions

of

concerning
outposted
into line with those that

apply

Emnlovment

The terms of employment of IRRI staff
members is one year.
Presumably,
such annually
renewable
appointments
give both the
institution
and the employee maximum flexibility.
In practice,
however,
after
a few years reappointment
tends to be seen as
automatic.
In fact,
many regard their
appointments
as tenured
until
age 65.

-
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To remain a world class scientific
institution,
IRRI has to
keep on the forefront
in the rlevant
fields
of science
and
This is achieved
in part through
IRRIls
provision
of
technology.
The
study leaves and funding
travel
to professional
meetings.
employment of visiting
scientists
and the retention
of a strong
The right.
disciplinary
structure
are also positive
contributions.
kinds of new staff
members add much to an established
In a growing
institution,
new people are
organization.
If
growth
ceases,
maintaining
the
automatically
brought
on board.
right
mix of talent
becomes much more difficult.
Some organizations
grant multi-year,,
fixed-term
contracts
and decide a year or so before
the contract's
termination
whether
As IRRI thinks
through
to extend the contract
for another
term.
the-operational
aspects
of its strategic
plan,
it may want to
consider
such a system.
We note another
condition
of {employment of some IRRI
international
staff
that Board and management may want to reIt involves
a new benefit
policy
which is unique in the
examine.
It
provides
Rest
and
Recreation
travel
(R&R) for
CGIAR system.
international
staff
who are citizens
of the host country
and for a
anomaly,
are
few additional
Filipinos
who, due to an his$orical
employed on terms that are identified
with those of the
international
staff.
As generally
understood,
the purpose of home leave for
internationally
recruited
Staff
living
in a foreign
country
iS‘to
It is
enable them to renew their
home cultural
and family
ties.
not to provide
a vacation
in a foreign
country,
although
some may
take their
annual leave for that purpose.
We make this
point
because,
as we understand
it,
the R&R
benefit
for the senior
Filipino
staff
was introduced,
after
to provide
a benefit
similarto
the home
approval
by the board,
leave benefit
enjoyed by the non-Filipino
international
staff.
Because this
particular
R&R provision
is such a radical
departure
we suggest that IRRI's
board refrom conventional
practice,
examine the decision
to establish
this unusual
staff
benefit.

.

One matter
brought
to our attention
by several
junior
research
staff
members -- most of whom hold BS or MS degrees -- is
the policy
that when a person earns the PhD degree,-he
or she must
move on to other employment,
unless
successful
in competing
for an
opening on the international
staff.
Many of them see this
policy
as a disincentive.
The reason for the policy
is this:
were the
"overqualified
I1 PhD holder
retained
on the junior
staff,
he or she
wou-ld likely
become dissatisfied
because of unequal pay and
emoluments
for what was perceived
as equal work.
The salary
and
benefits
for junior
staff
would be very much lower than the scale
for internationally
recruited
scientists.
We empathize
fully
with
the dissatisfaction
expressed
by the junior
staff
members, but
realistically,
we are forced
to agree with IRRI's
policy.
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7.7

Next

Stew

As indicated-in
the foregoing
discussions,
IRFU's personnel
policies
and practices
urgently
need top level
attention.
The
frequency
with which employees have brought
personnel
system
malfunctions
to our attention
has made a deep impression
on us.
Allegations
of favoritism
in hiring,
misuse of supervisory
authority,
and circumvention
of established
rules
are common.
While we have a limited
basis for assessing
these allegations,
we
are persuaded
that IRRI1s personnel
policies
and practices
are an
Institute-wide
concern.

_ -

We understand
that the Personnel
Department
(PLD) placed
proposals
for a revised
perbonnel
manual and an updated
- performance
evaluation
system on management's
desks in March 1986
and no action
has yet been taken.
We cannot judge whether
this
is
due to a lack of vigorous
follow-up
by PLD or an overloaded
directorate.
Whatever the, reasonf
human resource
management
suffers
from a lack of organized,
continuous
monitoring
and
responsiveness
to both the internal
and external
environments,
We stronslv
recommend that the board and-incoming
DG give
early
and close attention
to reforming
IRRIVs human resource
management function,

External
management reviews
were initiated
partly
because
donors wanted an assessment
of how efficiently
the CGIAR centers
In this
review-we
have to them.
used the funds entrUSted
concentrated
on an examination
of IRRI's
overall
financial
accounting
and budgeting,
financial
planning
systems,
performance,
internal
and-external
auditing,
and the
internal
controls,
organization
and staffing
of the finance
function.
An unusual
feature
of the CGIAR is that most grants
are
funded and committed
annually
and the monies are not received
In fact,
most funds are received
during
evenly during
the year.
Besides program considerations,
the
the second half
of the year.
overall
funding
is also influenced
by how much of the previous
subject
to certain
allowances
year's
allocations
are expended,
This has pressured
such as maintenance
of a working
capital
fund.
the centers,
including
IRRI, to either
expend or commit funds at
Uncertainties
in the timing-of
unexpended
the end of the year.
core funds impose special
burdens on financial
management.
8.1

Historical

Backaround

A review of IRRI's
historical
background
helps-one
understand
the present
situation
in accounting,
financial
Our assessment
is that IRRI's
management,
and related
activities.
rapid growth was not matched by corresponding
improvements
in
financial
management systems and procedures,
including
the
staffing
of the finance
function.
Our reading
of past letters
from external
auditors
to IRRI management (some going back to
1972) indicates
that some of the recommendations
made prior
to the
period
under review were not implemented
in a timely
manner.
An
internal
auditor
was recommended in -1976, but was not appointed
until
1980.
Weaknesses were detected
in cash control
and
management,
receivables
(including
large advances and loans to
staff),
and control
systems
(concerning
purchasing,
inventories,
properties
and equipment).
In 1976, the auditors
also recommended
an overall
study of IRRI's
financial
drganization,
staffing,
and
until
1981.
The completion
systems -- but it was not commissioned
of this
study coincided
with a transitional
period
in IRRI*s
history
when there was no permanent
DG, nor a suitable
financial
controller.
IBRI's
financial
operations
began to improve with the 1980
establishment
of an Audit Committee on the board and appointment
of an internal
auditor,
and the 1982 appointment
of the present
Director
of Budget and Accounts.
Areas showing major improvement
since include
investment
of surplus
cash, control
and reduction
of
dues from staff,
of purchasing.
and some aspects
Improvements
have been initiated
in several
other areas,
but the task is
incomplete.
For example,
systems and procedures
are not fully
formalized
in up-to-date
manuals and internal
controls
over
inventories
are inadequate
in certain
areas.
Much work remains to

.

be done in integrating
the
functions.
Some outstanding
with accounts
still
years,

purchasing,
supply and accounting
commitments
go back more than
not fully
reconciled.
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we gain the impression
that the
From looking
at IRRI's
past,
Institute
has not placed as much attention
on efficiency
in
financial
operations
as on attaining
scientific
excellence,
There
'has been a historical
belief
that scientists,
to do good research,
must have as few constraints
and controls
as possible...thus
the
apparent
laxity
in financial
discipline
one observes
in IRRI's
Most
of the problems
and inefficiencies
observed
today have
past.
their
roots
in this past.
8.2

IRRI's

Financial

Performance

Over the years IRRI has enjoyed
a relatively
stable
funding
base.
In 1982 IRRI's
core funding
(including
restricted
core) was
provided
by 18 donors,
with 87% of the total
funding
coming from 8
The number of donors has donors
(The USA and Japan provided
46%).
increased
to 29 over the past 5 years1 but most funds still
come
from a handful
of donors
(7 donors provided
80% of 1986 funding;
the USA and Japan provided
the same percentage
of total
funding
as
in 1982).
_
8.2.1
Financial
Growth.
IRRI's
total
funds have increased
from 29.5 million
in 1982 to 35.8 million
in l.986, an average of
12.6% per year (Table 8.1).
Total
applications
increased
over the
same period
from $26.3 to $31.0 million
(9% a year).
Table

8.1

Sources

and application

of IRRI

funds.

Funds~ (US $ Million)2/
1983
Sources:
Core - unrestricted
COr8
- restricted
Subtotal
(Core)
Special projects
Others
Total sources

a/

Actual8

20.4
6.5

20*2
E
36.3

balances
from

1985

1986

1987

14.5
7.7

14.1

22.2
10.0
2.8
35.0

% .
8.3
35.8

37.7

21.1

22.1

24.0
5.4

26.2

iii

12.3

Applications:
Core. - restricted
and LukStriCt8d
Special projects
Others
Total applications
Unexpended

1984

1982 through

3.2

1986,

7.8

20.6
3 .7
JbA
3t5.7

28.4

Is
31.4

4. 6

3.8

3.6

and forecasts

for

1987.

2.8

14.4

22.

z

-z
34.7
4.7

3,o

_

,_.

=:_.

.-=-e

=
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IRRI@s dependence
on restricted
core and special
projects
It increased
from 50% of total
funding
in
funding
has been high.
1982 to 53% of the 1986 total.
We have not studied
the
implications
of this
on IRRI's
programs,
but the figures
are high
enough to require
that the board and m anagem ent study them in
The abilitv
to onlv snend less than half
of its funds in
detail.
a "no strings
attached"
m anner m ay not uive IRRI the flexibilitv
to redirect
its efforts
into areas that the strateaic
Dlan m ay
dem and.
8.2.2
Use of funds.
Analysis
of IRRI's
use of funds over
the past 5 years shows that
funds devoted
to research
have dropped
from 66% .of total
uses to 61% (Table 8.2).
The drop com es m ainly
in the allocations
to research
departm ents.
By contrast,
Araining
Resources
allocated
to
expenditures
have increased
m arkedly.
adm inistration
and general
operations
in 1986 are som ewhat
inflated
because of accruals
at $.06 m illion
(or 25% of total
uses) for com puterization
of accounting
functions
and the search
adm inistration
and
for a new DC. The average share of general
operations
in the total
was 21.5% during
1983-85.
.Table

8.2

Uses of IRRI

Funds

(In

Percentages)
Use % in
1982

Research departm ents
Global research
services
Research support
services
Subtotal
Training
Inform ation
services
General adm inistration
and operations
Capital
expenditures
& others
Total uses

44

1986

5
4

39
11
11
61
8
4

21
4
100

24
3
_ 100

ii

-

8.2.3
&uiditv.
IRRI's
ability
to m eet its short-term
obligations
is very satisfactory,
as shown by.the
liquidity
ratios
in Table 8.3.
Both the current
ratio
and the guick,ratio
have
been m oderately
high and relatively
stable
over the years.
It
should be noted,
however,
that these ratios
are based on the yearend .position,
when m ost funds are in hand.
The fact that 1-1
has
not had to resort
to borrowing
also indicates
its satisfactory
liquidity
position
throughout
the year.

.
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Table

8.3

IRRI's

liquidity

position.
Ratio

Current Ratio
assets/current
liabilities)

in

1982

1983

1984

1985

1986

1.7

1.8

1.7

1.6

1.6'

1.6

1.7

1.6

1.5

1.5

-(current

Quick Ratio (current
assets,
excluding
inventories/
current
liabilities)

8.2.4
Cash manaaement.
We were impressed
with the cash
management practices
of the Director
of Budget and Accounts.
When
he took over,
surplus
cash was not being invested
in incomeearning
accounts.
He, took early
action-to
invest
wisely.
He also
took measures to avoid exchange losses.
These two actions
alone
have benefited
IRRI about $600,000 per year.
Most funds are now
kept as cash reserves
in a "money market"
type account,
presentlyearning
about 6% per-annum
interest.
8.3

Oraanization

and Staffinq

The Director
of Budget and Accounts
is the chief
financial
officer
and reports
directly
to the DG. The present
incumbent,
who is well experienced-,
is dedicated
to his task.
However,
he is
overburdened
with work.
His department's
current
staffing
does
not allow him to delegpte
many responsibilities,
which limits
his
time for financial
planning
and management.
In March 1987, the board's
Audit
Committee recommended'that
the "Institute
management review all accounting
duties
and
responsibilities
and reorganize
the Accounting
Department
based on
the results
of such review."
The Committee
also suggested
that
IRRI management review requirements
for accounting
personnel
and
needs for more competent,
qualified
staff.
We wholeheartedly
support
the <Audit Committee's
recommendation;
it is long overdue.
The current
Director
of
Budget and Accounts
leaves IRRI in ,July, so actions
on
reorganization
and staffing
of financial
operations
should perhaps
Management should appoint
await-his
replacement's
appointment.
the new Director
of Budgets and Accounts
as soon as possible,
so
that he or she can interact
with the outgoing
director.

.
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8.4

Accountina

and ReDOrtinq

The CGIAR system of accounting
allows
some exceptions
to the
Generally
Accepted Accounting
Principles
(GAAP).
These include
non-capitalization
of some assets,
non-charging
of depreciation,
and flexible
interpretation
of the term 99commitments99 in providing
For this
reason the annual
for liabilities
at the year's
end.
audit
certificate
of IRRI is qualified
in the following
terms:
"the accompanying
financial
statements
are not intended
to.present
the financial
position
and results
of operations
in conformity
with generally
accepted
accounting
principles.9t
For
These deviations
from GAAP often
cause problems.
example,
non-capitalization
of some assets leads to considerable
difficulty
in reconciling
fixed
assets
inventory
values with book
balances.
In fact,
this
has never been achieved
at IRRI.
the treatment
of commitments
results
in large credit
_ Similarly,
balances
in the books of account
for long periods;
this
is not
The 1986 balance
sheet,
for
desirable
from a control
viewpoint.
example,
includes
commitments
of some $5.7 million,
of which $1.9
million
was set aside in 1985 and earlier.

s

We note that the CGIAP centers
have agreed on a set of
We also note that
improved
accounting
practices
in the system.
IRR19s Director
of Budgets and Accounts
contributed
notably
to the
preparation
of the recommended practices.
We encourage
IRRI to
introduce
improvements
to the present
system as called
for in the
practices
recommended to the centers.
e

We also suggest that IRRI use this
opportunity
to make
fuller
use of computers.
Computerization
would speed the
preparation
and finalization
of IRR19s accounts.
Presently,
there
are no fixed
target
dates for finalizing
IRR19s accounts.
In the
past,
the dates when auditors
signed the accounts
have fluctuated
from mid-March
to mid-May.
- Computerization
could also improve financial
information
systems.
A computerized
accountingsystem would enable the Institute
to
prepare
more timely-financial
reports
to the board,
to management,
and to project
and program managers.
8.5

Financial

Plannina

and Budcretinq

Budgeting
is the key financial
planning
mechanism at IRRI.
Budgeting
is more a top-down
than a bottom up process.
The
management allocates
funds to departments
based on indications
received
from the CGIAR secretariat
on funding
prospects.
Salaries
are centrally
budgeted,
based on indications
from
departments
of their
staffing
needs.
Non-salary
items are also
allocated
centrally
(on an incremental
basis),
based on the
department’s
or cost center's
expenditures
the previous
year.
Non-salary
items include
international
and local
travel,
equipment
and supplies,
motor vehicle
maintenance,
hourly
help and overtime,
etc.

_
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Individual
budget centers,
including
the research
departments,
have autonomy in manalging their
non;salary
budgets
(subject
to guidelines
from IRRI management).
The finance
department
issues monthly
reports
to the budget centers
on actual
The finance
department
expenditures
against
budgeted
figures.
studies
major deviations
from the budget and informally
communicates
them to the cost centers.
The move toward program budgeting
will
increase
demands on
the accounting
and budgeting
system considerably.
Allocation
of
salaries
and other expenditures
by project
will
require.some
form
of time estimation
and the reporting
of actual
time that staff
spend on each project.
A form of cost accounting
also needs to be
devised
to allocate
non-salary
items to different
projects.
The
shift
towards
program budgeting
is not likely
to be smooth,
especially
with no integrated
and fully
computerized
accounting
system,
nor a system for reporting
the information
needed on a
project
basis.
We see computeriza,tion
as the critical
requirement.
The scientists'
likely
resistance
to time reporting
further
emphasizes
the need for a workable
system to be devised
that will
generate
the minimum critical
information
for program
budgeting
and management purposes.
8.6

*

Auditinq

8.6.1
Internal
auditinq.
The internal
auditor,
appointed
in
1980, has six staff
members and reports
to the DG. Over the past
6 years the internal
auditor
has directly
contributed
to the
discovery
of frauds
and irregularities,
major deviations
from
policies,
inefficiencies,
and questionable
financial
transactions.
The effectiveness
of the internal
audit
unit has increased
demands
on the time of the auditors
for tasks such as routine
checking-of
specific
transactions
that other IRRP staff
should carry.out
The external
auditors
have recently
reviewed
the internal
audit
function
and recommended that the internal
audit unit-be
strengthened.
The external
auditors
also emphasized
the need to
increase
the independence
and objectivity
of the internal
audit
function
by:
- giving
the unit's
head higher
rank
the organization,
and better
support
- providing
access to
reporting
meetings,

the head of the
the board's
Audit
of internal
audit
and,

- reducing
the unit's
that should be carried
We concur with the external
internal
auditor's
achievements

and status

within

internal
audit
unit direct
Committee,
including
findings
in their
regular

involvement
in routine
functions
out by other IRRI staff.
auditors'
findings.'
The
are commendable,
particularly

,

.
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given the
overcome.

.

environment

he works

within

and the.obstacles

he must

-

8.6.2 External
auditinq.
Velayo C Cop.
Sycip t Gorres,
the
external
auditor
of
IRRI
since
its
inception,
is the
(SW t
SGV also has a
largest
public
accounting
firm in Southeast
Asia.
large management consulting
wing, with clients
in many Asian
countries
and elsewhere.
IRRI has retained
the management
consulting
wing of SGV for several
projects
in the past.
Our review of SGV's audit
reports
firm conducts
IRRI's
audits
lead us to
-senred IRRI well.

and examination
of how the
conclude
that SGV has

One aspect that requires
attention
is the preparation
of the
management letter
that the auditors
usually
send to the client.
With the 1980 formation
of the board's
Audit
Committee,
information
that was previously
in the management letter
was
incorporated
into the Audit Committee's
report.
We understand
that the auditors,
in consultation
with the Audit
Committee,
draft
this
report.
We suggest that.the
auditors
revert
to preparation
of their
management letter
as a separate
document and address it
to the Audit
Committee,
with a copy to the DG. The Audit
Committee would then prepare
its own report
to the board.
8.6.3 The Audit Committee of the board.
The Committee has
played
a valuable
and important
role in enhancing
accouontability
at IRRI.
In particular,
the committee
has been instrumental
in:
- taking
action
recommendations

external

auditors'

- introducing
improvements
in IRFU9s financial
reporting
practices
and initiating
changes in
controls

* -

- enhancing
the internal

.

on the

the independence
audit
function

and the

internal

effectiveness

- recommending
changes in organizational
segregate
conflicting
functions
and,

structure

- keeping

matters.

trustees

informed

of

financial

of
to

We note that these achievements
were largely
due to the
competence
and diligence
of the Audit Committee chairman,
who has
now retired
from the board.
We suggest that-the
board,
in its..
member selection
process,
pay special
attention
to recruiting
some
individuals
with knowledge
and experience
in financial
management.
8.7

Conclusions

are

IRR19s recent
significant
-_ _..._ .---

.-

on Financial

Manaaement

achievements
in improving
financial
management
but, the task is only partially
complete
-- --:
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because financial
management
over the years.
IRR19s next
on financial
management that
efficiently.

has received
decade will
the current

inadequate
attention
place additional
demands
system cannot handle

Several
important
suggestions
in the chapter
require
action
by management.
Thr(ee of these are
We recommend that IRRI:
priority.

high

study the implications
of its heavy dependence
on restricted
funding
(restricted
core plus
special
projects)
on future
program flexibility
reform the organization
Accounting
Department
future
responsibilities
place high
formalization
procedures.

to

and staffing
enable it
efficiently,

to

of the
carry
and

out

priority
on computerization
and the
of financial
systems and

.

A visitor
to IRRI is struck
by the Institute's
carefully
.
its attractive
campus and housing
areas,
tended fields
and plots,
IRRI's
staff
and the fact that its basic services
function
well.
is justifiably
proud that essential
services
are so reliable
that
power failures
and other malfunctions
do not disrupt
advanced,
This is an important"achievement.
complicated
experiments.
Management of IRRI's
physioal
piant
and-maintenance
units
Some 500 service
employees report,
through
their
divided.
Another
to the Director
for Administration.
respective
units,
employees work in IRR19s research
support
service
units,
which
In addition,
report
to the Deputy Director
General
(Chapter
5).
each of the 13 research
departments
manages its own land,
and a small working
inventory
of supplies.
equipment,
vehicles,

is
300

Given this
pattern
of operation
it is obvious
that equipment
and vehicles
are duplicated
in research
departments
and service
units.
Would a unified,
Institute-wide
service
organization
to
provide
all of these services
improve cost effectiveness?
Part of
the answer rests
in the fact that IRR19s scientists
do
experimental
work that involves
growing plants
under unpredictable
weather
and the ever-present
threat
of pests and pathogens.
The more directly
scientists
control
Timing is of the essence.
essential
services,
the more certain
they are that critical
On the other hand, careful
operations
will
be performed
on time.
studies
would probably
show that some kinds of additional
services
could,
and likely
should,
be pooled.
To gain
administration
9.1

a better
picture
of what
do, we comment briefly

Administrative

the units
on each.

in general

Units.

Personnel
management for all members of the national
staff
is handled by the Director
for Administration
through
the
Because personnel
management is
Personnel
and Legal Department.
we devote the whole of Chapter 7 to the subject.
so important,
Buildinss
and Property
(B&P) is the Institute's
largest
It maintains
all office
and research
buildings,
service
section.
It operates
the motor pool with its
and warehouses.
residences,
and services
and maintains
all IRRI-owned
staff
of drivers,
vehicles
(about 100 pool vehicles
plus more than 300 others
B&P also
staff,
and to other units).
assigned
to departments,
manages IRR19s two gasoline
depots.
Not all of IRRI's
building
construction,
repair
work is done by B&P. Many jobs are
contractors
through
competitive
bidding.

let

maintenance,
and
out to private

A rising
concern of IRRI management is with
problem of deferred
maintenance
of several
aging

the costly
buildings

and

.

laboratories.
.Needs include
electrical
rewiring,
reroofing,
airconditioning
upgrading
and the installation
of fire
sprinklers
in some older buildings.
Also,
improving.ventilation
in some
laboratories
is a high priority
due to possible
health
hazards.
IRRI recently
reviewed
its property
insurance
program.
Fire
and extended
coverage
policies
up to full
replacement
value are
carried
on all major buildings.
IRRI self-insures
its vehicles
for owner damage and comprehensive
coverage.
Vehicle
liability
insurance
is placed with an outside
carrier.
Total,coverage
appears to be in good order.
Food and Housins Services
(FHS) is, in IRRI's
terms,
selfsupporting.
Users are charged enough to cover the direct
costs
of
the services.
Our impression
of this
unit's
work is favorable
indeed.
The cleanliness
and attractiveness
of the facilities,
the
consistent
high quality
of meals, and the professionalism
of the
staff
are much appreciated.
FHS operates
two cafeterias,
three
snack bars,
an executive
dining
room, and provides
varied
and tasty
meals for visitors
staying
at the guesthouse.
An additional
IRRI cafeteria,
which
serves the noon meal to many IRRI employees,
is let out to a
private
operator.
PM also operates
4 dormitories,
(bed capacity
of about 450), and manages 24 postdoctoral
apartments
plus 73
staff
houses and apartments.
Securitv
Force.
IRRI's
Security
Force totals
70 staff
members.
The Institute's
campus is an open one traversed
by
public
highways,
which also serve UP&B. The IRRI security
force
works closely
with the University's
security
force
in carrying
out
its work.
The manager of the security
unit
is also responsible
for IPRI~s fire
brigade
and its safety
programs.
As in many places
in the worlid,
and corruption
is ever present.
IPPI,
resources,
is an attractive
target.
including
the stealing
of checks,
[of
vehicle
have occurred
at the Institute.
stopped payment on the stolen
checks
forgery
case, which is being handled
Investigation.

the threat
of theft,
crime,
with its substantial
Several
cases of theft
forgeries,
and the
loss of a
Management immediately
and took prompt action
on the
by the National
Bureau of

IRR18s auditors
and the Audit
Committee of the board studied
the Institute's
possible
exposure
and recommended:
1) that the
Institute
review
security
procedures
and consider
stricter
measures within
IRRI@s premises:
and 2) that IRRI review the
effectiveness
of the internal
security
force
in the conduct
of
their
daily
routine,
their
investigationsof reported
losses,
and
other operations
of the security
unit.
Management has engaged a
prestigious
law firm to follow
up on these recommendations.
s&urity

We asked some other institutions
problems.
We learned
that

for suggestions
some Philippine

on handling
organizations

.

frequently
rotate
financial
posts.
could be used.

persons
Perhaps

in key security,
purchasing,
and
IRRI has some posts where this
practice

Purchasina,
Receiving,
and Stores.
Purchasing,
receiving
and stores
are key services
required
to keep IRRI's
programs on
schedule.
For the most part,
acquisitions
are made by initiating
purchase
orders
and moving them through routine
channels.
in emergencies
scientists
may purchase
needed supplies
However,
directly.
~ Part of IRRI's
international
purchases
are handled
through
the nonprofit
International
Institute.of
Education
in New
York, a useful
and satisfactory
service
also employed by other CG
centers.
The management and functioning
of purchasing,
receiving,
and
stores
have been under review by IRRI's
auditors
and Audit
Committee
for the past 2 .years.
As a result,
the purchasing
office
was transferred
from Los Banos to the Institute's
Makati
In addition,
the receiving
function
wag separated
fromoffice.
that of purchasing.
Conmuter Center.
The Computer Center,
with its 13
employees,
reports
to the Director
for Administration.
As the
work of this
center
permeates
virtually
all areas 'of the
Institute's
activities,
we discuss
it in some detail
in Chapter
10.
Other Service
Units.
The Director
for Administration
is
also responsible
for the Mail Room, the Radio Room (telephone,
telex,
and radio
link
to Makati office),
and the Travel
Office.
IRRI provides
space in its administration
building
for a travel
agent to handle the Institute's
business..
In return,
the agency
pays IRRI 4% of the gross cost of tickets
it bills
to IRRI.
Management recently
replaced
the two travel
firms which
previously
were at IRRI, with a single
agency, because it was
dissatisfied
with some business
practices
of the previous
agencies.
At the time of our visit,
it was clear
that IRRI staff
did not fully
appreciate
the reasons
for the change and were not
well satisfied
with the present
service.
9.2

Observations.on

Administration

_

.
Providing
the services
required
by IRRI scientists
and their
.programs is complicated
and demanding.
Rapid growth in the
institution,
aging facilities,
and turn-over
in the post of
Director
for Administration
have contributed
to some problems
now
surfacing
in the service
areas.
Before the present
Director
for
Administration
joined
IRRI in February
1986, the post had been
vacant
for more than a year.
During this period,
it was covered
by the Director
of Budget and Accounts
while he also performed
his
regular
duties.
The new director
is still
learning
how to work
with his staff
just
as they are learning
how to work with a new
boss.

Service
workers
tend to be unsung heroes.
When everything
runs smoothly,
their
effective
work seems to be taken for granted.
to their
boss.
everyone
is on the telephone
When problems
occur,
it is the function
of the administration
to serve
Nevertheless,
the rest of the institution
as smoothly
and effectively
as
Administrators
and service
units
have standards
to
possible.
maintain
and schedules
to meet.
In this
process
their
goal should
be to make life
easier,
not more difficult
for their
fellow
IRRI
staff
members.
-- Only a part of the total
cost of IRRI1s service
work-is
charged back to the user.
In this
sense, substantial
subsidies
In due course,
IRRI must decide to what extent
are involved.
service
unit
costs are to be recovered
through
the.charge-back
process.
When users pay-the
full
cost of services,
they likely
will
be better
shoppers.
A move toward full
costing
is compatible
with project
management as recommended.in
Chapter
6.
It is difficult
to become sufficiently
informed
about the
Institute's
cultural
milieu
to suggest useful
solutions
to
problems
after
being at IPRI for only a few weeks.
We have
we
learned
that
in the service
area, as in other IRRI operations,
could identify
few problems
with which management and _staff
were
not already
familiar.
In our discussion
of strategic:
planning
(Chapter
4) we
address the process
by which IRRI develops
a vision
of its future.
IPRI's
sewice
staff
needs to be a part of that planning
exercise.
like
their
colleagues,
should
contribute
their
thinking
They,
about how they can make their
units
more effective.
Staffing
changes can best be addressed
when IRRI's
structure
is developed
to fit
its strategic
plan.
It may well be, however,
that the
Director
for Adm-inistration
will
need -a pair of well trained
locally
recruited
deputies.
Consolidation
of some of the service
units
might follow.
We stress
nationally
recruited
staff
rather
than expatriates
because management work to be done is primarily
with fellow
Filipinos.
This
IRRI is restructuring
its purc:hasing
procedures.
process
should include:
working
out more formalized
operating
procedures
and drawing up a list
of accredited
suppliers:
guestioning
the practice
of and the basis for making advance
payments to suppliers;
eliminating
the duplication-in
the checking
of incoming
goods by both receiving
and warehouse
sections;
spot
checking
warehouse
inventories
(something
that has not been done
by the prope.rty
and assets section
for more than a year):
and
improving
the ventilation
and working
conditions
for warehouse
staff.
IRRI's
administrative
infrastructure
has met the past needs
of program staff,
but parts
of it are now being stressed.
Productivity
and efficiency
appear to have declined
in several
areas.
We believe
that suggestions
for planning,
personnel
management,
and organizational
structure
made in other chapters
-
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will
offer

help increase
administrative
these suggestions:
- It is essential
managerial
posts
Filipino
culture

efficiency.

that individuals
at -1RRI understand
and way of life

In

addition,

brought
into
and appreciate

we

the

- An orderly
scheme for rehabilitating
essential
facilities
needs to be worked out (this
should be don8
concurrently
with the strategic
planning
exercise)
- The Institute
should move toward full
cost recovery
This would require
of administrative
services.
introducing
cost standards
and unit pricing
- Threats
of theft,
corruption
and impropriety
in the
use of IRRI resources
must be clearly
and openly
These are now
discussed
with all staff
members.
demoralizing
concerns
that are undermining
nagging,
staff
members' confidence
in one another.
The
Institute
must take strict
measures against
improprieties.
The people w&provide
IRRI*s administrative
services
take
But several
of them feel they are unable to
pride
in their
work.
do their
best because of difference
in perceptions
concerning
what
proper procedures
are.
IRRI does not have a staff
handbook that
clearly
spells
out administrative
policies
and practices.
Such a
handbook exists
in the personnel
area only and it is dated.
We
recommend that IRRI help staff
at all levels
understand
more
clearly
what the Institute-administrative
policies
are and how
they are to be implemented.
This may require
that management
reformulate
certain
policies,
issue interpretive
guidelines,
and
conduct
educational
programs with staff.

-

Any organization
as an informational
into the organization
in a new form to user

seen

--

and IRRI is a prime example -- may be
input-output
device.
Information
comes
where it is transformed,
then is distributed
populations
or stored
for future
reference.

At IRRI, the incoming
information
relates
primarily
to'
scientific
aspects
of rice production,
distribution,
and use.
The
transformation
amounts to analysis,
experimentation,
and
production
of new knowledge,
which is published
and stored
in
libraries
and data bases for future
use.
The output
goes to the
rice-growing
world:
scientists,
educators,
extension
agents,
farmers,
and the rest of the CGIAR system (the donorso TAC, other
and the CGIAR Secretariat).
IARC centers,
In this
chapter
we examine the manner in which IRRI handles
its many flows of information.
We pay special
attention
to
computerization,
the Library
and Documentation
Center,
and the
Communication
and Publications
Department
-(CPD),-/
10.1

Comnuterization

IRRI,
like many organizations,
age piecemeal-but
rapidly.
After
IRRI acquired
its first
mainframe,
donated that computer to IRRI,.then
4363 in 1985.
Meanwhile,
the purchase
-- but there was, initially,
different
brands.

has come into the computer
sharing
a computer with UPLB,
an IBM-4331,
in 1983.
IBM
upgraded to the present
IBM-

of micro-computers
has proliferated
no policy-to
ensure compatibility

of

Because of the piecemeal
acquisition
-- and the resulting
fractionation
-- of computing
capac-i$y,
IRRI needs to organize
for
the near and long-term
future.
-Fdiling
this,
the full
value of
the Institute's
scientific
information
and a mounting
investment
in computers
will
not be realized.
serve,

When examining
the
four stand out:

functions

that

a computer

system

should

First
is the urgent
need for a general
data base, to give
scientists
ready access to the vast amount of information
atIRR1
that is not now easily
available
to them for the design and

v

In our terms of reference
we 'were
IRRI's
records
management systlems.
this
in as much detail
as we would
competing
demands on our time.
We
management study the experiences
of
improving
their
records
management
CIP).

asked to examine also
We were unable to study
have liked
to because of
suggest that IRRI
other centers
in
systems
(most notably
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Ready.access
to existing
management of research.
enable new studies
to more easily
build
on past

data
results.

would

The second major need is for access to specialized
computer
and analysis
of experiments.
programs
for the design,
conduct,
Over and above their
need for a common data base, scientists
must
Third,
be able to simulate
experiments
and explore
options.
administrative
processes
such as accounting,
budgeting,
and
IRRI still
inventory
have not been satisfactorily
computerized.
although
new procedures
are
handles
personnel
records
manually,
All
administrative
functions
have
lagged
far
being initiated.
behind the research
departments
in computerization.
area -is project
budgeting
and
The fourth,
and very critical,
-control
-- the interface.between
science
and administration.
As
each project
needs to be
IRRI moves into program management,
budgeted
and monitored
continuously.
_
In addition
to these four major needs, IRRI may want to
utilize
its computer network to facilitate
internal
communication
of board decisions,
DG memoranda, weekly schedules,
etc.:
toprovide
better
access to library
information;
to facilitate
the
use of electronic
mail;
to provide
faster
communication
with
and to generally
advance all
scientists
in national
rice systems;
communication
systems.

*

To do all of the above, one needs to think
of an IRRI-wide
network which will
allow many -- if not most -- of IRRI's
microcomputers
to interact
with one another
and with the mainframe.
Such a network
can give scientists
and administrators
ready access
to relevant
files
and programs.
A detailed
recommendation
on-the
specifics
of hardware
software
acquisitions
is beyond the scope of this
review.
However, we do have the following
general
observations.

and

10.1.1
Orsanization
and Staffinq.
A computer
center
of the
size needed by IRRI requires
managers of two kinds:
one in the
area of software
and one in hardware,
-One of these,
probably
the
software
manager, would be in charge.
Although
the needed skills
can sometimes be found in one individual,
the likely
demands of
each area would necessitate
at least
two.
The software
manager
would supervise
software
development
and provide
support
to user
departments.
The hardware manager would supervise
operations,
handle acquisitions
and installation
of new equipment,
and keep
'the hardware
functioning.
In both areas,
IRRI would need top
specialists
and operators
drawn from the local
labor market.
We
noted in Chapter 7 that IRRI's
current
salary
structure
may be a
barrier
to recruiting
top talent
of this
kind.
The strengths
of the current
computer manager lie in the
management of hardware.
He is an experienced
and hard working
individual
who has been with IRRI on a consulting
basis since
1984.
IRRI has advertised
for a facility
manager.
This post
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should be filled
as soon as pos.sible,
competencies
of the current
manager.

taking

into

.account

the

We see the appointment
of the new manager as a turning
point
in computerization
at IRRI.
He or she should be given authority
to diagnose
IRRI's
needs and prepare
a long-term
plan for hardware
acquisition,
software
development,
and organization
of the center.
Implementation
of the board's
recommendation
to hire a consultant
to advise IRRI's
data base management system should be delayed
if
the prospects
are good for hiring
the facility
manager soon.
IRRI's
data base is currently
under the control
of the
Statistics
Department.
Control
of such facilities
by a user
department
tends to limit
access bly others
-- the current
situation
at IRRI.
Therefore,
we endorse the Board's
decision
-and the EPR panel's
suggestion
-- that the general
data base not
remain under the direction
and control
of a user department.
10.1.2
Costs.
IRRI has acquired
computer hardware
and
software
at an increasing
rate over the past 5 years:
its
accumulated
value is
estimated
at US$3 million.
The- figures
are
blurred
because some acquisitions
came from special
project
funds,
and some by direct
IRRI purchase.
The mainframe
computer donated
by IBM was valued at $400,000.
The 200 micro-computers
already
on
site have a value of at least
US$ 1 million,
not including
software.

e

A consultant
brought
in from CIMNYT, a sister
center,
recently
made a number of recommendations
concerning
IRRI's
computer needs.
These recommendations
provide
the guidelines
for
arriving
at gross estimates
of likely
future
costs.
Our rough
calculations
show that IRRI's
new equipment
and software
requirements
are likely
to-cost
in the neighborhood
of $3 million
over the next 3 years.
This estimate
does not include
the cost of
annual maintenance,
nor the salaries
of the new facility
manager
and other new staff.
We must caution
that this
is a broad
estimate
based on a particular
configuration.
A more detailed
n study would be necessary
to arrive
at firmer
cost estimates.
In conclusion,
we recommend that IRRI give high priority
to bringing
a new computer center
manager on board and, with
his/her
help,
move with dispatch
toward effective
computerization
of administration
and research
operations.
10.2

Librarv

IRRI's
mandate includes
establishing,
maintaining,
and
operating
IIan information
center
a.nd library
which will
provide
for interested
scientists
and scholars
everywhere
a collection
of
the world%
literature
on rice".
The center
has rightly
placed
priority
on maintaining
an up-to-d,ate
collection.
Requests
for
rice literature
from around the world are promptly
satisfied.
IRRI maintains
a small office
in Zapan, the source of an estimated
40% of the world's
literature
on rice,
that provides
translation

.
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services.
from other

The library
countries.

also

arranges

the

translation

of

literature

The IRRI-library
has a strong
off-campus
clientele
within
Most
the Philippines,
particularly
from the Los Banos community.
on-site
users are from outside
IRRI.
This puts pressures
on the
etc.)
and has led to some
library
(space,
security,
supervision,
The librarian
has,
losses
and mutilation
of library
materials.
taken preventive
measures,
which we support..
We think
IRRI should
continue
its open-door
policy
in the use of its library
by non:
-This-meets
a-real
need in the community and helps
IRRI persons.
strengthen
IRRI's
relationships
with its neighbors.
The library's
collection,
the
its aggressive
interviews
with
manner in which

strengths-lie
in the quality
of its
subject-matter
expertize
of its support
staff,
In our
collection
and acquisition
policies.
IRRI staff
we heard no major complaints
about
the library
meets their
needs.

and
the

The challenge
facing
the library
is to prepare
itself
for
the next century.
As for other units .within
the Institute,
computerization
and automation
of the library
has been slow.
The
compatibility
of IRRIls
bibliographic
formats
and search software
should 'be checked against
present
and emerging
international
standards.
And policies
need to be developed
to meet IRRI's
future
information
needs in the disciplinary
and upstream
research
areas covering
non-rice
subjects.
As a policy
matter,
IRRI should
examine the need for a more active
dissemination
policy
(through
information
networks).
10.3

Communications

.and Publications

The work of IRRIls
Communication
and Publications
Department
(CPD) concentrates
on the Vfoutput'! side of the information
transformation
process
noted in the beginning
of this
chapter.
We
do not comment here on the public
relations
function
carried
out
by CPD as this was covered earlier
in connection
with IRRI's
relationships
with its environment.
IRRI is one of the largest
English
language
publishers
of
agricultural
science
in the Third World and the largest
technical
book publisher
in Southeast
Asia.
In the words of the editor
of
major North American university
press,
IRRI's
publication
facilities
are more modern than those in most U.S. universities.
CPD staff,
on average,
produce 25 books,
6 periodicals,
and 100
journal
articles
per year.
In addition,
the audiovisual
section
produces
about 24,000 slides
and 40 displays
annually.
In the
last
2 years IRRI has sold over 200,000 books and distributed
300,000 free..
IRRI's-mailing
list
includes
16,500 addresses,
3,000 of which are libraries.
CPD staff
also conduct
on-the-job
for
communication
staff
from national
programs.
training
CPD's staff
strength
is 55, which
and one on a special
3-year project
to

includes
4 senior
staff
run an, editorial
training

a

.
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In addition,
course.
UPLB on a part-time

CPD employs
basis.

about

25 student

assistants

In many ways CPD is the hub of all activities
at IRRI.
interfaces
with every department.
Every IRRI function,
from
social
events to conferences,
require
CPD assistance.
The
department
has.a competent
and dynamic manager and dedicated
hardworking
staff.

from
It
and

CPD@s capacity
is stretched
to the limits.
The number of
senior
editorial
staff
has remained constant
since 1976, but the
volume of work has increased
many fold.
In 1976, for example,
CPD
published
7 new books;
in 1986, 25 new titles
were released.
Last
year,
50 articles
were published
in the International
Rice
Research Newsletter
serving
national
scientists.
Despite
a 50%
over
rejection
rate,
the number of published
articles
has doubled
the past year.
In addition,
CPD handles
IRRI~s news releases
.which numbered 40 last year.
CPD@s future
role in IRRI should be re-examined,
priorities
established
and the reguired
resources
evaluated;
all in relation
to IRRI';s
future
overall
strategy.
With so many- diverse
present
setting
priorities
would be difficult
and potential
clients,
without
a communication
plan.
CPD itself
should prepare
such a
plan in connection
with the Institute-wide
exercise,
to chart
a
course for its future
activities.
Issues such as the move toward
video production
should be examined in the context
of other
demands on CPD resources.

ADDendiX

A
BiouraDhical

Lowell

Information

on Panel

Members

S. Hardin has been closely
associated
with international
agriculture
and the CGIAR system for 20 years,
He
has served as a founding
trustee
of CIMMYT, CIAT,
Dr. Hardin was Professor
IFPRI,
ICARDA and ISNAR.
and Department
Head- of the Agricultural
Economics
Purdue University,
West Lafayette;
Department,
Indiana,
USA. -He served as a Ford Foundation
Dr. Hardin is presently
officer
from 1965-1981.
Professor
Emeritus
and Assistant
Director
of -International
Programs at Purdue, and a member of
the board of directors
of Winrock International
Institute
for Agricultural
Development,
Morrilton,
Hardin is a fellow
and past president
of
Arkansas.
the American Association
of Agricultural
Economics.
He was raised
on an Indiana
farm, completed
his B.S.
in agriculture
at Purdue in 1939 and his Ph.D. at
Cornell
University
in 1943.

Kanagaratnam
Arichandran,
a Sri Lankan national,
has a
B.A. in Economics and is a fellow
member of Sri
Lanka's
Institute
of Chartered
Accountants.
Mr.
Arichandran
is presently
a member of the financial
advisory
unit of the World Bank's Agriculture
and
Rural Development
Department.
Earlier,
he was a
financial
analyst
in East Asia Region of World Bank.
Before joining
the Bank in 1973, Mr. Arichandran
worked for subsidiary
companies of the Imperial
Chemical
Industries
Group of the U.K. in Sri Lanka
(as a director)
and in Zambia (as chief
accountant)
from 1964 to 1971.
Earlier,
he was an audit manager
at Ford, Rhodes Thornton,
and Company, a firm ofChartered
Accountants
in Sri Lanka, where he was
engaged in the audits
of agricultural,
industrial,
and commercial
enterprises
and in management
consultancy.
Clark

L. Wilson is a U. S. publisher
of management
assessment
and training
materials.
His publications
are standard
references
for more than 80 large and
small companies and governmental
agencies
in the
USA, Canada, and Europe.
Dr. Wilson has extensive
experience
in both education
and business.
As an
educator,
he was adjunct
professor
at the Universityof Southern
California,
and Co-lumbia's
Graduate
School of Business
in New York.
Wilson was a Ford
Foundation
visiting
professor
at the Harvard
Business
School,
and is Professor
Emeritus
of the
Graduate
School of Business,
University
of
Bridgeport,
Connecticut.
He also was the first
Rector of the Instituto
Centroamericano
de

-

-

Administration
de Empresas,
in Managua, Nicaragua
(a
graduate
business
school started
under the aegis of
Harvard,
the Central
American business
community,
In business,
Wilson has been a floor
and USAID).
broker
on Wall Street,
Vice President
for Research
of a large advertising
agency, and is now a
He earned an AB degree at Stanford
in
publisher.
economics
in 1935 and a Ph.D. in industrial
psychology
at the University
of Southern
California
_ in 1948.
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CGIAR centers
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A native
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in Istanbul
from 1976 to 1979, was senior
research
director
at Systems
Research Incorporated
Michigan
from 1970 to 1974, and
in Lansing,
consultant
to public,
private
and international
organizations
from 1966 to 1976, including
the
Organization
for Economic Cooperation
and
Development,
the U. S. Department
of Agriculture,
the Turkish
Ministry
of Education,
and the
Development
Foundation
for Turkey.
Mr. Ozgediz was
a member of the team that prepared
the World
Development
Report,
1983 on management in
.development.
He has authored
several
monographs and
articles,
and managed research
project
teams in
public
management,
social
public
policy,
public
opinion
and childhood
development.
Mr. Ozgediz
studied
economics
at the undergraduate
level
at
*Middle East Technical
University,
Ankara,
graduating
in 1966 and he completed
his M.S. degree in
Mathematical
Statistics
in 1968, his M.A. in
political
science
in 1971, and Ph.D. in political
science
in 1976--all at Michigan
State University,
USA.
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Appendix
1.1
List
of Issues-IRRI External
Manasement Review
A.

Oraanizational

Has IRRI
1.
recommendations
of

Performance
responded
adequately
to the management-related
the second quinquennial
review?

The External
Program Review Panel will
be studying
2.
Over the years has IFS1
IRRI's
actual
program performance.
been able to build
an institutional
infrastructure
conducive
to good program performance?
How satisfied
are staff
at
3.
Is the turnover
rate excessive
jobs?
How are communication,
trust,
staff?
_ _ --perceived
within
IRRI?

all levels
with their
for any category
of
morale and cooperation

4.
What is the attitude
of the center
board and
What means does IRRI employ to
management towards
change?
continuously
examine its own management effectiveness,
in
the-light
of changing
circumstances,
and introduce
corrective
action?
B.

Oraanizational

Culture

1.
What are the main features
What guiding
organizational
culture?
the management
actions
of the board,
2.
current
reinforce

How well does the current
.IRRI culture
fit
IRRI's
Does it
I
strategy
and organizational
structure?
innovativeness
and good program performance?

3.
Is there need for
planned changes in strategy
initiate
such changes?
C.

of IRRI1s current
values
shape the
and staff?

cultural
change
and structure?

to
How

the

Governance

1.
How well has the IRRI board carried
formulation,
review and oversight
responsibilities
last external
review?
.

reinforce
can IRRI

2.
negatively)

What factors
the-board's

have affected
(positively
overall
performance?

out

its policy
since the
and

3.
Are the respective
responsibilities
of the board
and management clearly
understood?
Is the demarcation
of
responsibilities
conducive
to overall
board and center

~
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performance?
between the

What is the quality
board and management?

of the

relationship

.

4.

How well has the board managed its own internal
affairs
(board composition,
selection
of board members,
management of the board,
committee
structure,
board
procedures,
etc.)?
D.

Leadership

How effectively
has IRRI been led by the
1.
general
and his top management team since the last
review?
2.
-How effective
in the Institute?
E.

Manasement
a.

has leadiership

been at

director
external

other

levels

of Resources
Human Resources.

1.
.Has IRRI been able to attract
and retain
international
and local
staff
of the highest
calibre?
policies
and practices
govern the length
of tenure
of
staff?
Are these policies
appropriate?
2.
Is there overof staff?
What measures
under-staffing?

or under-staffing
should be taken

to

for any category
prevent
over- or

3.
Have personnel
policies
and procedures
recruitment
and selection,
salaries
and benefits,
and career
development,
staff
development,
and
planning
and review)
been laid out clearly
for
categories
of staff,
including
staff
stationed
headquarters?
Are they appropriate?
Are they
enforced?
4.
managed?

How well
b.

1.
to finance
base?

-

is

the

human resource

What
senior

(including,
promotion
performance
all
outside
the
effectively

management

function

Finance

How successful
its activit,ies?

has IRRI been in
How stable
is

securing
resources
IRRI's
funding

2.
Have special
project
and restricted
core funding
How limiting
are the
led to fragmentation
of activities?
conditions
attached
to restricted
contributions?
used

3.
How effective
are the mechanisms and processes
for-financial
management of headquarters
and field
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activities,
budgeting,
analysis
control?

including
financial
planning,
internal
and external
auditing,
cash and currency
and reporting,

How strongly
4..
program management?

is

financial

How well is the
5.
Are the
managed at IRRI?
appropriate?

financial
staffing

c.

accounting,
financial
management,

management

and

linked

with

management function
and organization

Administration

How successful
has IRRI been in establishing
1.
administrative
infrastructure
that meets the needs of
program staff
in an efficient
and effective
manner?
2.
How effective
for'managing:

are

-procurement
purchasing,

the

operations
receiving,

-general
services
dormitories,
food
services):
-construction
maintenance;

systems

and processes(foreign
stores);

used

and local

(security,
housing
services,-transport,

and property

an

management

and
travel
and

-insurance?
3.
Are the

How well are the administrative
services
staffing
and organization
appropriate?
d.

managed?

Information

1.
Are communication
services,
handling,
telephone,
electronic
mail,
service,
adequate to serve the needs
staff?
Are they managed well?

including
mail
telex
and courier
of the Institute
and

2.
Do the computers
and computer-related
services
at
the Institute
meet the needs of the scientific
and
administrative
staff?
How effectively
and efficiently
are
these services
managed?
Are the information
management
systems appropriate?
3.
How well are IRRI's
publication
activities
managed?
Are these activities
cost-effective
manner?

and distribution
carried
out in

a

-

-
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4.
How effectively
does the IRRI library
meet the
needs of its target
groups?
How well is it managed?
Are
the library
information
systems and practices
c.ompatible
with international
standards?
5.
Does IRRI have a center-wide
program for all paper files,
publications
How well are vital
records
kept
data?
preservation?
F.

Prosram

records
management
and computerized
for long-term

Management

a.

Plannins

and Review

1.
How effective
is the long-term
strategic
process
used by IRRI?
What lessons
can be drawn
centers
conducting
strategic
planning?
2.
How well
3.
Are these

How effective
is short-term
is program planning
linked
What monitoring
effective?
b.

and review

Oroanizational

for

planningother

(annual).plnnning?
with budgeting?
systems

are

-

-

in place?

Structure

1.
What pattern
of internal
organizational
structure
What are
exists
on paper?
What is the perceived
pattern?
the reporting
relationships?
What coordination
mechanisms
are used?
What are the advantages
and the disadvantages
of
the present
structural
arrangement?
-

2.
What alternative
structures
could serve IRRI well
in the future
in the light
of IF!RI@s program strategy,
its
organizational
culture
and the requirements-of
the new CGIAR
resource
allocation
system?
C.

Manaoement

of

Program

Activities

1.
What generalizations
can be made about the
management effectiveness
of individual
program
(The panel
departments/units
and the needs for improvement?
is not expected
to conduct a management audit
of each
other than the resource
management
organizational
unit,
The question
is directed
towards
units
covered above.
management strengths
and weaknesses
shared by many units
in
the Institute.)
G.

Relationships

with

the

External

Environment

1.
How good is the fit
between IRRI as an
organization
and its external
environment
(ciients,
How well are IRRI-Is linkages
collaborators,
donors)?
Has IRRI been able
its external
environment
managed?

with
to

i
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take advantage
of the opportunities
offered
by the
environment
and minimize
the adverse effects
on the
institution-of
external
constraints?
What measures can be
taken by the CGIAR community
(donors,
other centers,
TAC,
CGIAP Secretariat)
to minimize
the adverse effects
of.
constraints
imposed by them?
What are the costs and benefits
to IRRI of its
2.
relationships
with the host government
and with the
University
of the Philippines?
Does IRRI's
location
in. the
Philippines
enhance its relations
with other rice-growing
countries
in Asia?
3.
activities?
adequate

How effective
are IRRI's
public
relations
Are the resources
devoted to public
relations
or excessive?

CGIAR Secretariat
April
1987

+
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-Bendix

1.2

The Conduct

of

the

Review

Members of the EMR panel were involved
periodically
in
this
exercise
over the period
extending
from November 1986
through
May 15, 1987.
Several
IRRI senior
staff
members and
trustees
were interviewed
during
International
Centers Week.
Three of the panel members plur3 consultant
Raul De Guzman
held an orientation
meeting
in Washington
November 13.
The
full
panel was briefed
by IRRI staff
members and conducted
its first
set of intenriews
at Los Banos January
U-18.
Panelist
Clark Wilson visited
the field
programs
in
Indonesia
and Thailand
and participated,
along with the EPR
in IRRI's
in-house
review and board of trustees
panel,
To compare notes and finalize
meetings
February
200March 2.
all members of this
panel met again in
responsibilities,
Jointly
with the EPR panel we concluded
Washington
April
6,
our review and prepared
our report
at IRRI April
22-May 13.
In addition
to seeing staff,
trustees
and
members
of
the
panel
visited
personally
with
collaborators,
representatives
of the Government of the Philippines,
UPEB,
several
of IRRI's
donw organizations,
'TAC and the CGIAR
Secretariat.
In summary, personal
interviews
were conducted
with 100
This included
a
different
IRRI professional
staff
members.
cross section
of senior,
junior
and support
staff:
visiting
scientists,
post-doctoral
students
and
consultants,
Discussions
were held with staff
spouses,
all
trainees.
present
trusteqs
and with several
former board members and
_ IRRI alumni.

.
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IRRI

Sept.

16;

Cornorate

Historv
Event

Date
.
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1959

Memorandum of Agreement
(between
The Government of the
Philippines
and Ford and
Rockefeller
Foundation)
authorized
by the Cabinet
of the
Republic
of the Philippines.

,

Dec. --9, 1959

Memorandum of- Understanding
(between Government of
Philippines
and Ford and
Rockefeller
Foundation)
signed.
This contained
the main points
of the earlier
Memorandum of
Agreement
(free
import
franchise
tax and duty free,
exemption
from taxation
of salaries
and
stipends
paid in dollars
to non
Filipinos)

March

8,

1960

Articles
of incorporation
filed
with the
Securities
and Exchange Commission of
the Philippines.
This established
IRRI
as an autonomous,
philanthropic,
taxfree,
non-profit,
non-stock
corporation
to exist-for
50 years from date of
incorporation
to be operated
by its
members (who were the members of the
Board of Trustees).

June

18,

1960

Republic
Act 2707, which contained
the
conditions
of the Memorandum of
Understanding,
passed by the Third
Session of the Fourth Congress of the
Republic
of-the
Philippines
(strengthened
and broadened
IRRI's
tax
exemptions).

April

19,

1979

Presidential
Decree No. 1620 issued
granting
IRRI the status,
prerogatives,
privileges
and immunities
of.an
international
organization.

.. .-_.... ..
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Oct.

14,

1982

IRRI Articles
of Incorporation
amended to
increase
the membership
of the board of
trustees
from 10 to 15 and incorporate
the privileges
granted
by the
Presidential
Decree.
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2.2

ADDendiX

On the

Differences

Between

Manasers

and Leaders

LSH
From: CLW
May 5, 1987
To:

"

This may be more than you ever wanted to know about my
thinking
on the differences
between management and leadership.
.
The unhappy truth
is that
students
in the field
have never
bothered
to distinguish
one from the other;
good management and
Nor have they distinguished
one kind
leadership
being confounded.
For example,
I am sure that
of leadership
from another.
intellectual
leadership
is quite
different
from organizational
leadership.
We can both think
of individuals
who have great
visions
but who can not put their
ideas to work; real creative
people who have a very poor sense of getting
things
done.
up the

.

I focus on organizational
leadership
because we need to fire
millions
of people who are managers and could be leaders.

Here

is

what

I think

I have a model of
and which serves well.
of behavior
a manager
better
conditions
for
psychologist,
it is a

and a l-ittle

of what

I have

learned.

management which I have used since 1970
It is a process
model involving
six phases
goes through
to'get
tasks done and set up
subsequent
tasks.
In short,
being a
learning
model.

-

Phase I . . ..Being
sure the goals are clear
Phase II . ..Planning
and problem
solving
to figure
out
how to reach the goal.
-Phase III..Facilitating
the work of others
so the goal
can be reached;
coaching,
etc.
Phase IV . ..Obtaining
and providing
feedback
to keep
track
of progress
and communicate
it to co-workers
Phase V . . ..Making
control
adjustments
if feedback
indicates
progress
is not as desired..
Phase VI . ..Recognizing
and reinforcing
performance
once the goal is reached
or optimum effort
has been
exercised..
I reasoned
that managers are
Using ‘this
general
model,
expected
to assure that the organization's
goals are met.
Whether
the goals are clearly
communicated
or not,. it is their
business
to
find out and be sure their
units
make contributions
which enable
*the
organization
to fulfill
its mission.
In the process,
they are
responsible
for building
and maintaining
the- quality
of working
life.
Organizational
same basic skills
visualize
needed
-

leaders,
on the other hand, must have the
as managers but go beyond.
They must be able
changes and follow
through
to be sure they are

to

-
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made; changes which lead
quality
of-working
life.
As one person
leaders
are change

to

analyzed
driven".

better

performance

my thesis,
That just

and enhanced

"Managers are goal
about says it.

driven;

If

here is a list
of attributes
and
you are interested,
I measure in my Survev of Leadership
Qualities.
I know
And I know they agree with judgments
of
they are measurable.
I do not know to what extent
they agree
leadership
potential.
with demonstrated
leadership
on the job,
if you measure
organizational
leadership
by the ability
to make verifiable
positive
changes in the organization.
Needless
to say, real
are hard to sort out from-good
leaders
according
to my definition,
managers.
I can measure managerial
skills
with reasonable
accuracy.
_
skills

I have adapted my managerial
model -- which I call
the
managerial.task
cycle -- to a leadership
process,
with the
following
phases and dimensions
within
phases:
(Don't
trip
over
the redundancies.
Besides my own notions,
I have incorporated
buzz-words
in the field;
for face
some of the more popular
validity,
as we say;)
Phase I....

Initiatins

Chanae

Vision.
Foresight:
ability
to see what ought to be
done
Risk-taking.
Willingness
to stick
your neck out;
entrepreneurship
Self-confidence.
Self assuredness.
(Incidentally,
this
dimension
is the one that relates
most highly
with the measure of Leadership
Potential)
Optimism.
A positive
outlook
on the world
Phase II . . ..Reourcefulness

in

effectina

chanse

Creativity.
The ability
to conjure up new and
different
ways to solve problems
Resourcefulness.
Being able to figure
how to surmount
obstacles
Competence;
Knowledge Iof the working
environment
as
well as functional
skills.
Phase

III..Concern

for

human needs

Mentoring.
Coaching
change effort
Caring.
Demonstrating
followers.

and teaching,
,a personal

to

support

interest

in

the
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Phase

IV.

Awareness

of Drocxess

-

Perceptiveness.
Keeping
in touch with progress
so
momentum is not lost.
(This dimension
is not in the
"asent
version
of my survey;
it has evolved
on this
&ip
to fill
an important,
theoretical
gap.)
, Phase V.

Follow-throush

Modeling.
Communicating
by example:
exemplary
behavior
Expectations
of excellence.
Letting
people know that
_ ~shoddy performance
is not acceptable
Persuasion
in gaining
commitment.
Urging
people by
influence,
not by power.
Push/Pressure.
Effective
leaders
always need to be
able to push to get things
done.
But when push turns
to shove and shove turns
to pressure,
reaction
sets
in.
Phase VI.

Reinforcement

Recognition.
are appreciated
I hope
so important.

you are

glad

Making sure
and worth
you asked.

people
while*

know their

Leadership,

in

efforts
context,

is

