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IITA External Program and Management Review I/
The fourth External Program and ManagementReview of IITA was completed in April
1995 by a panel led by Mr. Eduardo Venezian of Chile. The report and responseof IITA’s
board of trustees was discussedby TAC at its 67th meeting in Rome. The Ad Hoc Evaluation
Committee endorsed the recommendationsof the EPMR and TAC’s commentary on the Panel’s
findings. The review report was positive and optimistic about IITA. The Center has been
substantially strengthenedover the past five years, which the Panel attributed to IITA’s board
and management,especially its Director General. IITA is well regarded by the research
community in Africa, especially with respect to its research on germplasm and plant health
managementand leadership in emerging ecoregional initiatives. IITA has broadened the
geographic scope of its activities to include parts of eastern and southern Africa, decentralized
research responsibilities, completed the transfer of rice research responsibilities, completed the
transfer of rice research to WARDA, and reorganized its managementstructure. The internal
work environment has improved notably.
The Panel recommendedthat research on resource and crop managementas well as on
socioeconomicactivities be strengthened. IITA should also strengthen its collaboration and
strategic partnerships with NARS, other Centers (especially the tree crop Centers), advanced
research institutions, and, increasingly, NGOs and the private sector. On governanceand
management,the EPMR suggestedthat project-basedmanagement,planning, and resource
allocation would make IITA an even more cost-effective institution by improving the efficiency
of resource utilization. This approach should be implemented incrementally.
The Group endorsed the recommendationsof the Panel based on the counsel of the Ad
Hoc Evaluation Committee.
Extract from “Summary of Proceedingsand Decisions - Report from the Ad Hoc
Evaluation Committee”, CGIAR International Centers Week, Washington, D.C.
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31 August 1995

Dear Mr. Serageldin,
We are pleased to submit to you the Report of the Fourth External Programme and
Management Review of IITA which was completed in April 1995 by a Panel chaired by
Dr. Eduardo Venezian of Chile. The Report and the responseof the IITA Board of
Trustees and Management were discussedby TAC at its 67th meeting, held in Rome,
11th - 17th July 1995. IITA was representedat the meeting by the Board Chair and the
Director General.
We also attach IITA’s responseto the Report together with the TAC Commentary
which summarized the Committee’s reactions both to the Panel’s Report and to IITA’s
responseto the Report. TAC’s Commentary incorporates the CGIAR Secretariat’s views
on the managementsections of the review.
We are pleased to note that the Panel is positive about IITA. It is clear that IITA
has been substantially strengthenedover the past five years, and that the Institute is well
structured to addressits future research challenges. We would like to draw your attention
to a number of important and beneficial developmentsat the Institute, which reflect the
positive and effective leadership provided by IITA’s Board and Management. These
include, the broadening of the geographic and regional scope of activities to embrace
parts of the mid-altitude humid and subhumid areas of East and Southern Africa;
completion of the transfer of rice research to WARDA; further decentralization of
research including a restructuring of the Institute’s managementorganization and
procedures, and notable improvements in the internal work environment.
We also draw your attention to the impact IITA has made, particularly through its
work on plant breeding and plant protection. We hope that in the future, impact will also
be obtained through IITA’s research on natural resources management.
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We recommend continued strong support to IXTA by the CGIAR. IITA has
important goals to accomplish, not only in commodity improvement research, but also in
the rapidly evolving area of natural resources management.
Yours sincerely,

Donald L. Winkelmann
Chair, TAC

Alexander von der Osten
Executive Secretary, CGIAR

TAC COMMENTARY ON THE
FOURTH EXTERNAL PROGRAMME AND MANAGEMENT REVIEW OF IITA
TAC expressesits thanks to the Panel for its Review Report covering, in a
comprehensivemanner, a large and complex Institute such as IITA. It wishes, in particular,
to place on record its appreciation of Dr. Eduardo Venezian, Panel chair, for handling the
Panel’s work and interactions with IITA with objectivity and transparency. TAC offers the
following commentary, prepared with inputs from the CGIAR Secretariat, to supplementthe
Panel’s Report.
The Review Report is positive and optimistic about IITA. It is clear that IITA has
been substantially strengthenedover the past five years, and that the Institute is now well
poised to proceed with its research. TAC commendsIITA’s Board, Management and staff
for their sustaineddelivery of research results and collaborative activities with the NARS,
achieved while the Centre was adjusting to new directions and organizational modes and at
the same time strengthening its managementand scientific staff.
The changesmade by IITA include broadening of the geographic or regional scope
of activities to include aspectsof the mid-altitude humid and subhumid areas of East and
Southern Africa; further decentralizationof research; completion of transfer of rice research
to WARDA; restructuring the Institute’s managementorganization and procedures; and
notable improvements in the internal work environment. In addition, IITA has reorganized
its research programme into Divisions, as recommendedin the last EPMR, and has made
changesin the programme planning, budgeting and managementsystem. As noted by the
Panel, these changeshave been very beneficial, and demonstratethe leadership provided by
IITA’s Board and Management.
TAC notes that the Review Report has made recommendationsin many areas, so
as to improve IITA’s effectivenesseven further. In general, TAC endorsesthe
recommendationsof the Review Report. However, while it is not appropriate for TAC to
comment on each of the Panel’s recommendationsand the follow-up actions planned by the
Institute, TAC notes that the quality of science in the plant health managementand
commodity improvement divisions meets the standardsof an international institute, but,
based on its level of impact,the researchundertakenby the resource and crop management
division needs to be strengthened.
In this context, TAC notes that although IITA’s mandateemphasisesan ecoregional orientation, its past successeshave largely emerged from its commodity
improvement and plant health managementresearch. TAC trusts that in the future, the high
standardsachieved in IITA’s more “traditional” commodity improvement research will also
be achieved in sustainability-orientedresearch such as on resource management. TAC
therefore urges IITA Management to strengthenits resource and crop managementresearch,
and its socio-economic studies, both of which, as pointed out by the Panel, are of vital
interest both to IITA and the System as a whole, particularly in relation to Centres’
ecoregional research initiatives.
The benefits of stronger relationships with other CGIAR Centres and the NARS
are likely to increase in the future, as the System moves towards a more explicit “program”
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orientation, and begins to more forcefully implement its agreed ResearchAgenda. TAC
notes IITA’s strong relationships with CGIAR Centres such as CIAT, and expects that
equally strong links will be developed in the near future with other Centres. TAC, in
particular, points to the suggestionmade in the Report on CGIAR Commitments in West
Africa that IITA develop stronger relations with tree crop centres. In addition, TAC
recommends increasedattention to the NARS partnershipsthat are so essentialto the success
of every Centre within the CGIAR System.
With regard to the Review Report’s recommendationson Governance and
ResearchManagement, TAC notes with satisfaction that the Panel assessedIITA’s
governance, structure, managementstyle and research leadershippositively. It is pleased, in
particular, that the Institute has developed a culture of collegiality, fostered by the
consultative processesencouragedby the Board and Management, and the straightforward
manner of the Director General. It is encouragedby the Board’s responseto the Panel’s
recommendationsto improve Board operations; and to the receptivity shown by the Institute
to further examine such issuesas the structure of research leadership, project-based research
management,human resource management(HRM), and budgeting and financial reporting
requirements.
TAC recognizes that both the researchcoordination function and the effective
managementof IITA’s internationally- and nationally-recruited staff, are vital to the
continued successof the Institute and is pleasedthat the Review Report has focused
Management’s attention to these issues. TAC notes that for the past few years the Director
General has personally provided research leadership in IITA, and that his hands-on style of
managing research has been much appreciatedby the scientists at IITA. However, TAC
also notes the Panel’s view that the researchmanagementtask at an institute such as IITA which has a large and complex mandate, and undertakesresearch in several countries and
various field locations - cannot easily be managedon a part-time basis, particularly since the
research programs are being further decentralized, and the Divisional Directors operate from
different countries.
On other research management-relatedmatters - such as project-basedresearch
management;processesfor planning, priority setting and resource allocation; and procedures
for budgeting and financial reporting, etc. - it is TAC’s view that the Panel’s
recommendationsare sound, and should be implemented over the next few years by IITA’s
Management team. It is expected that implementation of these various recommendations
will make IITA an even more cost-effective institution than it is today, and will further
improve the efficiency of resource utilization. TAC also concurs with the “incremental”
approach adopted by Management in rlecentyears, and is pleased that a similar approach has
been recommendedby the Panel for the future as well, particularly in relation to the “pilot
testing” of project-based researchmanagementin selectedareas before extending its
coverage to the entire researchprograrnme and research-related areas.
Finally, TAC is pleasedthat the External Review Panel confirms the positive
findings of the report on CGIAR commitments in West Africa regarding the management
and impact of IITA’s research there. The Committee encouragesIITA to continue to
explore opportunities for devolving some of its production systemsresearch to national
research systems in the region.

International

Institute of Tropical Agriculture

Op Road,
ma5320, IWan,Nigeria Telephone:
(234-62)
2412626,2412169
Fax@WARSAT): 874-1772276
Telex:31417or31159
1~7CGItF7Z;Intemet IITA@CGNEKCOM
l

mcwm

w

l

l

Etnnik

Diakom

5 May 1995
Dr. Donald Winkelmann, Chair
Technical Advisory Committee
Consultative Group on International Agricultural Research
Food & Agriculture Organization
00100 Rome, Italy
Mr. Alexander von der Osten
Executive Secretary
Consultative Group on International Agricultural Research
World Bank
1818 H Street N.W.
Washington. D.C. 20433
USA
Dear Dr. Winkelmann and Mr. von der Osten:
It is our pleasure to send you IITA’s responseto the Fourth External Programme and
Management Review of the International Institute of Tropical Agriculture. We are
particularly pleasedthat the review panel was very positive about IITA’s present and
future capacity to addressits mandate. We strongly feel that it has been a very rewarding
and constructive processwhich provides a sound basis for IITA’s future evolution.
The review processhas been fully open and as a consequencethe Panel received
wide-ranging views, particularly in the area of human resourcemanagement. The
review has identified certain areaswhere strengtheningof the Institute’s capacity
would allow it to better addressits complex task. In our opinion the Panel has made
every effort to arrive at well-balanced conclusions and recommendations.
The report has been reviewed extensively by the Board of Trusteesand the staff of
IITA. In accordancewith the Panel’s findings that there is much to commend IITA on
with respect to its researchand international cooperation achievements,the Board’s
attention focused on organizational issuesthat would enhanceand improve the
Institute’s performance. It has requestedIITA managementto engage in a consultative
processwith staff and to prepare appropriate proposals.These will be reviewed by the
Board as soon as possible in order to decide on the necessaryfollow up action.
Based on the outcome of the review, IITA looks forward to the future with confidence.
The Institute is in an excellent position to move agriculture forward in sub-Saharan
Africa. It will continue to focus its attention on improving the well-being of lowincome people through the improvement of agricultural production in a sustainable
manner.
Sincerely,
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Pierre Dubreuil
Chairman of the Board of Trustees
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FOURTH

EXTERNAL

RESPONSE TO THE
PROGRAM AND MANAGEMENT
IITA

PART I:

GENERAL

REVIEW

REPORT OF

COMMENTS

IITA appreciatesthe conscientiousand effective manner in which the Review
Panel has addressedits complex task. The Panel has produced a very extensive analysis
of the activities carried out over the last five years. The review has been undertaken in a
very open manner allowing accessto the widest range of information and opinions.
IITA notes the very positive outcome of the review. It is particularly pleased
with the Panel’s findings of the continued high quality of the research and achievements
in the areas of crop improvement and plant health management. In the course of the
review period, IITA had to redirect its research programs for resource and crop
management. The Institute welcomes the Panel’s conclusion “that the new leadership (of
the Division) is instilling a spirit of teamwork and is formulating revised research
programs better suited to IITA’s mandate.” IITA is confident that the current strong
basis of its research programs allows it to face the future with confidence.
The Panel, through country visits and analysis of the replies to the questionnaires
circulated earlier, has received very positive comments from NARS about effective
cooperation with IITA. It also noted the increased cooperation with sister institutes. This
places IITA in an excellent position to be a productive partner in the CGIAR renewal
process. In this respect, IITA wants to recognize the strong support it receives from the
governments of Nigeria and the other countries in which it works. The Institute intends
to consolidate its international cooperation activities further through changes that will
enable it to address new partnership requirements in the best ways.
The Panel calls upon IITA to continue providing leadership to the massive
international effort required to move African agriculture forward and-as explained in
Chapter 8 of its report-the Institute has a sound basis to addressthis task. IITA will
continue to review and adapt its activities to meet the challenges on this front.
The Panel has developed 35 recommendations. In addition it has forwarded a
variety of useful suggestions. IITA will systematically review these suggestionsin the
coming months in order to decide on specific actions to be taken. Several
recommendationsrefer to strengthening of specific activities. All have implications for
expansion in staff numbers. Meeting these needs will undoubtedly be restricted by budget.
IITA would have welcomed the Panel’s views on how they would rank priorities for the
several areas of strengthening which they specified.
The recommendationswhich refer to research managementand to human resource
managementneed considerably more analysis, as the issues that are addressedby these
recommendationsare of special significance for the future development of the Institute
and are based on common concerns. Follow-up action on these recommendationswill
affect the current structure of the Institute and will also have implications for the
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implementation of other recommendations. The Institute, in consultation with the various
staff associations,will seek to improve its understandingof the concerns that emerged
during the review. This will form the basis for the development of proposals for further
action, in particular with respect to research and human resource management.
With respect to research management,IITA wishes to highlight the fact which has
not been raised by the Panel, that the decentralizationof its research activities has also
resulted in the decentralization of research management. Consequentlyany changes
would have to take account of this.
In the following pages, IITA comments on the Panel’s recommendations.Of
necessity, certain answers are preliminary in character.

PART It:

RESPONSES TO SPECIFIC RECOMMENDATIONS

Recommendation 1
The Panel recommendsthat rigorous review of all aspectsof work on cowpea
improvement at IITA be undertaken in 1998, with the participation of an external
assessor(s),to determine whether the current lines of work will then have shown suflcient
progress to just@ their continuation.
Resvonse
IITA agrees with the Panel. The recommendationendorseswhat was already planned. A
rigorous review of progress will be required as severe pest problems are being tackled.
However, the research has gathered momentum over the last years and there is
expectation of successesin breeding and plant health.
Recommendation 2
lIhe Panel recommendsthat IITA increase its eflort on producing improved soybean
germplasmfor the moist savanna and midaltitudes of sub-SaharanAftica, either by
redeploymentof existing resource or by seeking additional resource.
Resvonse
IITA agrees with the Panel. Based on IITA’s past experience in West Africa and that of
other soybean-producingcountries, attention to postharvest technology will need to go
hand in hand with improvement of field production. Implementation of this
recommendationwill require additional inputs by plant health scientists. When the
program expansion takes place, the midaltitudes will have priority.
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RecommendQtion3
i%e Panel recommendsthat IITA review the scale of its activity in cassava improvement in
the Humid Forest Program, particularly with respect to Central Afn’ca, and formulate a
proposal to enhancethe uptake of its technology by the national programs for cassava
improvement in this region.
Rewonse
IITA agrees with the Panel, on the assumptionthat Humid Forest Program should read
Humid Forest Zone. IITA has been trying to increase its scale of activity with cassavain
Central Africa, but budget constraints combined with political instability have been
restrictive. IITA agrees that emphasis should be on the spread of existing technologies,
with some selective adaptation to suit local circumstances. IITA still needs to work out
the modalities of implementation, but notes that Recommendation8 has a bearing on the
successfulimplementation of this recommendation.
Recommendation 4
The Panel recommendsthat IITA maintain its work on yam improvement at the current
level, while seeking every opportuniq to devolve more of the applied work progressively
to NARS, possibly by subcontracting.
Resoonse
IITA is pleased to have the Panel’s endorsementof the current level of work on yam
improvement, but considers that it applies to its work on yam systemsimprovement.
With respect to subcontracting, IITA works with NARS in various ways in all areas of its
research agenda. For example, IITA assists NARS to obtain bilateral funding for work to
complement that of IITA. Acting on the NARS’ request, IITA has assistedthe African
Yam Network to prepare research proposals. When funding is secured, a regional
research program on yam will be implemented in which NARS of West and Central
Africa will participate. In sharing research responsibilities, NARS will handle the more
applied aspects. Full devolution of research responsibility will have to be considered in
the longer term.
Recommendation 5
The Panel recommendsthat IITA, in its continuing reorganization of the Maize
Improvement Program, seek ways of (devolvingmore of its work on genetic improvement
of maize to NARS in the region.
Response
IITA agrees with the Panel and is already addressingwhat is proposed.
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Recommendation 4
The Panel recommendsthat IITA secure the continuity of stafing of the Biosystematics
Unit by maintaining its core finding.
Response
IITA agrees that it is essentialto secure the staffing of the BiosystematicsUnit, since its
functioning meets one of the basic requirements of IITA’s characterization work in plant
health.
Recommendation 7
The Panel recommendsthat appropriate measuresbe taken to ensure that the data on
characterization of the pest and patho-agroecosystemsare kept in a form that is readily
accessibleto fiture generations of scientists.
ResDonse
IITA agrees with the Panel’s recommendationand has taken some initial steps to develop
such a database.
Recommendation 8
The Panel recommendsthat IITA increase its strength in phytopathology at Ibadan.
ResDonse
IITA welcomes this recommendation. There is a definite need to increase international
staff strength in phytopathology. This strengthening also links with Recommendations2,
3 and 14. The required specialization is bacteriology. With this addition, the Institute
would be in a position to cover all fields of phytopathological research that are essential
to its research agenda.
Recommendation 9
The Panel recommendsthat IITA emphasizethe establishmentof strategic institutional
research alliances (such as consortia) to address adequately the complexity of sustainable
resource managementresearch.
ResDonse
IITA welcomes the Panel’s recommendation. It is agreed that natural resource
managementis a wide and complex area of research. To assist the Institute to fulfil its
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research goals, linkages with a range of institutions are of great importance and current
efforts to establish such linkages will ‘be increased.
Recommendation 10
The Panel recommendsthat the Resourceand Crop ManagementDivision core eflorts be
concentrated on the comprehensiveattention to one benchmark area eachfor the Moist
Savanna and Humid Forest Programs.
Rewonse
IITA agrees with the Panel’s recommendationwith one proviso. While the importance of
concentrating on Moist Savannaand Humid Forest is fully appreciated, some flexibility
should be allowed, in order that some inputs might be made in other agroecologies; e.g.,
the midaltitudes.
Recommendation 11
The Panel recommendsthat the Resourceand Crop ManagementDivision apply rigorous
priority setting to its researchporrfolio in order to concentrate eflorts on research areas
of highest possible impact.
Response
IITA agrees that rigorous priority setting is neededin deciding its resource and crop
managementresearch agenda. However, at the current stage of decision-making, it is
thought that assessmentof the “highest possible impact” should be based on judgment
rather than quantitative methods. Impact with respect to this research is complex. It can
be taken both from a productivity standpoint and/or natural resource conservation
standpoint. We would therefore qualify “highest possible imuact” by referring to natural
resource and welfare benefits and stress that it would rely mainly on qualitative judgments
and less on quantitative methods.
Recommendation 12
The Panel recommendsthat the Resowce and Crop ManagementDivision put greater
emphasison on-farm research in its program.
ResDonse
The Panel considered that on-farm research would be the means for improving focus and
re-balancing the current research portfolio of the Resourceand Crop Management
Division. IITA concurs with this general assessmentand will increase emphasison this
area of research.
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Recommendation 13
The Panel recommendsthat IITA conclude an agreement with CIMMYT to ensure that the
collection and conservation of Africa maize germplasm is undertaken.
ResDonse
IITA has taken steps to collect and conserve African maize germplasm but not along the
lines proposed in the recommendation. CIMMYT has specified that it has no plans to
collect African germplasm. IITA has approachedCIRAD (in the framework of CORAF)
to seek their support for a joint exploration. When accomplished, the African materials
would be available to CIMMYT.
Recommendation 14
llie Panel recommendsthat IITA strengthen the capacity and increase the authority of the
SeedHealth Unit in matters relating to the movementof germplasm by the Center.
Response
This is agreed. This recommendationtogether with Recommendations2, 3, and 8, all
concern the same need (one person for phytopathology, preferably in bacteriology).
Recommendation 15
The Panel recommendsthat IITA review its policies and strategies relating to networks to
ensure that these are adequately integrated with, and receive support from, the Center’s
research and training programs.
Rewonse
Networks play an important part in both technology transfer and in implementation of
core research on a regional basis. The Panel’s recommendationunderemphasizesthe way
in which the International Cooperation Division interrelates with the research divisions.
IITA’s research and training programs already actively participate in the various
networks. The Panel has identified some impediments to the effectivenessof networks.
However, in all networks there are effective linkages with core research and training
programs, through frequent liaison, technical backstopping, information flow, regular
attendanceat Steering Committee meetings and field visits.
At a policy level, IITA, together with other IARCs that managenetworks in sub-Saharan
Africa, is ready to devolve implementation responsibilities when NARS are in a position
to managethem. For example, it was agreed at a recent ASARECA meeting that “The
IARCs will be happy to pass over financial managementof the donor funds to ASARECA
as soon as proven mechanismsfor managementand accountability are in place.”
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Recommendation 16
The Panel recommendsthat the International Cooperation Division undertake a review of
its priorities, strategies and activities, in order to respond eflectively to the emerging
opportunitiesfor increasedpartnership with NARS and other collaborators.
jtesoonse
IITA agrees that it is an appropriate time to review this Division. The scope of the
review should not be restricted to the International Cooperation Division in its present
form and should include the integration of Information Services, the relationship to the
Technology Transfer and Training Unit in the Plant Health Management Division, and the
role and affiliation of the ResearchLiaison Scientists.
Recommendation 17
The Panel recommendsthat the IITA Board develop and implement a more systematic and
structured processfor evaluating the Director General’s per$ormanceand use the results
for making future BoT decisions on Director General contract terms and conditions.
ResDonse
The BoT agrees with the recommendationand had already begun discussion of this issue.
It has developed a set of criteria against which to evaluate the Director General’s
performance in a structured and systematic manner.
Recommendation 18
The Panel~recommendsthat the Program Committee utilize more proactive and
participatory methods in determining research strategies and review policies, including
thosefor internally managed external reviews, to enable the BoT to provide eflective
oversight of the scope and quality of the researchprograms of IITA.
* Rewonse
IITA agrees with the recommendationand will take steps to implement it.
Rechmmendation 19
The Panel recommendsthat the Terms of Referenceof the Audit Committee (AC) include
oversight responsibility for managementsystems,personnel policies and administrative
procedures. The AC should also provide guidance in undertaking internally managed
external reviews in these areas as appropriate.
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ResDonse
The Institute agrees with this recommendation. At the same time it wants to emphasize
that both managementand the Board must be careful not to encroach on each other’s
duties and prerogatives. In addition, it agrees with the view that the AC should take the
necessarysteps to organize internally managedexternal reviews, ensuring provision of
appropriate input from external reviewers as necessary. However, it holds that the
Executive Committee should also be involved in some of these initiatives.
Recommendation 20
The Panel recommendsthat the Director General re-examine with the IITA Board, the
appointment of a Deputy Director General (Research)to ensure that top research
leadership can be provided in a continuous and sustained manner without distorting
relationships in the managementstructure.
ResDonse
Appointment of a Deputy Director General (Research)has on various occasionsbeen
reviewed by the Board of Trustees. IITA acknowledgesindeed that “the structure of
scientific direction at IITA is unusual, if not unique in the CGIAR system.” It
emphasizesthat this structure is closely linked with the direct involvement of the Director
General in research managementand the strengtheningof the position of the Research
Directors. As the report clearly states, it has resulted in a much improved research
environment in the Institute. IITA notes that implementation of this recommendation
would again centralize its research decision-making and would therefore conflict to a
certain degree with the decentralization process which has been taking place. IITA agrees
that there are opportunities to improve research coordination. In seeking to improve its
performance, IITA will review various options, including those proposed by the Panel.
Recommendation 21
The Panel recommendsthat the head of in.temational cooperation should continue to be
appointed at the Deputy Director General level and have additional responsibilities
including information services.
ResDonse
The Institute had already begun to take steps to integrate the activities of Information
Services within the International Cooperation Division, given the important role played by
Information Services in the relationship with NARS and donors. The level of the position
of the head of International Cooperation will be considered in the light of the overall
changesto be implemented following a further analysis as discussedin the Part I.
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Recommendations 22 and 30
The Panel recommendsthat IITA develop an integrated, project-based planning, resource
allocation, and implementation system in the next few years and pilot test it in selected
areas before extending its coverage to the entire researchprogram and to researchrelated activities.
The Panel recommendsthat IITA dev4elopan integrated program/project planning,
budgeting and financial reporting systemto support the transition to project-based
research management.
Resuonse
The Institute notes that the Panel concurs with the Institute’s decision to maintain the
current divisional structure and with the proposed use of time-based standard costing
techniques as an appropriate control mechanismfor project-basedresearch management,
IITA accepts the Panel’s recommendationand will aim to evolve fully to project mode in
the future. Pilot testing will be utilized becauseit is realized that a careful development
of this system will be neededand its implementation will not be straightforward. A key
aspect is considered to be the development of project log-frames, after which IITA will
introduce project-basedbudgeting.
Recommendation 23
The Panel recommendsthat IITAJirrther develop its priority-setting methodology and
processesfor routine screening of new projects, including ex ante impact assessment,
irrespective of their finding source. It should also ensure compatibility with the formal
strategic planning process of IITA.
ResDonse
IITA is in the process of refining its priority-setting methodology. Once this process has
been finalized, it will apply this methodology in the screening of new projects.
Proceduresare already in place to ensure that new projects are reviewed by the Program
Committee to ensure that they are in line with the Institute’s Medium-Term Plan
objectives. IITA agrees with the thrust of this recommendation, but considers that other
methods of priority setting may be more appropriate and less time-consuming than the use
of ex ante impact assessment.
Recommendation 24
The Panel recomm.endsthat IITA establish a formal and transparent systemfor ensuring
that NARS are routinely consulted in planning the Center’s annual researchprogram and
research-related activities.

xix
Rewonse
As noted by the Panel, IITA has a variety of mechanismsin place for consulting with
NARS, with respect to research planning in a wide range of areas. A highly effective,
formal mechanism for determining its program priorities for the East and Southern
African Regional Center (ESARC) has been established. New opportunities for priority
setting are further facilitated by the plans formulated by ASARECA for the region. The
Institute looks forward to developing similar arrangementsin West and Central Africa and
hopes that not too far in the future it can make appropriate use of the mechanisms
establishedby, CORAF and SPAAR. In the meantime, the development of the
ecoregional initiatives in West and Central Africa and the establishmentof the relevant
task force will already considerably facilitate the overall researchplanning process.
Furthermore, within the above framework, IITA also intends to work closely with all
other centers working in sub-SaharanAfrica, in order to promote a harmonious research
planning process.
Recommendation 25
The Panel recommendsthat IITA take steps to improve the uniformity, transparency and
due process of the current Peflormance Evaluation System.
Rewonse
While IITA accepts the thrust of this recommendation,it wishes to emphasizethat the
performance evaluation system has to be adaptedto the specific categories of staff to
which it applies.
The current evaluation of international staff and national managementstaff is based on a
standard set of criteria, weighting of which is agreed upon by the staff member concerned
and his/her supervisor. This is used as the basis for the appraisal at the end of the year
which is then discussedagain with the Director General to ensure uniformity between the
divisions. The Institute notes the Panel’s concern and will keep it under close review to
eliminate inconsistenciesand enhanceobjectivity. In staff evaluations, increasedattention
will be given to training needs and career development concerns.
Recommendation 26
The Panel recommendsthat IITA rescind the “I l-year rule “, limiting the tenure of
scientists at IITA and delete it from the personn.elpolicies applicable to internationally
recruited stas
Response
As noted in the EPMR report, the fixed-term policy was establishedat the
recommendationof the last EPMR. In this policy, it is noted that extension beyond 11
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years requires an in-depth review of staff members’performance and approval by the
Board. IITA will revise its policy to ensure that the 1l-year clause will not be a deterrent
to international staff employment.
Recommendation 27
The Panel recommendsthat the Personnel Policies and Procedures Manual for
Internationally Recruited Stag include the Institute ‘s Salary Structurefor all classes of
internationally recruited posts, indicating the pay ranges, incremental steps and criteria
for the placement of staaat each level.
Response
The Institute fully acceptsthe panel’s concerns that it should provide clarity with respect
to its salary structure and the criteria for changes. Classesof international staff are
clearly defined in IITA’s PersonnelPolicy Manual. The Institute’s salary ranges for the
various staff categories, as well as the range of increasesto be applied in a given year,
are annually approved by the Board of Trustees. This information will be made available
to all internationally recruited staff. The Institute does not believe it is appropriate to
publish these particular salary ranges in the PersonnelPolicy Manual. The salary ranges
and the benefits of international staff are based on comparative studies done across the
centers.
Recommendation 28
The Panel recommendsthat IITA prepare comprehensiveand updated Personnel Policies
and Procedures Manuals for nationally recruited staff at all field stations.
Response
IITA accepts the recommendationand steps have already been taken to implement it.
Recommendation 29
The Panel recommendsthat IITA appoint a professionally qualtped, in.ternationally
recruited specialist in human resourcesmanagement as Head of Human Resources,
reporting to the Deputy Director General (Management).
Response
The Institute’s experience with the managementof human resourceshas certainly shown
the complex character of this activity. It had recently decided that this responsibility
would be carried out by the Deputy Director General (Management) with the assistanceof
the Office of the Director General. The Institute has considered the concerns highlighted
in the Panel’s report and concludesthat new arrangementswill indeed be needed. These
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concerns are mainly based on interpersonal communicationsproblems. At this stage,
IITA is not yet convinced that the concerns expressedby the Panel would best be
addressedthrough the appointment of a Head of Human Resourcesper se. The Institute
will undertake in the coming months a consultative process with the staff associationsin
order to determine precisely how to overcome the shortcomings in the most efficacious
way.
Recommendation 31
The Panel recommendsthat a Publications Policy for IITA be established, and that an
Advisory Committee monitor its implementation.
Resuonse
The Institute accepts this recommendationand will look into implementing it in a way that
best reflects the needs, after Information Services has been integrated into the
International Cooperation Division. (See also recommendation2 1.)
Recommendation 32
The Panel recommendsthat a comprehensivereview of Information Services be
undertaken as soon as possible.
ResDonse
A comprehensivereview of Information Services was carried out in 1992. In the
proposed merger with the International Cooperation Division, the Institute intends to
further review the various responsibilities of Information Services.
Recommendation 33
The Panel recommendsthat IITA maintain an eflective capacity in social science research
and recruit to fill the positions approved in the Medium-Term Plan as soon as possible.
Rewonse
IITA agrees in principle and will strive to attain the staffing level specified in the MTP.
Whether this constitutes an “effective” capacity is a debatableissue, that will be
addressedagain in the preparation of the next Medium-Term Plan.

xxii
Recommendation 34
77x Panel recommendsthat IITA decide on the uppropriate approach to impact
assessmentand identify specljic areas/topics on which work should initially be
concentrated.
Rewonse
IITA agrees and already has advertised for a person with qualifications and experience in
this area.
Recommendation 35
72e Panel recommendsthat IITA appoint a short-term consultantfor gender issues on a
periodic basis to help sensitize/train/advise IITA research scientists in gender-related
methodologiesin order that gender concern is institutionalized.
ResDonse
IITA is in agreement with the need to institutionalize gender issuesin research planning
and implementation. It considers that short-term consultancieson a periodic basis would
be one means of institutionalizing gender issues. However, there are alternatives and
IITA would like to retain flexibility.
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PREFACE

This is the Report of the External Review Panel appointed to review the
programme and managementof the International Institute of Tropical Agriculture (IITA).
The Panel members and their backgroundsare listed in Appendix I.
The detailed Terms of Reference for this Fourth External Programme and
Management Review of IITA (main phase in April 1995) are shown in Appendix II.
The Panel’s approach to the Review has been open, participatory, and forward-looking.
In conducting the Review, the Panel has followed the general guidelines for the CGIAR
review process.
The information on which the Panel based its assessmentsand conclusions was
gathered in a number of ways. The Panel spent a week at IITA from 26 November to
1 December 1994 and three weeks in April 1995, in each case interviewing and meeting
with the managementand many members of the staff and some spouses. During the first
visit the Panel received presentationsfrom managementand staff and interacted with the
Board. During the main phase, the Panel received further presentations, and held
informal briefing sessionswith managementon several occasions. The Panel Consultant
on governanceand finance visited IITA from 24 November to 4 December 1994, at
which time all the Trustees were interviewed individually.
In groups or individually, the Panel members visited agricultural scientists,
government officials and others knowledgeableabout IITA’s activities in Nigeria, Benin,
Ghana, C&e d’Ivoire, Cameroon, Kenya and Uganda. The panel members also met with,
in various locations, representativesof ICRAF, WARDA, CIP, ICIPE, ICRISAT,
CIMMYT, ILRI and CIAT. A list of institutions and persons visited is shown in
Appendix III.
In addition to the above country field visits, the Panel gathered information
through several ways: a questionnaire sent to a wide cross-sectionof agricultural
scientists, administrators and policy makers in countries of sub-SaharanAfrica (the results
are summarized in Appendix IV); responsesto a letter sent to other CGIAR Centres,
international organizations and advancedinstitutions collaborating with IITA; a survey of
IITA international and national staff asking their views on programme and management
issues; responsesto a letter sent to all CGIAR members and regional representativesand
discussionswith agricultural scientists familiar with IITA in some industrialized countries.
Finally, the Panel had accessto a large array of documentsand data made available by
IITA. Additional documentswere provided by the TAC and CGIAR Secretariats. A list
of documents made available to the Panel is shown in Appendix V.
Altogether, we believe we were able to obtain sufficient information to enable
us to respond with confidence to our terms of reference. We certainly do not claim to be
fully informed on every aspect of ETA’s work and circumstances. But we consider that
we have sound evidence on which to base the analysis, conclusions and recommendations
presentedin this Report. We hope that the Report will be useful to TAC, to the CGIAR,
and most of all to ETA itself.

SUMMARY AND RIXOMMENDATIONS

IITA has made remarkable changesover the past five years. The Review Panel
has found the Centre noticeably stronger both scientifically and managerially than it was
at the time of the 1990 External Review. We believe IITA is now well positioned to
catalyze further agricultural research in sub-SaharanAfrica in its mandatedresponsibility.
The Panel summarizes, hereunder, its main findings and recommendationswhich confirm
IITA’s performance and achievementsand which could help to chart the Centre’s strategic
role in the region’s future development.
Recent Evolution
The last External Review was conducted when the Centre was just in the second
year of its 1989-93 Medium-Term Plan. In many respectsthe Institute was still in
transition - it was the Centre’s first MTP after it had formulated its 1989-2000 Strategic
Plan. As can be seen in this Report, the Panel considers that, taken together, the
recommendationsof the last External Review were far-reaching, particularly since they
further encouragedETA’s continuing efforts towards a leaner operating structure, greater
organizational cohesivenessand further decentralization.
We have been impressedby the dedication and energy with which the Board,
managementand staff of IITA have respondedto the recommendationsof the last
External Review. Although the results of some of the changeshave not yet been fully
realized, the Panel notes the considerableprogress achieved. The Panel considers that
IITA has benefitted significantly from these changes, which have been “incrementally”
introduced.
Programmes
ETA currently has three research divisions: the Crop Improvement Division
(CID), the Plant Health ManagementDivision (PHMD) and the Resourceand Crop
Management Division (RCMD). For some of the mandatecrops handled by CID,
emphasisis shifting from the Humid Forest to the Moist SavannaZone, notably in the
case of cassava,maize and yam, becausethe crops are in reality moving in that direction
and the potential for maize production, in particular, is greater in the moist savanna. The
Panel is generally supportive of this shift in focus. However, the Panel believes that the
scale of CID activity in the Humid Forest Zone is less than optimal, particularly in
relation to cassavain Central Africa. The situation needs to be reviewed to see how this
effort may be increased. The banana/plantainwork is justifiably considered to be one of
the conspicuoussuccessesof IITA, displaying a good mix of innovative scienceand
practical achievement. The Panel confidently expects that further advanceswill be made
on the sound basis already established.Cowpea is pre-eminently a crop of the drier
savanna,but some attention has been given to meeting the requirements listed in the MTP
for the more humid cultivation zones. The Panel has drawn attention to its view that
soybeanis, at the present time, an under-researchedcrop at IITA.
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The structural changeswhich have taken place in PHMD are viewed very
positively by the Panel. There is now better communication among scientists sharing a
common discipline and an improved awarenessof the advantagesof interdivisional
collaboration. At the Divisional headquartersin Cotonou, Benin, the cohesion and team
spirit are very encouraging. PHMD has also retained sufficient flexibility to cope with
unpredictable but urgent pest problems as they have arisen. The Division has a good
balance of disciplines, except for a deficiency in phytopathology. As a centre of
excellence for the development of IPM strategiesfor Africa, IITA is well placed, through
the work in PHMD, to respond to future threats from pests and diseasesto the food
supply of resource-poor farmers.
It is disappointing to record that the period of review was not a happy one for
the broad sweep of ETA’s work now contained within the RCMD. Becauseof the
complex nature of this activity, the demonstration of a tangible and transferrable product
will always be more difficult. Problems of sustainability are addressedmore evidently in
this Division than in CID and PHMD, but the degree to which successcan be attained is
more constrained by political and macro-economicfactors. In the recent past, the work
of RCMD has clearly suffered from problems of leadership, high turnover of key staff
and ensuing demoralization. Happily, the new leadership is instilling a spirit of teamwork
and is formulating revised research programmes better suited to IITA’s mandate.
The International Cooperation Division (ICD) is responsible for strengthening
collaborative research and training activities between IITA and NARS. The Panel
recognizesthat the Institute’s role in this area will remain important in the future and
foreseesa stronger institutional role for ICD both within IITA and with its external
collaborators.
Governance and Management
IITA today is a significantly different institution - in many ways a reconstituted
one -in terms of governance, structure, managementstyle and research leadership.
The BoT is composedof well-qualified Trustees who are committed to the
Institute and its mission. They have developeda sound structure of committees, and the
goodwill, trust and mutual respect that currently exists between the BOT and management
in IITA can be expected to provide a sound basis for working out any adjustmentsthat
may be neededin the future.
The Panel is impressed with the dynamic leadership and commitment shown by
the Director General (DG). His informal and straightforward manner and approachability
on research-relatedissues make him a popular research leader both with the BoT of IITA
and with the scientists. The Panel saw considerableevidence of a culture of collegiality,
of consultative processesand of bottom-up flows of ideas, fostered by the DG. IITA staff
who met the Panel during the review process were appreciative of these changesand the
DG deservesspecial recognition for the progress IITA has continued to make in
implementing a difficult mandatein a complex institutional environment.
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Most of the scientistsat IITA are content with the new divisional groupings.
There is much merit in grouping similar disciplines together, provided an effective
“matrix” ensuresinterdisciplinary collaboration and an agroecological focus. At present,
such collaboration at IITA is patchy and is not assistedby the geographical separation of
the heads of the three Divisions. For this reason, the informal working groups which
have been establishedin a “bottqm-up” manner are to be commended, that for Striga
research being particularly noteworthy. The evolution of a system which fosters
interdisciplinary research within the Centre is probably the greatest challenge in scientific
managementfacing IITA over the next five years.
We have found IITA to be committed to the planned introduction of a projectbased research managementsystem. While we have recommendedseveral measuresfor
improving the recent initiatives, we have no reservations about the general thrust of the
changesthat have taken place or are planned in research management.
Despite the funding cuts over the past few years, IITA has further decentralized
its operations and has made considerableprogress in establishing stations in the
Cameroon, C&e d’Ivoire and Uganda. Whereas the Centre has invested substantial effort
in implementing its decentralizationpolicy, the Panel believes that it must also strengthen
its capacity in human resources managementto meet the needsof its remarkably
heterogeneousstaff communities in different countries, particularly if it is to attract and
retain quality international and national staff and realize their full potential. The Panel
has made several proposals in this regard in order to improve further the Institutes’
participatory culture and to easethe stress that can emanatefrom working and living
within IITA’s “artificial” campus environments.
Quality and Achievements
IITA has an extremely broad remit for much of its work and has to cope with
the immense practical problems of deficient agricultural production in the region. The
quality of scientific work at IITA is uneven, as might be expected in a wide-ranging
research programme, but is mostly sound. Some activities, e.g. banana/plantain
improvement, Striga research, and IPM strategies, are breaking new scientific ground and
making a very practical contribution. The Panel concludes that, in general, IITA is well
served by its research scientists and their support units, who are committed to make an
impact, and it commends them for their dedication.
Historically, IITA has achieved its most conspicuoussuccessesin two principal
areas: biological control of major insect pests and genetic improvement of key crops in its
mandate. These have resulted in the distribution throughout the region of planting
material with better diseaseand pest resistance, improved yield potential with greater
stability of performance over diverse environments, and better quality of products for the
end user.
The Panel is pleasedto note the considerableand significant research
contributions made by IITA since the last external review, and the demonstratedimpact
that IITA has had in some areas of its mandatedresponsibility. We note in particular
IITA’s recent successin banana research for which it received the King Baudouin Award
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in 1994. The Panel is also pleased to note that IITA is very well regarded by the research
community in Africa, especially with regard to its germplasm collections, its plant health
managementactivities, and its leadership role in the emerging ecoregional initiatives.
Future of IITA
The Panel has concluded that IITA’s relevance to agricultural development in
Africa remains as valid today as it was when it was created in 1967. The Institute has a
strategic, critical role in international agricultural research for its mandated crops and
agroecological regions. IITA’s research agenda reflects a balance between activities
aiming at immediate and medium-term productivity gains, including postharvest research,
and long-term sustainability of the agricultural resource base used for production. The
Centre is aware that although it can play an important role in addressingissues of food
security and sustainability, it is not the only actor. To be fully effective and to maximize
its multiplier effect, it is critically important that IITA continues to strengthen its
collaboration and strategic partnerships with NARS, and increasingly with NGOs and the
emerging private sector, as well as with other IARCs and advancedresearch institutions.
This is particularly important given IITA’s primary focus on the small family farm which
is so dominant in sub-SaharanAfrica,. and is necessaryfor addressingthe twin issuesof
sustainableproduction and equity simultaneously.
IITA is likely to continue to operate in an environment where the general
economic development prospects in the immediate and longer-term future are not very
encouraging. This means that the non-agricultural sector would continue to be unable to
provide gainful employment for the rapidly rising population. Thus, in the meantime, the
onus will be on the agricultural sector to be one of the main contributors to economic
growth, while national economiesdiversify and regional markets grow. In the coming
years, as agriculture in the region begins to change, from the present “rough and ready”
subsistenceoperation, towards more market-driven enterprise, IITA will face increasingly
multifaceted challengesand opportunities arising from a mix of production expansion and
intensification and related socioeconomicenvironments. The Panel considers the Centre to
be well positioned to address, in collaboration with NARS and others, the future needs
for improved technologiesand knowledge to sustain the inevitable developmental change
envisaged in agriculture and the rural space.
The CGIAR investment in IlTA constitutes a unique asset for the peoples of
sub-SaharanAfrica. Given IITA’s track record of scientific achievementsand its unique
position in the international agricultural researchcommunity, the Panel believes that IITA
will continue to play a critical, strategic role in addressingthe growing challenge of food
security and sustainability as land-use expansion and intensification accelerates. IITA’s
“heyday” lies in the future and we believe that the Institute does not intend to be
complacent as it moves forward into the next century - a century which will see Africa’s
population increase some fivefold before reaching a stable “plateau”. Continued support
for IITA’s work would therefore be a wise policy for all those interested in the Institute’s
mandate areas and future achievements; and impact.

LIST OF RECOMMENDATIONS

Grain Legume Improvement Programme (Section 2.1.1.)
1.

The Panel recommendsthat a rigorous review of all aspectsof work on cowpea
improvement at IITA be undertaken in 1998, with the participation of an
external assessor(s),to determine whether the current lines of work will then
have shown sufficient progress to justify their continuation.

2.

The Panel recommendsthat IITA increaseits effort on producing improved
soybeangermplasm for the moist savannaand mid-altitude areas of sub-Saharan
Africa, either by redeployment of existing resource or by seeking additional
resource.

Root and Tuber Improvement Programme (Sections 2.1.2.)
3.

The Panel recommendsthat IITA review the scale of its activity in cassava
improvement in the Humid Forest Zone, particularly with respect to Central
Africa and formulate a proposal to enhancethe uptake of its technology by the
national programmes for cassavaimprovement in this region.

4.

The Panel recommendsthat IITA maintain its work on yam improvement at the
current level while seeking every opportunity to devolve more of the applied
work progressively to the NARS, possibly by subcontracting.

Maize Improvement Programme (Section 2.1.4.)
5.

The Panel recommendsthat IITA, in its continuing reorganization of the Maize
Improvement Programme, seek ways of devolving more of its work on genetic,
improvement of maize to NARS in the region.

Biological Control Programme (Section 2.2.2.)
6.

The Panel recommendsthat IITA secure the continuity of staffing of the
Biosystematic Unit by maintaining its core funding.

Host Plant Resistance and Habitat Management Programmes (Section 2.2.3.)
7.

The Panel recommendsthat appropriate measuresbe taken to ensure that the
data on characterisationof the pest and patho-agroecosystemsare kept in a form
that is readily accessibleto future generationsof scientists.

8.

The Panel recommendsthat IITA increaseits strength in phytopathology at
Ibadan.
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Resource and Crop Management Research (Section 2.3.)
9.

The Panel recommendsthat IITA emphasizethe establishmentof strategic
institutional research alliances (such as consortia) to addressadequately the
complexity of sustainableresource managementresearch.

10.

The Panel recommendsthat the Resourceand Crop ManagementDivision core
efforts be concentratedon the comprehensiveattention to one benchmark area
each for the Moist Savannaand Humid Forest Programmes.

11.

The Panel recommendsthat the Resourceand Crop ManagementDivision apply
rigorous priority setting to its researchportfolio in order to concentrate efforts
on research areas of highest possible impact.

12.

The Panel recommendsthat Resourceand Crop ManagementDivision put
greater emphasison on-farm research in its programme.

Support Services (Section 2.5.)
13.

The Panel recommendsthat IITA conclude an agreementwith CIMMYT to
ensure that the collection and conservation of African maize germplasm is
undertaken.

14.

The Panel recommendstha.t IITA strengthenthe capacity and increase the
authority of the Seed Health Unit in matters relating to the movement of
germplasm by the Centre.

International Cooperation (Sections 3.2. and 3.4.)
15.

The Panel recommendsthat IITA review its policies and strategiesrelating to
networks to ensure that these are adequatelyintegrated with, and receive
support from , the Centre’s researchand training programmes.

16.

The Panel recommendsthat the International Cooperation Division undertake a
review of its priorities, strategiesand activities, in order to respond effectively
to the emerging opportunities for increasedpartnership with NARS and other
collaborators.

Management of the Board (Section 4.1.4.)
17.

The Panel recommendstha’tIITA Board develop and implement a more
systematicand structured process for evaluating the Director General’s
performance and use the results for making future BoT decisions on Director
General contract terms and conditions.

XL1

Research Policy and Programme Oversight (Section 4.1.6.)
18.

The Panel recommendsthat the Programme Committee utilize more proactive
and participatory methods in determ ining research strategiesand review
policies, including those for internally managedexternal reviews, to enable the
BoT to provide effective oversight of the scope and quality of the research
programmes of IITA.

Management Policy and Operations Oversight (Section 4.1.7.)
19.

The Panel recommendsthat the Terms of Reference of the Audit Committee
(AC) include oversight responsibility for managementsystems, personnel
policies and administrative procedures. The AC should also provide guidance
for undertaking internally managedexternal reviews in these areas as
appropriate.

Structure of Scientific Leadership (Section 4.2.4.)
20.

The Panel recommendsthat the Director General re-examine with the IITA
Board, the appointment of a Deputy Director General (Research)to ensure that
top research leadership can be provided in a continuous and sustainedmanner
without distorting relationships in managementstructure.

Structure of International Cooperation (Section 4.2.5.)
21.

The Panel recommendsthat the head of international cooperation should
continue to be appointed at the Deputy Director General level and have
additional responsibilities including information services.

Research Management (Section 4.3.)
22.

The Panel recommendsthat IITA develop an integrated project-basedplanning,
resource allocation and implementation system in the next few years and pilot
test it in selectedareas before extending its coverage to the entire research
programme and to research-relatedactivities.

23.

The Panel recommendsthat IITA further develop its priority-setting
methodology and processesfor routine screeningof new projects, including exante impact assessment,irrespective of their funding source. It should also
ensure compatibility with the formal strategic planning process of IITA.

24.

The Panel recommendsthat IITA establish a formal and transparent system for
ensuring that NARS are routinely consulted in planning the Centre’s annual
research programme and research-relatedactivities.
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Management of Human Resources (Section 5.1.)
25.

The Panel recommendsthad IITA take steps to improve the uniform ity,
transparency and due process of the current Performance Evaluation System.

26.

The Panel recommendsthat the IITA rescind the ”11 year rule”, lim iting the
tenure of scientists at IITA, and delete it from the personnel policies applicable
to internationally recruited staff.

27.

The Panel recommendsthat the PersonnelPolicies and ProceduresManual for
Internationally Recruited Staff include the Institute’s Salary Structure for all
classesof internationally recruited posts including the pay ranges, incremental
steps and criteria for the placementof staff at each level.

28.

The Panel recommendsthat IITA prepare comprehensiveand updated Personnel
Policy and ProceduresManuals for nationally recruited staff at all field stations.

29.

The Panel recommendsthat IITA appoint a professionally qualified,
internationally- recruited specialist in human resource managementas Head of
Human Resources,reporting to the Deputy Director General (Management).

Integrated Planning and Budgeting (Section 5.2.4.)
30.

The Panel recommendsthat IITA develop an integrated programme/project
planning, budgeting and financial reporting system to support the transition to
project-basedresearch management.

Information Services (Section 5.3.1..)
31.

The Panel recommendsthat. a Publications Policy for IITA be established, and
that an Advisory Committee monitor its implementation.

32.

The Panel recommendsthat a comprehensivereview of Information Services be
conducted as soon as possible.

Socioeconomics(Section 7.1.)
33.

The Panel recommendsthat IITA maintain an effective capacity in social
science research and recruit to fill the positions approved in the Medium-Term
Plan as soon as possible.

Impact Assessment(Section 7.2.)
34.

The Panel recommendsthat IITA decide on the appropriate approach to impact
assessmentand identify specific areas/topicson which work should initially be
concentrated.
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Gender (Section 7.3.)
35.

The Panel recommendsthat IITA appoint a short-term consultant for gender
issueson a periodic basis to help sensitize/train/adviseIITA research scientists
in gender-related methodologiesin order that gender concern is
institutionalized.

CHAPTER 1 - BACKGROUND

AND CONTEXT

Challenge of Food Security and Sustainability in Tropical
Sub-Saharan Africa

1.1.

Any cursory look at the biophysical and socioeconomicdata for sub-Saharan
Africa immediately gives rise to two fundamental conclusions. The first is the degree of
heterogeneity that exists in the region in terms of resource endowment (climate, soils,
population, etc.), institutional and infrastructural development, political stability and
maturity, and commitment to development (including agricultural and rural development).
The second is that, in terms of some human developmentindicators and almost any
economic development indicator, SSA as a whole is continuing to deteriorate. Of course,
given the diversity in SSA there are promising signs of progress in agricultural and
economic developmentin a few countries, but in general the immediate and longer-term
prospects are not encouraging.
Together with people in South Asia, people in SSA remain the poorest in the
world. Unfortunately, in contrast to some progress in South Asia, the proportion living
in poverty in SSA continues to increase. In fact, according to the World Bank, the
number living in poverty increasedalmost 1.5% per annum between 1985-92. Although
in recent years there have been modest increasesin gross domestic product (GDP), partly
as a result of structural adjustmentpolices being implemented by many countries,
including currency devaluation, the result in per cuput terms has been negative (because
of continuing high population growth rates in excessof 3%). Between 1989-92, 23 out of
43 countries experiencednegativeper caput growth rates and only five countries had per
cuput growth rates of more than 2 % .
The continuing inability of the non-agricultural sector to provide gainful
employment for the rapidly rising population of SSA means the proportion of the
population living in rural areas is still very high and on a par with that in South Asia (i.e.
72% compared with 75%). However, there the similarity ends. The successof the
Green Revolution in many parts of Asia contrasts with the much poorer performance of
agriculture in SSA. All indicators of improved productivity (e.g. crop yields, use of
fertilizer, percentageof land irrigated) compare unfavourably. As a result, food
production per caput in SSA continues to show a declining trend while food selfsufficiency ratios are low. The continuing lack of successof agriculture has contributed
to an average income per caput that in SSA is only about 67% of that in South Asia.
Becauseof the high population growth rates and the lack of absorptive capacity
in the non-agricultural sector, the total size of the rural population will increase by over
80% between 1980 and 2010, although the proportion of the population living in rural
areas will continue declining. ’ The rapid increasesin the rural population dependenton
agriculture, combined with a lack of adoption of improved technologies, helped to make
1

This situation is somewhat paradoxical in the sense that, partly because of the lack of success in
developing agriculture, a disproportionate share of the younger able-bodied population is likely
to migrate to the urban areas, thereby increasing the relative shortage of labour in rural areas.
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SSA the region of the world with the:highest annual rate of deforestation between 1980
and 1990.
Efforts in expanding food and other biological production are increasingly
resulting in intensification of land use. With reference to this there is obviously potential
for greater use of irrigation. Howevler, it is also apparent that most farmers will have to
continue relying on rainfed agriculture, including the hydromorphic inland valleys.
Although the output per unit of land in rainfed agriculture sometimesincreasesin the
short term, indicators of environmental and resource base degradation have also
manifested themselvesthrough deforestation and consequentloss of organic matter,
nutrient depletion, greater weed infestation and increasedsoil erosion as a result of
increasingly shorter fallows. Food “security” in the short term must not be achieved at
the expenseof food security in the long term.
Thus, issues relating to both food security and sustainability are becoming
increasingly important. Using the projected fertility levels, the World Bank estimatesthat
by the year 2020 the food gap (i.e. the difference between food requirement and food
production) would amount to an annual deficit of 243 million tonnes if food production
increasesat 2% per year. If food production increasesat 4% per year, an annual surplus
of 49 million tonnes would be produced. However, based on past performance, increases
at the latter rate are unlikely. Thus, problems of attaining food security and sustainability
will become increasingly serious unless population growth is reduced substantially and the
non-agricultural sector develops rapidly and generatessignificant foreign exchange
earnings to permit substantial imports of food - also unlikely developments.
Although expansion of the non-agricultural sector and the associated
agroindustrial and agrobusinessactivities, is critically important in the economic
development process, in the meantime, the onus will continue to be on the agricultural
sector as one of the main contributors to economic growth, as national economies
diversify and regional markets grow. Relevant improved technologiesand policies
provide the ingredients necessaryfor the agricultural sector to contribute effectively to
national development. However, many other factors such as infrastructure, delivery
(including extension) and marketing institutions together with political commitment and
support, determine how well those ingredients are used and exploited.

1.2.

Origin and Evolution of IITA

The justification for establis,hingthe International Institute of Tropical
Agriculture (IITA) in 1967 (and its sister Institute, the Centro International de
Agricultura Tropical - CIAT in Cali, Colombia) and later incorporating it in the
Consultative Group on International Agricultural Research(CGIAR) System, was based
on the following rationale.
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In the tropical and subtropical areas of the world, food production was barely
keeping pace with population growth, and in tropical SSA, annual per caput food
production was actually declining. Hunger and malnutrition were recurrent problems, in
particular during the African dry seasonagainst the background of a population which
was mainly rural, poor, and growing rapidly in size. To alleviate hunger, reduce
poverty, generate income for the small-holder farmers, and engender general economic
growth, food production neededto increase at an unprecedentedrate.
IITA was officially establishedunder a Federal decree on 24 July 1967 in
Ibadan, where the Nigerian government had donated a 1,000 hectare piece of land for the
Institute, as an autonomous, non-profit corporation, to addressthe above challenges.
Ford and Rockefeller Foundations were mainly responsible for the planning and original
funding of IITA. Researchwork started in 1970 and in 1971, when the CGIAR was
created, IITA becameone of the four centres of the CGIAR System together with the
International Rice ResearchInstitute (IRRI), the Centro International de Mejoramiento de
Maiz y Trigo (CIMMYT) and CIAT.
The original mandateof the Institute was aimed at sustainablealternatives to
shifting cultivation in the lowland humid tropics in Africa, and was based on the
improvement of a basket of crops. In 1974, the Centre was working on a wide variety of
legumes: cowpea, soybean, lima bean, African yam bean and velvet bean. Researchon
root and tuber crops covered cassava,yam, sweet potato and cocoyam and that on
cereals: maize and rice. In addition work had been initiated on banana and plantain,
vegetables, forage legumes and grasses,and multipurpose trees. According to the IITA
1971 Annual Report, the lowland humid tropics was interpreted as follows:
The environment of the total agricultural system of concern to IITA is the
humid tropics at less than 600 meter elevation between 23”27’N or S of the
equator and in which evaporation is less than precipitation for at least six
months of the year.
The farming systemsprogramme interpreted its objectives as follows:
The farming systemsprogramme’s broad objective is to provide adequatefood
of good quality, fibre, housing and living standardsat the highest level
compatible with the resourcesavailable and the competing objectives for the
people of the environment.
Thus, unlike IRRI and CIMMYT which had been establishedwith only
commodity improvement mandates,IITA (and CIAT) had a mixed mandatethat included
a responsibility for commodity improvement as well as for the development of production
systems for the lowland humid tropics. This mixed and “broad” mandate, interpreted as
described above, proved far too complex and difficult to implement smoothly for several
reasons:
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The mandatedcrops were not confined to the production systemsof the humid
tropics in Africa, but were also important food crops in the humid tropics of
other developing regions elf the world.
Crops such as maize, sweet potato, cassavaand banana/plantainwere not
confined to the lowland tropics, but were also important crops in the higher
altitude areas.
With some crops such as rice, maize and cassava,IITA’s crop improvement
mandateoverlapped with those of other CGIAR centres; i.e. IRRI, CIMMYT
and CIAT, which had crop improvement mandatesfor rice, maize and cassava,
respectively.
A number of the mandatecrops such as cowpea, maize, sweet potato and
cassavawere also grown in the lowland subhumid and semi-arid areas of SSA,
and were not confined to the production systemsof the lowland humid tropics
as defined by IITA above.
Some mandatecrops such as cowpea were mainly produced in the semi-arid
areas of West Africa and maize, soybeanand cowpea, as grain crops, had a
much higher agronomic potential outside the lowland humid tropics.
Other mandatecrops such as yams were important mainly in West Africa, with
most of the production located in Nigeria.
In 1992, the Institute celebrated its 25th anniversary. During its 25 years, IITA
saw its mandate modified, partly as a.result of the recommendationsof the external
reviews, to achieve greater cohesivenessand focus. The main modification of the
commodity mandatewas the reduction of the commodity portfolio first to eight crops (i.e.
maize, rice, cowpea, soybean, cassava,sweet potato, yam and banana/plantain),and then
to six (i.e. maize, cowpea, soybean, cassava,yam and banana/plantain). Responsibilities
for sweet potato were transferred to CIP in 1987, and for rice to WARDA in 1990.
As the Institute approachedits 20th anniversary in 1987, it developed its first
Strategic Plan which was adopted by its Board in 1988. From IITA’s long and complex
formal mandate, the Board of Trustees distilled the following four operational programme
objectives:
0

“To develop systemsof managementand conservation of natural resources for
sustainableagriculture in the humid and subhumid tropical zones.”

0

“To increase the performance of selectedfood crops that can be integrated into
improved and sustainableproduction systems.”

0

“To strengthen national agricultural research capabilities in order to accelerate
the generation and utilization of improved technologiesby means of training,
information and other outreach activities. ”
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“To improve the quality characteristicsand postharvest technologiesin order to
realize the more complete utilization of food crops within IITA’s mandate.”

In addition to IITA’s interests in the humid and subhumid tropics of SSA, the
Institute is involved in crop improvement work related to cowpea, maize and cassavain
the “moist” parts of the semi-arid zone (i.e. parts of the northern Guinea savannaand the
Sudan savanna)for which the International Crops ResearchInstitute for the Semi-Arid
Tropics (ICRISAT) has a primary responsibility for production systemsand natural
resource managementresearch. IITA has maintained that its interest in the semi-arid
areas arises only from a commodity viewpoint.
The Strategic Plan called for a reduction in geographical coverage, to West and
Central Africa, of its primary emphasison improving farming systemsof lowland humid
and subhumid tropics. This limitation did not apply to its Africa-wide commodity
improvement work except for maize. Also, in addition to targeting the upland
agroecosystemsin the humid and moist savannazones, the inland valleys in those zones
remained an explicit target agroecosystemboth becauseof the Institute’s production
systemsmandate and becauseat that time rice was a mandatecrop of the Institute.

1.3.

Current Mandate and the Role of IITA

1.3.1.

IITA’s Operational Mandate

IITA’s founding mandateembraced agroecological and regional concerns as
well as crop improvement concerns. While the mandatehas been modified several times
during the past 25 years, it has retained its basic characteristics which are: the promotion
of the development of sustainableproduction systemsthrough improved resource
management,by devoting special attention to problems of environmental degradation and
by developing more productive, stress-resistantvarieties of the region’s key crops.
IITA’s research mandatetherefore refers to genetic improvement of maize, cowpea,
soybean, cassava,yam and banana/plantain,to plant health managementand to the
development of systemsfor the sustainableuse and managementof natural resources in
subhumid and humid African agriculture.
To reflect growing global concerns over food self-reliance, food security,
equity and sustainability within the sub-Saharanregion and in responseto the revised
CGIAR mission statementin 1990, the IITA Board of Trustees updated the Institute’s
mandateas stated in its current mission statement:
IITA aims to improve the nutritional status and well-being of low-income
people in the humid and subhumid zones of sub-SaharanAfrica by carrying out
research and related activities for increasing agricultural production in a
sustainablemanner, in cooperation with national and international systemsand
institutions.
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For the period 1994-1998 lof the current Medium-Term Plan (MTP), the
Strategic Plan was revised in 1993 to include a gradual expansion of IITA’s geographical
coverage into the humid and subhumid tropical areas of East and Southern Africa. Initial
expansion is envisagedthrough an extension of the commodity improvement work on
cassavaand banana/plantain,to be followed later by production systems work as
resourcesbecome available. Also, IITA no longer considers the inland valley
agroecosystemto be a separatetarget agroecosystemand has oriented its research
programme activities towards the Humid Forest Zone with a focus on West and Central
Africa, the Moist SavannaZone with1a focus on West Africa, and the Mid-altitude
Savannawith a focus on East and Southern Africa. This is complementedand supported
by activities across agroecosystem.
In October 1993, IITA was designatedas a convening centre for the CGIAR
ecoregional programme for humid and subhumid SSA. The Institute is currently involved
with potential partners in designing suitable initiatives for the ecoregional programme and
has initially proposed work in three agroecosystems:the humid forest and the moist
savannato be coordinated by IITA, and the inland valleys, to be coordinated by the West
Africa Rice Development Association (WARDA). Also, IITA was recently designatedas
the convening centre to facilitate the development of a Systemwide initiative in integrated
pest management(IPM) through inter-centre collaboration.

1.3.2.

Role and Relevance of’IITA

The role of IITA in sub-SaharanAfrica is defined in general terms by the
Institute’s mission statementgiven earlier. The corresponding research agendais made to
reflect a balance between activities aiming at immediate and medium-term productivity
gains, including postharvest research and at ensuring long-term sustainability of the resource base used for such production. In directing these research and related activities,
account is also to be taken of the need for food self-reliance and equity in order for IITA
to contribute to poverty alleviation and economic development within the mandatearea.
The Panel concurs with this general definition of IITA’s role in the mandateregion.
The Panel notes that IITA’s crop research mandateis broad. One consequence
is that, in its role as an International Agricultural ResearchCentre (IARC), IITA relates
to a correspondingly large array of partners, stakeholdersand clients within and outside
the region, ranging from National Agricultural ResearchSystems (NARS), other IARCs,
other research institutions active in the same region, to non-governmentalorganizations
(NGOs) and farmers.
The research-relatedactivities mentioned in IITA’s mission statementare those
in training and information; these ac’tivities are essential for progress in research and
contribute to the strengtheningof the NARS’s research capability. These are also
activities for which IITA is receiving much recognition in ‘the region. For a large
proportion of the agricultural research community in SSA, in particular in West and
Central Africa, IITA is performing the role of a scientific and professional reference
base.
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As mentioned earlier, IITA has been designatedas the convening centre within
the CGIAR for the development and oversight of an ecoregional programme for the warm
humid and subhumid tropics in SSA. Ecoregional initiatives are designedto bring about a
new quality of IARC-NARS interaction which crucially involves the design and use of
well-structured innovative modes of consultation and collaboration. From the earlier
conception of this relationship, as a process of transfer of technology, generatedin a
chain ranging from advancedresearch institutions and IARCs doing basic and applied
research, over NARS performing adaptive research to extension and ultimately to the
farmer, IITA is advocating a move to a new concept of collaboration in research. This
new concept of IITA’s role involves “the continuum that proceeds from the onset of the
research process to its resolution” in which “national and international researchersand
farmers are partners in a joint venture” where “collaboration achievesa collegial balance
with effectively matched contributions at every stage’”(liTA Annual Report 1993). Key
features of this new approach to the definition of IITA’s role in the region’s agriculture
are participatory modes of appraisal, priority setting, research implementation and
technology testing. Distinctions between strategic, applied and adaptive research and
extension and utilization phasesare no longer as clear-cut as they were previously
believed to be.
The Panel believes that this approach is the basis for the successful
establishmentof IITA’s new role as an international ecoregionaf institution, with
continental (cassava,soybean)and global (cowpea, yam, plantain/banana)commodity
responsibilities as well as for the necessaryintegration of research on commodity
improvement and resource sustainability.
The Panel further believes that while HITA can imIu:~~,.ce
only part of the
general development challenge, its contribution to the developmentof relevant improved
technologiescontinues to be critically important. This conemuedrelevance of IITA to the
future development of SSA can be justified on the following grounds:
The six crops included in the mandateof IITA, namely cassava,yam, maize,
plantain/banana,cowpea and soybean’are, in addition to rice, millet, sorghum,
groundnut, Phaseolusbeans and sweet potato, which are under the mandatesof
WARDA, IRRI, ICRISAT, CIAT and the Centro International de la Papa
(CIP), the major food crops in SSA.
The complexity of many of the problems in the humid and subhumid areas of
SSA is likely to be beyond the expected capacity of the NARS to solve by
themselves. In any case most of the NARS are becoming increasingly
vulnerable to economic forces. According to the International Service for
National Agricultural Research(ISNAR), although the number of researchersin
NARS has expandeddramatically in recent years, with 36% still having B.Sc.
degrees, the number of farmers per research worker has tripled during the last
30; years. Further, research expendituresas a percentageof agricultural GDP

1

Actually soybean is currently not a major dietary item of the rural population but is rapidly
increasing in importance as a cash crop.
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has decreasedfrom a peak of 0.84% in 1981 to 0.55% in 1991. Relative
support of the total researchbudget of NARS by external donors increased from
35% in 1986 to 43% in 1991 but this did not compensatefor declining
governmental funding and such high levels of international support are unlikely
to be maintained.
0

The consequencehas been (areduction in operating expensesper researcher,
resulting in their underemployment. Thus their effectivenessin technological
development is in many countries being eroded. Consequently, it is
increasingly unlikely that NlARS will be in a position adequately to meet the
agricultural research requirements even in adaptive and applied research, let
alone at the strategic end of the research spectrum. Consequently, international
agricultural research institutes such as IITA will increasingly have to take this
undesirable trend into account.

0

The commodity and regional mandateof IITA provides the Centre with the
opportunity for facilitating :scientific inter-country communication and material
exchange, thereby potentially avoiding duplication of research effort and
increasing the multiplier/payoff effect of research efforts.

l

The agroecological mandateof IITA provides it with a unique opportunity to
address sustainability issues through exploiting the biological relationships
within farming systems. Given the budgetary crises in many NARS, it is likely
that the limited research resourceswill have to continue focusing on
productivity gains. However, in the long run, given the probability that
governmental resourceswill continue to be limited, the only realistic way of
incorporating sustainability issueswill have to be through bringing about
convergencebetween the shlort-termproduction needs of farmers (i.e. who
understandablyare concerned with maximizing profit, together with producing
enough food to survive until the next production cycle) and the long-term
sustainability of the farming system through exploiting the biological
relationships within the systems. The need for strategic research to address
sustainability issues under increasingly land-intensive farming systemsis
obvious and is something in which IITA has a comparative advantage.

A final point is in order. Although, as indicated above, IITA can continue to
play an important role in addressingissues of food security and sustainability, it is not the
only actor. To be fully effective and to maximize its multiplier effect, it must continue to
collaborate with NARS and increasingly with NGOs and the emerging private sector, as
well as with other IARCs and advancedinstitutions. This is particularly important given
IITA’s primary focus on the small farnily farm which is so dominant in SSA, and helps
the issuesof sustainableproduction and equity to be addressedsimultaneously.’
Institutions within national programmes can make particularly important contributions to
production systemsand managementresearch, although given the current state of many of

I

Following a meeting with NGO’s in 1993 the Board Approved the establishment of a NGO
liaison office
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the NARS the Panel urges increasedcollaboration, rather than the immediate devolution
of such activities to such institutions, as was recommendedin a recent TAC review of
CGIAR commitments in West Africa (Mclntire and Ouayogode, 1994: p. 2).’

1.4.

IITA Today

The staff who carry out IITA’s work are organized as shown in Figure 1.1.
IITA operatesthree ResearchDivisions: Resourceand Crop Management Division
(RCMD), Crop Improvement Division (CID) and Plant Health Management Division
(PHMD), each headedby a Divisional Director and an International Cooperation Division
(ED), headeduntil recently by a Deputy Director General (DDG), International
Cooperation. These four Divisions are supportedby the Management Division (MD),
headedby a DDG (Management). Researchat the institute level is managedby the
ResearchDirectors’ Committee (RDC) comprising the Director General, the three Heads
of the ResearchDivisions and the DDG (International Cooperation). Moreover, interdivisional research groups exists for Striga, cowpea wide crossesand biotechnology;
postharvest technology and multipurpose legumes.

1.4.1.

IITA Headquarters and Other Main Locations

IITA has been implementing a policy to decentralize its operations in the
region. IITA’s operations are located in several countries in West, Central and East
Africa (Figure 1.2.). IITA’s Headquartersis located at Ibadan in the humid
forest/derived savannatransition zone. Most of the Crop Improvement Division, the
International Cooperation Division, the ManagementDivision, the Moist Savanna
Programme of the Resource and Crop ManagementDivision, and the Host Plant
ResistanceProgramme of PHMD are located at the Headquarters. During 1988, all
biological pest control research, part of insect mass rearing and related training were
transferred from Ibadan to Cotonou in Benin. Most members of the Plant Health
Management Division and the Division’s Director are now located at the Cotonou facility.
Since 1976, IITA has conducted research from the Onne station near Port
Harcourt in Nigeria in the humid forest and coastal zone where plantain is a major food
staple. After initial emphasison plantain production systems, a breeding programme
commencedin 1987. This initially focused on Black Sigatoka (BS) resistancewith some
related epidemiological research. As a result of major progress in developing BS-resistant
hybrids, the breeding programme now addressesa wider remit for plantain improvement.

I

Obviously, if increased funding could be provided for national programmes to shoulder such
responsibilities effectively, then this would need re-evaluation. However, the mission
recommended that savings resulting from such devolution should be allocated to other research
activities in IITA (McIntire and Ouayogode 1994; p. 51)
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The Kano station located in the north of Nigeria in the Sudan savannahas been
establishedwithin the premises of the Institute of Agricultural Researchwhich is
headquarteredat Samaru. The research work at Kano is focused on cowpea improvement
and on cereal-cowpeaintercropping, as well as cowpea IPM and cassavagermplasm for
the semi-arid zone.
Since 1990, IITA has estiblished its Humid Forest Station in the Cameroon at
Nkolbisson, YaoundC(offices) and at Mbalmayo (research station and offices), some 40
kilometres South of YaoundC. This is a principal location for resource management
research. The Humid Forest Programme of the RCMD and the Director of the Division
are based there.
A small research facility for the moist savannalocated in the northern Guinea
savannahas become operational in 1993 at Ferkessedougou,C&e d’Ivoire in cooperation
with the Institut des Savannes(IDESSA). Researchis focused on maize improvement and
on maize-basedsystemsof the northern Guinea savannaand is being carried out in
collaboration with CIMMYT. WARDA provides office space for the staff at its
Headquartersat M’BC near Bouake.
In 1994, a start was made to establish infrastructural facilities of the IITA East
and Southern Africa Regional Centre (ESARC) at the Namulonge ResearchStation, near
Kampala, Uganda where IITA works in partnership with the National Agricultural
ResearchOrganization (NARO). Lilmited laboratory, office and housing space has been
made available to IITA the construction of additional facilities is planned. Research
activities focus on (a) development of improved diseaseand pest resistance, high-quality
cultivars of cassavaand banana/plantain,and (b) banana/plantainagroecosystemsanalysis
to determine the economic importance of specific pests and to develop appropriate pest
managementprogrammes.

1.4.2.

Programme Strategy and Structure

In addition to its six crop commodities, IITA, for the 1994-98 MTP period,
committed itself to four operational strategies: (a) a regional emphasison West and
Central Africa, with a gradual expansion to include the warm humid and subhumid zones
of East and Southern Africa, (b) a focus on the small-holder family farm, (c) an
agroecological orientation and (d) concentration on farming systems. Further, it decided
to decentralize its research in order to achieve greater proximity to the client. It is now
also developing benchmark areas whi’ch should become increasingly important research
locations.
As noted in the organizational structure (Figure 1. l), IITA’s research
programmes are located in RCMD, CID, PHMD. The institution-strengthening activities
are based in ICD, whereas the information services are in MD.
RCMD conducts research in collaboration with NARS and other institutions on
both the biophysical and social dimensions of the farming environment and on
technologieswhich can improve or sustain farm productivity. Within the Division, two

13
multidisciplinary programmes have been created: the Humid Forest Programme and the
Moist SavannaProgramme. This Division (and all other Divisions of the Institute)
issupported by the Agroecological Studies Unit. The Division includes, in addition, the
Biometrics Unit, the Analytical Services Laboratory, and the PostharvestEngineering
Unit. RCMD is actively engagedin putting into operation the ecoregional approach to
research.
CID’s function is to help conserve genetic resourcesand to increase the yield,
quality and stability of production of IITA’s mandatedfood crops through plant breeding.
CID works with national programmes to develop germplasm that is well adapted to
various agroecosystems,resists pests and environmental stressesand suits farmers’ and
consumers’needs. The Division comprises four crop improvement programmes: maize,
grain legumes (cowpea and soybean), roots and tubers (cassavaand yam), and
banana/plantain,together with two support units, the Genetic ResourcesUnit (GRU) and
the Biotechnology ResearchUnit. The Division also runs the Centre’s ResearchFarms in
Nigeria.
PHMD engagesin research on crop-pest-environmentinteractions, in
partnership with national programmes and other institutions. PHMD’s objectives are to
develop and implement ecologically sound interventions for African farming systems, to
provide solutions to today’s plant health problems and prevent those of tomorrow. Within
the Division there are three programmes: Biological Control, Host Plant Resistanceand
Habitat Management. The Seed-HealthUnit and the Technology Transfer and Training
Unit which focus on technology relating to plant health are also included in this Division.
ICD provides a platform for the essentialtasks of supporting and strengthening
NARS. These cover IITA’s network and training activities, meetings and workshops,
ResearchLiaison Scientist Scheme, the Visiting Scientists Schemeand the Resident
Scientist Scheme. ICD is also responsible for the managementof special projects. The
Institute’s Information Services in MD cover activities related to publications, library
services and public affairs.

1.4.3.

Funding

The current MTP (1994-98) developedby IITA and approved by TAC in
October 1993 serves as a basis for IITA’s programmatic efforts. Total core expenditure
has grown from US$19.7 million in 1989 to $21.7 million in 1994. The share of IITA’s
research and research support activities as a percentageof total expenditure has grown
from 58% in 1989 to 65 % in 1994 (Table 1.1). This has been achieved by a decreasein
the cost of research support and of finance and administration. The projected operating
core budget for 1995 is $23.6 million.
IITA’s total funding, core and special project, was at $35.7 million maximum
in 1992 (Table 1.2.), when the Institute received $14.1 million (39.5 % of total) for
special projects. The recovery of indirect cost as percentageof special project cost was
around 8% to 9% during the period 1989-93, but has increased to around 13% in 1994.

Table 1.1.

Breakdown

of IITA’s Total Core Expenditure

1989

1990

1991

1993

1994

1995
Projected

US$

0/a

us

%

US$

%

’11,986

55

11,302

I
55 ’12,751

59

13,784

58

9

1,680

8

1,703

8

1,600

7

1,673

7

2,064

10

2,321

10

1,744

9

1,624

8

1,762

8

32

5,861

30

5,898

27

5,650

28

5,737

26

6,358

27

100

19,702

100

21,885

100

20,399

100 21,712

%

US$

%

I?,000

46

19,599

47

Research Support

2,346

12

2,266

Institution-Building

2,176

11

Finance &
Administration

6,145

Total Expenditure

19,667

Source:

1992
%

US$
Research

1989-1995 (US $000~)

US$

%

I”,IL”

51

11

1,664

1982

10

31

6,749

100

20,596

I1~112

Program and Funding Proposals (Actual)
(Excludes Depreciation and Capital Expenditure)

US$

100 23,577

100

Table 1.2.

Type of Funding

1989-1995 (US $000~)

Non-Core

or

1994

14,833

6,980

9,756

31,569

1,257 (12.9%)

1995 Est

16,300

7,000

8,500

31,800

1,200 (14.1%)

c--.---.
wurce:
*Includes

A..A:L-J ficcuu~1Ls
A -a-..-*tluuILtxl
Japanese contribution
which has very nominal

restrictions
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The estimated total funding for 1995 is $31.8 million, of which $8.5 million (26.7%) is
expected for special projects. The dlownturn in total funding has been a general
phenomenonin the CGIAR System, although there is a marked improvement in the
estimate for core funding in 1995.
.

The proposed resource allocation among Divisions and activities during the
current MTP is: 24% RCMD, 25% PHMD, 23.0% CID (3% maize, 4% cowpea and
soybean, 6% cassavaand 6% yam and banana/plantain,and 4 % all crops), 11% research
support, and 17% international cooperation, information services and training.

1.4.4.

Staffing

At present IITA has a total of 1,950 staff, of whom 1585 (81%) are on core
and 365 (19%) on complementary funding. There are 129 internationally recruited staff
(IRS), of whom 93 (72%) are on core. The number of IRS has declined steadily during
the review period, from 158 in 1990 (including 117 on core) - see Table 1.3. At present
there are 1,441 nationally recruited (local) staff at headquartersand at the various field
locations.
The majority (69; 74%) of the core-funded IRS are based at IITA headquarters
in Ibadan, and the remaining are in tlhe field, mostly in Benin and Cameroon - the
divisional headquartersof the PHMDl and RCMD divisions, respectively. In keeping with
the Centre’s decentralizationpolicy, a substantialnumber (5 1) of the IRS are field-based
and roughly half of them are funded from the core budget.
The staffing pattern during the period 1992-95 is shown in Table 1.4.) by
division. At present, the IRS are distributed almost equally among the research divisions
(the range is 18 to 24 staff, including; core- and complementary-fundedstaff).
Administration and Management (ADIM) has 20 IRS, in its various sections. During the
last three years, the number of staff in PHMD has increasedfrom 17 to 24, and in CID
from 16 to 18. During the same period, RCMD staff has decreasedfrom 2 1 to 19, ICD
staff from 34 to 19, and ADM staff from 23 to 20.
The distribution of national staff by division is also shown in Table 1.4. As
should be expected, ADM and CID hlavethe largest numbers of locally recruited staff,
reflecting the nature of the work performed in these divisions. Besides these staff, IITA
has a substantial number of post doctoral fellows (21), Associate Scientists (6), and
Visiting Scientists (4). The numbers of staff in these categories have increased steadily
since 1992, partially offsetting the cuts in core and complementary staff noted above.
The distribution of internauonal and national staff by location is shown in
Table 1.5. The largest number of staff (1,350) are at Ibadan, mostly on core funds. The
other divisional headquarters,in Benin and Cameroon, have much fewer numbers of staff
(227 and 108 respectively).

Table 1.3. Total International

Staff Strength (1989 - 1995)

1990
1991
1995
1989
1992
1993
1994
I
I
I
I
I
I
I
ocation I Core I Comvl. I Core 1Comvl. I Core I Comvl. I Core I Comvl. I Core I Compl. 1 Core I Compl. I Core 1 Compl.

;9

Table 1.4 IITA Staffing by Division

I9

Table 1.5. IITA Staff by Location - 1995

Location
Nigeria
Ibadan
Kano
Of-me
Ikej 2
.Abuja

!
!

I

International
Core
1
No. 1
% 1

Staff
Complementary
No. 1

I
1
% 1
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1
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1

9
1
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3

7
---

8
---

----

----

I

I

I

Core
No. 1
1,119
37

I
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27
91
I

National Staff
1 Complementary
% 1
No. 1
75
2
6
2
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I

% 1
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--

6
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2
--I

I
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No. 1
1188
38
97
27 .
91
I
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I
Complementary
%1
No. 1

%]
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2
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1

44
--

6
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2
__-

6
2
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I

I

I

Cameroon

I

Total

I

I

93 1

I

100 I

I

329 1

I

100 1

IL 1
1,585 1

I

36;l

l&i
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Overall, the cuts in staffing noted earlier are the result of the severe funding
crises faced by the CGIAR and IITA during the past few years. As a result, the Centre
has found it much harder than anticipated in the Medium-Term Plans (for 1989-93 and
1994-98) to implement its research programme. Despite this constraint, in the Panel’s
view, progress has been steady, as discussedat length in subsequentchapters.

1.5.

IITA’s Response to the Recommendations of the 1990 External
Review

The 1990 External Review of IITA made 36 recommendations,of which 19
were on its research programme and 17 on management. The recommendationswere
generally endorsedby TAC and the CGIAR. The IITA Board and managementat that
time, respondedpositively to most of them. The Panel considers that taken together, the
recommendationswere far-reaching but necessary,particularly since they further
encouragedIITA’s continuing efforts toward a leaner operating structure, greater
organizational cohesivenessand further decentralization. IITA, to the full credit of all
staff and Board, has implemented most of the recommendationswith vigour and
commitment. Although the results of some of the changeshave not yet been fully
realized, the Panel has been impressedwith the progress achieved. The Panel considers
that IITA has benefitted significantly as a result of these changes, which have been
“incrementally” introduced, for which the Board and managementdeserve full credit.
IITA’s action in responseto the recommendationsis tabulated in Appendix VI,
together with this Panel’s comments. According to the assessmentby the Panel, IITA has
fully implemented 21 recommendations,partially implemented nine recommendationsand
not implemented six. Overall, the Panel believes that IITA has taken positive, though
sometimesincomplete action on most of the main recommendations. The Panel
comments on IITA’s actions in the appropriate sectionsof this Report.

CHAPTER 2 - RESEARCH PROGRAMME!

2.1.

Crop Improvement

The Crop Improvement Division (CID) is one of the three new research
divisions created since the last EPR. It conveniently brings together in one administrative
unit all the plant breeders working at IITA, the majority of whom are located at Ibadan,
together with certain support units. This is acknowledgedto have improved
communication between those working on germplasm enhancement. CID therefore
constitutespart of one axis of the evolving matrix of research organization at th’e Centre.
Work is currently undertaken on six lmandatecrops: cowpea, soybean, cassava,yam,
plantain/bananaand maize. Since the last EPR, the transfer of all rice improvement work
to WARDA has been completed. The transfer of work on sweet potato to CIP was
regretted by some NARS representativesin West Africa and members of the staff of
IITA, but their concern has hopefully been assuagedby the location of a CIP breeder for
this crop at Ibadan.
At the time of this Review, the programme structure of crop improvement work
had changedrelatively little from the situation at the last EPR, the main change being the
separationof banana and plantain work from the former Root, Tuber and Plantain
Improvement Programme (TRIP) to constitute an independentprogramme. Work in this
division is therefore reviewed according to the programmes identified as: Grain Legume
Improvement, Root and Tuber Improvement, Plantain and Banana Improvement and
Maize Improvement. The support units for Biotechnology Research,Genetic Resources
and ResearchFarms also report to the CID Director, but are reviewed in Section 3.5.
In the newly constituted set of 23 projects intended to operate from 1996, CID
activities will be representedin 15 projects to varying degrees. It is not yet clear whether
the new projects would be arranged in some hierarchical structure relating to the current
programme designations. Further ref;erenceis made to these issuesin Chapter 4.3.3.

2.1.1.

Grain Legume Improvement Programme (GLIP)

2.1.1.1.

Cowpea

Background
Earlier work on cowpea at .IITA, for which the Centre has the global mandate,
resulted in the production of cowpea varieties with sufficient insect resistanceto permit
their cultivation with 2-3 spray applications, instead of the 8-10 applications required for
previously available material. However, these were short-duration varieties of
determinate type which were suitable for large-scalefarmers who were able to afford
some chemical inputs on varieties grown as single crops. They did not meet the
requirements of the many small-scale farmers growing cowpea in mixed crops in
sorghum/millet systems in the dry savanna zone, for which purpose indeterminate, photo-

sensitive types of spreading habit and long duration as well as early-maturing types were
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needed. Economic crises in the region since the late 1980s have also rendered the use of
pesticides less feasible. The last EPR strongly urged IITA to switch the direction of
cowpea improvement to these objectives at its Kano substationin the Sudan savanna.
Achievements, current focus and future plans
IITA has offices, laboratories, a conference room and screenhouseson the same
compound as the Institute for Agricultural Research(IAR) in Kano city and IAR has
allocated land for IITA at their research farm at Minjibir, north of Kano. There is
further interaction with ICRISAT which provides additional trial facilities at its own site
at Bagauda, where joint inter-cropping trials involving cowpea, soybean, sorghum and
millet are conducted. Breeding work on cowpea at Kano reflects a systemsperspective
which permeatesthe whole programme. This is a good example of interdisciplinary
collaboration in which niches for cowpeas are sought in various cropping systemsand
agronomic treatments.
Essentially, the breeding policy at Kano for such farming systems is to improve
local landraces of cowpea by backcrossinglines with multiple diseaseand insect
resistancefrom the earlier programme and testing the improved germplasm, destined for
grain or forage or dual use in mixed cropping systems. The work also includes screening
germplasm for resistanceto Striga gesneroidesand Alectra vogelii and its incorporation
into the improved landraces.
However, in order to meet its global mandatefor this crop, IITA has continued
a parallel programme with short-duration, determinate, non-photosensitivetypes with
multiple pest and diseaseresistancefor broad tropical adaptation.
Improving cowpea germplasm in West Africa involves tackling a complex array
of diseasesand insect pests in addition to the parasitic plants already mentioned. With
respect to diseases,resistanceto brown blotch (Colletotrichum truncatum and C. capsici)
and bacterial blight (Xanthomonascampestris pv. vignicola) has been incorporated into
local landraces and the transfer of scab (Elsinoe phaseoli) resistanceis being
incorporated. Insect pests, against which some resistancehas been incorporated, include
aphids, thrips and bruchids. This impressive array of requirements is additional to the
need for general agronomic improvements such as drought tolerance.
Resistanceto post-flowering insect pests has been targeted as a major objective
for the improvement of this crop and the work is proceeding along several parallel lines.
Genesconferring partial resistanceto Maruca and to pod-sucking bugs found in some
cowpea, landraces as well as in wild but cross-compatiblerelatives are being accumulated
in cowpea using a modified recurrent selection procedure. More ambitiously, wide
crossing of cowpea to wild Vigna speciesis being attempted to transfer resistanceand
there is a substantialprogramme undertaken in collaboration with several advanced
institutes to achieve genetic transformation and regeneration of cowpea. These aspectsof
this work are concentratedat Ibadan.
On the general agronomic front, the two-year study conducted in 1992-93 on
cropping systemsof the Sudan savannahas contributed to the development of breeding
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methods employed both on-station and on-farm. In the on-station work at Kane, the
screening of germplasm is undertaken in three husbandry systems: as sole crop with and
without insecticidal sprays and in simulated intercrop conditions without insecticidal
sprays, the work.being complementedby on-farm trials with farmer participation. Such
.trials are evidently subject to high experimental error; e.g. results from multilocational
trials which’have been presentedhave CV values ranging from 30 to 74% which make
.‘interpretation difficult and conclusions unsound. There is some evidence of improvement
,’from trials involving intercropping with pearl millet in the absenceof insecticide but
substantial G x E interaction. Results from farmers’participatory trials are difficult to
interpret by standard experimental analysis and different criteria need to be applied. It is
recognised that the yield advantagesdemonstratedin on-station trials for the improved
: germplasm have not been confirmed in farmers’ trials, but farmers are reported to have
responded well to the improved varieties which suffer less seed damageby bruchids.
-Work on the transfer of resistanceto Maruca from wild Vigna speciesinvolves
conventional genetic studies and the use of RFLP molecular mapping (developed in the
University of Minnesota in collaboration with IITA) to identify and, eventually, isolate
resistancegenes. RAPD markers have also been used to detect interspecific hybrids and
also to quantify the genetic diversity present in African domesticatedcowpea germplasm.
Aisessment
The Centre is to be commendedon the good interaction in this programme with
both RCMD and PHMD. Integration of the activities at the Kano station with those of
the NARS is also to be commendedand further encouraged. Given that the northern
Guinea Savannais at the fringe of, and the Sudan savanna(in which the Kano station is
located) is outside IITA’s ecoregional mandateof subhumid tropics, the development of
further collaboration with ICRISAT is greatly to be encouragedat the Kano station and its
associatedzonal points of contact. The EPMR does not see any great justification at
present for discussing the possible transfer of this responsibility from IITA unless on a
broader front there is perceived to be an overwhelming case for narrowing the mandate of
the Centre. Nor, given the nature of the pest/diseasecomplex, is there any short-term
prospect of devolution of the more intricate work to the NARS, although the NARS in
Ghana has been particularly effective in developing this crop with the assistanceof IITA.
Estimated production area for cowpea in Ghana has increased from 94,660 ha in 1977-79
to 146,900 ha in 1987-89, with average yields having doubled in that time. There has
been a limited but persistent production and sale of cowpea seed of IITA varieties by seed
companies.
Little impact has as yet been demonstratedin the key target area of the Sudan
savannaand more precise experimentation will be required than has hitherto been the
case, in order to demonstrateprogress convincingly. It is pleasing to note therefore that
some interest has been elicited among the state-level Agricultural Development Projects
(ADPs) in northern Nigeria in cowpea as a dry-seasoncrop, on hydromorphic soils with
residual moisture or with irrigation. The improved germplasm which has reduced the
need for insecticidal sprays to two or three during the wet season,can be very productive
during the dry seasonwhen pest pressure is much lower.
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The total elimination of insecticide for this crop is a very ambitious target for a
highly complex problem and IITA may have to recognize that it is not attainable. The
Centre has set itself a deadline of 1998 to make a critical review of the work on all
fronts: conventional breeding, wide crossing and genetic transformation; and to decide
then on whether continuation of the effort is justifiable. Some progress in regeneration
has been demonstratedand work elsewherehas achieved a degree of successin legume
transformation. The EPMR endorsesthe target date of 1998 for assessment,provided
that the review is rigorous and involves some independentexternal participation. Should
the review decide that further substantialprogress is unlikely, then consideration will need
to be given to redeploying some of the present large investment in cowpea improvement,
possibly to soybean.
Recommendation:
The Panel recommends that a rigorous review of all aspects of work on cowpea
improvement at IITA be undertaken in 1998, with the participation of an external
assessor(s),to determine whether the current lines of work will then have shown
sufficient progress to justify their continuation.
2.1.1.2.

Soybean

Background
Soybeancultivation was introduced into Nigeria in the 1940’s but has shown
indications of explosive growth, beginning with the restrictions imposed on imports in the
1980’s. This is essentially a demand-ledphenomenonderiving from domestic and
small-scaleindustrial uptake and spreading to other West and Central African (WCA)
countries, although in CBte d’Ivoire some larger-scale production has been evident for
some time. FAO data indicate an increase in soybeanproduction in Nigeria from 60 kt in
1979-81 to 160 kt in 1993, the corresponding figures for West Africa as a whole being
62.1 kt and 168.8 kt respectively. In Central Africa, there has been a more modest
increase from 8 kt to 16 kt over the same period, while East Africa has increased its
production from 25 kt to 115 kt, again over the same period.
Building on the identification of promiscuous nodulation in some germplasm in
1978, the prospects for the widespread adoption of the crop have been greatly enhanced
by the confirmation in 1993 of the occurrence of promiscuous nodulation, using a subset
of cowpea rhizobia in farmers’ fields. IITA has taken a lead in soybeanresearch for
production in Africa since the 1970’s, with limited resourcesdeployed. In part, it has
attempted to strengthen the work of consumer and researchergroups in Nigeria and in
other countries such as Ghana, Benin and Togo. Work on soybeanutilisation was
assistedduring the period from 1987-1993by funding from IDRC and JICA.
Following the termination in 1986 of the additional post for IITA soybean
breeding in Brazil the input at Ibadan has been relatively small, with only one breeder
deployed. (A second post proposed in the previous review period fell victim to financial
cuts). Now, with the well-demonstratedacceptanceof soybeansby consumersin Nigeria,
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IITA is at the crossroadsof its decision-making with respect to its involvement in the
genetic improvement of this crop.
Achievements, current focus and fiuture plans
The impact of improvement work at IITA to date has understandablybeen
restricted and only some 5% of the production area in Nigeria is estimated from sales of
seed to be planted with IITA-derived varieties.
Target ecologies for the crop improvement programme comprise the MidAltitude and Moist SavannaZones. Using pedigree selection procedures, acceleration is
achieved through two field generationsper year. There are at present relatively few pests
and diseasesafflicting the crop, although both may be expected to increase as the crop
expands. Earlier concern about the threat of red leaf blotch (WachtuliochaetagZycines)
has somewhatreceded since the infection front has not advanceddramatically in West
Africa. Nevertheless, breeding for resistanceto this diseaseand also to Cercospora leaf
spot is a programme objective. Selection for promiscuous nodulation and for increased
nitrogen fixation (the relationship is not linear) are clearly important.
In addition to the obvious aims of high and stable yields, resistanceto pod
shattering and the possessionof good seed colour are important objectives. It is already
being observed that insect problems are increasing so that pod-sucking bugs and.
defoliating insects are receiving attention. To assist in the selection for these desiderata,
the breeding nurseries are sown without rhizobial inoculum being applied and with
fertilizer application at a minimum 1e:velfor adequatecrop growth. No other chemicals,
fungicides or insecticides are used. There is collaboration with the University of Hawaii
on rhizobial nodulation on promiscuous soybeansand collaboration with RCMD on
phosphate-useefficiency.
Evidence presentedto the l?anel from multilocational trials in Nigeria indicates
a clear improvement in the yield performance of IITA breeding lines relative to the most
widely grown variety, Samsoy 2, over the period 1988 to 1993. This increase in yield
potential has generally been accompaniedby increasedresistanceto fungal pathogensand
in some cases, with reduced pod-shattering and improved seed colour. Analysis of G x E
effects over trials conducted at lowland humid forest, moist savannaand mid-altitude sites
during 1990-93 establishedthat they ‘were significant; but they arose from the mix of
genotypesand could not be attributed to specific climatic conditions. Farmer acceptance
of improved varieties of soybeanhas been generally good in the past and the programme
is rapidly approaching the time when its impact should be measurablein terms of a
greater uptake of IITA-derived variet.iesthan has been evident up to the present.
Improved germplasm has been distriblutedto and received by NARS in Nigeria, Ghana,
Zaire, Uganda and Cameroon; but the Panel is unable to make any assessmentof its
uptake in these countries.
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Assessment
All the indications are that the present trend of increasedproduction of
soybeansin sub-SaharanAfrica will continue. Until now the principal impact of IITA has
been to assist in the acceptanceof the crop by end users and to demonstratethat it can be
grown without rhizobial inoculation. The crop is now finding ready acceptancein the
direct domestic use of unprocessedsoybeanat the household level through to small scale
industrial manufacture and commercial sale of processedproducts. Increased pest and
diseaseproblems are almost inevitable if, as expected, the production area increases
dramatically. There is likely, therefore, to be a clear need for improved germplasm.
In the opinion of the Panel, the present programme of soybean improvement is
under-resourcedin relation to the anticipated increase of interest in the crop. The Panel
accepts the view of IITA that at present there is a need for a soybeanbreeder to be based
at ESARC (Uganda) to strengthen collaboration with NARS in East and Southern Africa
and to develop improved soybeangermplasm adaptedto the mid-altitudes and higher
southerly latitudes of this region. Traits of primary interest would include resistanceto
red leaf blotch, promiscuous nodulation and resistanceto pod shattering. The Centre
should give urgent consideration to expanding work on this crop, either by seeking
additional resources or by redeploying existing resourcesand to formulating a clear plan
for the expandedactivity.
Recommendation
The Panel recommends that IITA increase its effort on producing improved soybean
germplasm for the moist savanna and mid-altitude areas of sub-Saharan Africa,
either by redeployment of existing resource or by seeking additional resource.

2.1.2.

Root and Tuber Improvement Programme (RTIP)

This programme now comprises activity on two crops: cassava,for which IITA
has a mandate for the continent of Africa and yam, for which it has the global mandate.
2.1.2.1.

Cassava

Background
Within the CGIAR System the other major responsibility for cassava
improvement resides with CIAT. There has been good collaboration between the two
IARCs and this is continuing.
Cassavais one of the most important staple food crops after maize in SSA. It
is becoming of greater importance in terms of food security, since it is seen increasingly
as a reserve in times of droughts, which have particularly affected maize production in
East and Southern Africa in recent years. IITA’s host country, Nigeria, is now the single
largest producer in thk world. Generally, in Africa, cassavais still seen as providing a
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reserve food for small-scale farmers and has not developedas a large-scale crop for
industrial processing and export as it has in certain Asian countries, although this area is
I
also growing in importance in Nigeria.
IITA has in the past been noted for its development of biological control
systems for cassavamealybug (CM; Phenacoccusmanihoti) and PHMD is currently
testing/releasingpredators to develop a biological control system for cassavagreen mite
(CGM; Mononychellus tanajou). IITA’s second major contribution has been the
production and distribution of cassavagermplasm with resistanceto several important
diseases,especially African cassavamosaic virus (ACMV) and cassavabacterial blight
(CBB; Xanthomonas campestris pv. manihotis) and cassavaanthracnose(CAD;
Colletotrichum gleosporioides). Selection of clones with a lower content of cyanogenic
compounds has also been a major objective. IITA has invested much effort on
strengthening cassavaimprovement in the NARS through training and technical
backstopping.
Achievements, current focus and future plans
Major developmentsof relevance to the cassavaimprovement programme since
the last EPR have been the completion of COSCA and the establishmentof ESARC at
Namulonge, Uganda with a substantialcommitment to the transfer of IITA’s cassava
technology to East Africa.
The 1990 EPR criticized this programme (in its former incarnation as TRIPP)
on several counts: a lack of innovative research, a lack of hard evidence of impact, a lack
of clear programme focus,a lack of appreciation and of quantitative evaluation of
genotype x environment (G x E) interactions leading to inadequatetargeting of specific
agroecologies, a lack of physiological research, insufficient research on the relationship
between yield and diseaseexpression, and poor liaison between the BCP at Cotonou and
the programme based in Nigeria. It encouragedfurther collaboration with CIAT,
especially the interchange of germplasm to enlarge the gene pool in Africa and anticipated
benefits to be derived from the development of material with varying ploidy level
resulting from inter-specific hybridization. It further urged the expansion of work on
postharvest technology. It is appropriate to devote part of this section of the current
report to reviewing IITA’s responsesto these comments.
The Panel’s view on scientific innovation in TRIP is presentedin the next
section of this report.
With regard to impact assessment,the Panel has considered this in a more
general context in Chapter 7.2. More specifically in relation to cassava,IITA has
respondedstrongly. The Centre has recently used data from the COSCA project to
calculate that improved varieties from the Institute have contributed an extra 1.4 million
tonnes per annum of “gari” than woulld have been available from unimproved varieties sufficient to feed 29 million people. These figures would allow considerable error in
estimation and still demonstrate substantial impact. Furthermore, the Panel considers that
the dismissal of all verbal evidence as “anecdotal” is too severe. During the present
review members of the Panel were assuredby extension officers from the Shell
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Petroleum Company in discussionsat the Onne station that IITA varieties with resistance
to CBB saved many people in eastern Nigeria from starvation in the 1970’s when the crop
was in danger of being wiped out by this disease.
With respect to studies of G x E interactions in cassava,the Panel was
presentedwith extensive documentationby IITA in the form of archival reports of TRIP
covering the period 1989-93. These contain reports of numerous trials of genotypes
under selection in a wide range of environments which provide a base data pool from
which estimates of G x E interaction can be derived, in addition to special studies
establishedmore specifically to investigate stability by G x E effects. These comprise:
0

the nature and causesof G x E interactions in cassava

l

the stability of resistanceto pests and diseases

0

G x E interactions for yield and yield componentsand

0

G x E interactions relating to cyanogenic potential and dry matter content.

In addition, data from International trials covering various locations in Ghana,
Togo, Benin and Nigeria have been analyzed for G x E effects. The interaction of
cassavagenotype x cropping system in the Moist SavannaZone is currently being studied
and it is intended to duplicate these activities in East and Southern Africa through the root
crop networks and ESARC. Available geographical information system (GIS) facilities
will also be used in these studies.
2
IITA has respondedto the deficiency in physiological studies identified by the
1990 EPR by initiating studies of the growth, development and morpho-physiological
characteristics of cassavain the target agroecologiesof the dry savannaand mid-altitudes
zones. This is in line with the shift in emphasisin the programme from the traditional
concern with lowland humid forest and transition zones to the lowland moist and dry
savannasand the mid-altitudes zones, in recognition of the movement of the crop into
these agroecologiesand the increasing importance of cassavathroughout SSA, though the
bulk of production is still in the more humid areas.
A substantialbody of work on crop physiology of cassavais reported in the
TRIP archives referred to above. These studies have concentratedon abiotic stress
responsesof cassavagenotypesand have included studies of stomata1behaviour in both
wild species, cultivated genotypesand clones of various ploidy levels, of Manihot.
Screening for tolerance of low seasonaland minimum night temperaturesin the midaltitudes is an essential feature of the search for adaptation of cassavato these
environments. Traditional growth analysis is being employed in the formulation,
validation and testing of cassavaideotypes for different agroecologies.
Although hybridization is not generally difficult to effect in cassava,some
genotypesexhibit “shy flowering” and the synchronization of flowering of these types in
crossing blocks can be difficult. Various studies have therefore been initiated on
problems of reproductive biology to help to overcome this. An important development in
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the period under review has been the:identification of a location (Ubiaja) at which local
land races have been induced to flower, thereby enabling the gene pool to be enriched
with locally adapted material through hybridization. Investigations are continuing to
develop appropriate artificial methods of flower induction.
Interspecific hybridization has generatednew hybrid combinations, notably with
increased root protein content and resistanceto CGM from Manihot tristis. Investigations
of polyploids (derived in several ways), including the development of methodology for
their use, have indicated their high yield potential with prospects for improved dry-matter
content and pest resistance. There has however been some questioning of the
sustainability of higher-yielding cassavamaterial which may excessively deplete soil
minerals. Agronomic studies on this issue are in progress within the programme in the
Moist SavannaZone in Nigeria; however, this would seem to be an appropriate area for
interdisciplinary work, particularly with RCMD. The cytogenetic relationships of 12 wild
Manihot specieshave been elucidated in more basic studies.
Links with the entomologists in Cotonou are still weak but interaction does take
place through exchangevisits, workplan discussionsand through joint efforts in ESCaPP
and the root crops networks (EARRNET and SARRNET). There has been no
entomologist assignedto work on host plant resistancebreeding in cassavasince 1990.
However,in complementationof work on biological control of CGM, work has advanced
on breeding for host plant resistancebased on new introductions from Latin America,
from some African land races and from wild species. Resistantgenotypes and special
seed populations which are targeted at this problem have been transferred to collaborating
NARS upon request.
Some diversion of resourceshas resulted from capitalizing on earlier successes
and reducing work on resistanceto ACMV and to CBB to maintenancelevels, while
maintaining strict selection against susceptibility to these two diseases. There is,
however, some evidence of a new strain of ACMV in Uganda which may be responsible
for reports of severe outbreaks of the:disease. IITA has delivered large quantities of seed
populations generatedby hybridization of various sourcesof resistanceand is planning
epidemiological studies. There is excellent collaboration with the local NARS from
ESARC at Namulonge where the headquartersof EARRNET is also located.
Close interaction with CIAT has developed further during the review period.
The flow of material, as seed, from Latin America has been facilitated by the presenceof
a CIAT Liaison Scientist based at Iba.danand material is now being targeted at four
agroecologies: humid, subhumid, dry savannaand mid-altitudes. Improved materials
from the IITA programme are being widely distributed to the various NARS in the form
of virus-indexed plantlets from tissue culture, clean vegetative material (mostly within
Nigeria) or as seed. There is ample competencein several NARS to develop varieties
from basically unselected,highly heterogeneouspopulations generatedby IITA and the
proportion of material handled in this way is increasing. In Uganda, improved varieties
have demonstratedthe value of host plant resistancein the face of a severe outbreak of
cassavamosaic virus in that country.
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There has been increasedemphasison breeding for improved food quality with,
inter alia, early and regular assessmentsfor dry matter content, starch yield and quality,
cooking characteristics, presenceof B-carotene and suitability for the preparation of
traditional and non-traditional foods. In Uganda, for example, some 30 products have
been introduced and gained acceptance,partly through the intervention of IITA. There
has also been a considerableinvestment in developing techniquesfor determination of
cyanogenic potential (CNP) and in training NARS personnel in their use.
The prospects for transformation of cassavahave been advancedby the
successfuldevelopment of a protocol for regenerationby somatic embryogenesisof leaf
tissue.
In molecular biology, clonal identification in mixtures has been establishedby
DNA fingerprinting and the development of RAPD patterns for individual clones.
Assessment
The cassavaprogramme is dealing with a wide range of urgent, practical
problems effectively. It possibly comes closer than is the case with some of IITA’s other
mandatecrops to the projected role for an IARC of devolving much of the applied work
on the crop to the NARS while maintaining technical backstopping and some basic work
at the Institute. While scientific innovation in the programme has not been conspicuous,
there have been useful advancesin cytogenetics and cellular biotechnology during the
period of review and molecular marker techniqueshave also been used to some purpose.
The entomological input to the programme is weak. However, the Panel has
greater concern that resources for plant pathology of cassava,which were non-existent
between 1991 to 1994 and restricted to one post-doctoral fellow since then, are
inadequate. A recommendationconcerning this is made in Section 2.2.3. The Panel
recognizes that there is good and effective interaction between the virologist and the
cassavaprogramme.
The Panel is pleased to note the very positive interaction between CIAT and
IITA in terms of germplasm introduction, exchangevisits of staff, joint publication of a
newsletter and joint involvement in two networks. There is also some joint planning of
work involved. IITA and CIAT are both to be congratulated on their increasingly fruitful
interaction.
Good use has been made by the programme of results from the COSCA study
to identify end-user requirements for maturity, suitability for various cropping systems
and type of product consumed. COSCA data have also been used to assist in targeting
crop characteristics for various ecological zones of the mandatearea.
The Panel considers that the programme has made a vigorous and appropriate
responseto earlier criticism of inadequateattention to G x E interactions. As a
consequenceof the studies being undertaken, there is an improved identification of the
type of genotype required for particular environments, especially as the genetic
improvement work follows the crop into the Moist Savannaand Mid-Altitude Zones.
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The original intention of IITA to locate a cassavabreeder in Cameroon was
cancelled for financial reasons. While NARS capability in cassavaimprovement in
Cameroon, supported by good interaction with IITA, is very strong, the Panel
understandsthat this is not the case in Central Africa generally. IITA therefore needs to
reappraise this situation and, given the importance of cassavain this region, to formulate
a proposal for increasing its activity.
Recommendation:
The Panel recommends that IITA review the scale of its activity in cassava
improvement in the Humid Forest Zone, particularly with respect to Central Africa
and formulate a proposal to enhance the uptake of its technology by the national
programmes for cassava improvement in this region.
Plant physiology is often regarded by plant breeders more as a retrospective
rather than a predictive aid to their work. The cassavaprogramme has initiated work in
the area in which it is most required and has directed it, in most casesto assist in the
identification of suitable parental material. In the opinion of the Panel, this is a proper
use of the discipline in the context of the cassavaimprovement programme. However,
the Panel believes that the current level of investment in plant physiology within the
programme should not be increased unless there is further devolution of some of the work
on genetic improvement to the NARS..
2.1.2.2.

Yam
IITA has the global mandate for this crop within the CGIAR System.

Background
Yam is overwhelmingly a West African crop, some 90% of the world’s
production being contained in the six countries comprising the “yam belt” stretching from
C&e d’Ivoire to Cameroon. Within this area, Nigeria dominates yam production, perhaps
with as much as 75% of world production, but there are few reliable statistics available.
The crop is also a valued part of the diet in the Caribbean, the Pacific basin and in parts
of Asia. It is particularly prized in West Africa where it is integral to the local culture.
NARS representativesin Kenya suggestedto members of the Panel that yam cultivation
there has been underestimated.
The genus Dioscorea is a very ancient Angiosperm comprising some 600
speciesof which about 12 are used for food in varying degrees. In Africa, the principal
speciesused for food are the water yalm (0. alata) and the white yam (0. rotundata)
although some consider that D. dunzetorumreceives insufficient attention. Generally, the
crop is under-researchedand has been subjectedto little genetic improvement, partly
becauseit flowers rarely, with varying expressionof the basic dioecious condition.
The 1990 EPR made no specific recommendationon yam except to suggest
continuance of work at the existing level and to encouragelinks with advancedinstitutes
to research the problem of “shy-flowering”.
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Achievements, current focus and future plans
White yam is being routinely distributed as in vitro virus-indexed plants by
IITA to the NARS. Distribution of improved water yam material in this way is currently
precluded by virus problems, so reliance is placed on the provision of seed from crossing
blocks to those NARS in SSA and elsewherethat are interested in establishing seedling
nurseries for subsequentclonal selection. A fundamental objective is the maintenanceof
yield stability in the material as it moves out of the traditional yam zone, since the area of
cultivation is expanding into the moist savanna.
The crop has the advantageof being plantable in the dry seasonand is capable
of long term storage for consumption and planting. It is labour-intensive and the
proportion of the crop traditionally retained for planting is high. IITA has made a
valuable contribution to easing this problem by developing minisett technology in
collaboration with the National Root Crops ResearchInstitute (NRCRI), Umudike which
has facilitated the in-country distribution of improved materials and also the maintenance
of germplasm in the GRU and breeding programme. Researchinto the induction of
virus-indexed micro-tubers is already yielding benefits in the distribution of planting
material. Current emphasisis on improving uniformity of sprouting of the micro-tubers.
Major advanceshave been made in the induction of flowering, particularly in
white yam, as a result of optimizing husbandry practices and screening the germplasm
collection for land races that are flower more freely. This has enabled an enlargementof
the operational gene pool to be effected.
Molecular analysis at IITA has made a valuable scientific contribution to our
understandingof the origin and phylogeny of Guinea yams. This, in combination with
progress in cellular biotechnology offers further pointers for genetic improvement.
Assessment
The 1990 EPR contendedthat comparative advantagein yam improvement
resided with the NARS. Certainly there is competencewithin Nigeria at NRCRI,
Umudike to undertake much of the work being done by IITA, but there are problems of
funding. The Panel understandsthat there is also a strong yam-breeding programme in
the NARS of the Republic of Benin. Despite considerableinterest in the crop, there is no
breeder for yams in the NARS in Ghana. The relationship of IITA to the NARS in yam
improvement is broadly similar to the situation with respect to cassava. There is already
considerabledevolution of applied breeding and selection work, but IITA provides
indispensabletechnical backstopping and basic research. Given the present financial state
of the NARS, this work needs to be maintained for the time being. There appearsto be
good interaction with the HPRP of PHMD, especially in the area of pathology.
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Recommendation:
The Panel recommends that IITA maintain its work on yam improvement at the
current level while seeking every opportunity to devolve more of the applied work
progressively to the NARS, possibly by subcontracting.

2.1.3.

Plantain and Banana Irnprovement Programme (PBIP)

Background
Work on plantain at IITA began in 1979 with a primary focus on crop
management,though some work on taxonomy and the selection of cultivars was also
initiated. Plantain improvement was introduced as a component of the former TRIPP
programme in 1988. With the creation of CID in 1991, PBIP was establishedas a
separateprogramme with its base at the High Rainfall Station at Onne. The diseaseBlack
Sigatoka (BS; MycosphaereZZafljiensis),which originated in Fiji, appearedin southern
Africa in the 1970’s and by the 1980’s was presenting a serious threat to the plantain crop
in West and Central Africa. Control by fungicide was not a feasible option for economic
and other reasons.
In the expectation that control of the diseaseby introducing genetic resistance
into the plantain host would be a long-term process, initial containment of the problem
was sought through modifying agronomic practice and what was seen as a temporary
expedient of replacing plantain with cooking bananaswhich are resistant to the disease.
Varieties identified as resistant varieties were rapidly multiplied by in vitro techniquesin
collaboration with INIBAP. These cooking bananasmet initially with much consumer
resistance, but a public education campaign in the use of this “new” staple food has
gradually resulted in their greater acceptanceby farmers and consumers.
The period under review has seen a further shift in emphasisfrom agronomy to
genetic improvement of plantain at Onne, although the approach is still viewed as holistic.
A further major development has been the establishmentof ESARC at
Namulonge, Uganda with a substantiailcomponent of the work dedicated to transferring
banana/plantaintechnology from Onne to an East African context, where highland
cooking and beer bananascomprise the dominant edible agricultural crop.
Achievements, current focus and future plans
.

The rate of successin transferring genetic resistanceto BS in plantain has
proceededat a pace exceeding the expectationsof IITA or anyone else. Within six years
from the start of the work BS-resistan.t,tetraploid hybrids derived from plantain and
cooking bananahave been produced with substantially improved yields (up to 225 % more
than the parent variety in the absenceof fungicide), with large fruits, better ratooning and
shorter production cycles. The primary source of improved tetraploid hybrids was
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created by crossing triploid plantains to a non-edible diploid with exceptionally good male
fertility and a high level of BS resistance. Fourteen tetraploid hybrids have now been
registered in the public domain as open-stock, and are freely available, for international
use. An equivalent number of plantain-derived diploids have also been registered for use
as parental material This achievementresulted in the Institute receiving the King
Baudouin Award in 1994. The Panel wishes to endorse the international acclaim which
this work has received.
This successin the breeding work is attributable to a combination of
conventional and innovative cross-breedingtechniquesand the exploitation of the
fortuitous finding that seed set at Onne is unusually high. The work has also cast new
light on segregationin the triploid genome and generatedlarge numbers of diploid
progeny for use in plantain improvement at other ploidy levels. Genetic analysis in
Musa, which hitherto has been very difficult, has thereby been facilitated. The ultimate
breeding strategy is to produce secondarytriploid plantains with good expression of
resistanceto BS. In addition, as a result of the highly satisfactory progress in breeding
for BS resistance, breeding for other desirable traits will receive greater attention. These
include a better plant type (i.e. deeper rooting, better suckering, less tall, drought
tolerant) and resistanceto other ma& biotic stresses(e.g. weevils, nematodes).
It is most regrettable that the disseminationof this improved germplasm is
being delayed by the occurrence of banana streak virus (BSV) in tissue culture-derived
plantlets. However, IITA is to be complimented on its rapid responseto tackling the
BSV problem. A project in the Biotechnology ResearchUnit (BRU) in collaboration with
the John Innes Centre (UK) with funding from the Gatsby Foundation will facilitate
diagnosis. Similarly a World Bank/IFC funded project for virus elimination from
germplasm stocks and some epidemiological studies of BSV is underway, based at the
Onne Station.
Other developmentsin cellular biotechnology have included the transfer of a
protocol, developed in collaboration with the Catholic University of Leuven, for
regeneration of Musa genotypesfrom cell suspensions,to the tissue culture laboratory at
Onne. Techniques for shoot-tip culture in vitro are now routine and methods of embryo
rescue have been refined. Collaborative projects in molecular biology have been
concerned with developing linkage maps of the Muss genome and the use of RAPD
markers to screen for off-types.
At ESARC, more attention is to be given to banana weevils (Cosmopolites
sordidus) which are a major pest in the mid-altitudes. This pest is receiving attention
from the out-posted PHMD entomologist. Beer bananasare more resistant to weevils
than cooking bananasand can be used in breeding for resistance. There is also a complex
of plant parasitic nematodeswhich cause widespread problems through damage to the root
system. To tackle these problems, PHMD has appointed a core nematologist based at
ESARC. Priorities for leaf diseaseswill also be different from the lowland rainforest
environment at Onne but this station will neverthelesscontinue to generatebasic
populations for evaluation and selection in Uganda.
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Assessment
PBIP is justifiably considered to be one of the conspicuoussuccessesof IITA,
displaying a good mix of innovative scienceand practical achievement. The Panel
confidently expects that further advanceswill be made on the sound basis already
established.
The PBIP programme at Onne is being vigorously pursued at a well-run station.
The Panel was particularly impressedby the integration of product development for
plantain and banana undertaken as part of the postharvest technology input. The tissue
culture laboratory is providing a vital service but IITA needs to consider whether any
future plans to become involved in molecular techniqueswould overlap with activities at
Ibadan.
IITA should as a matter of urgency press forward its efforts to overcome the
problem which has arisen with BSV, in order that the successesof the breeding
programme can be exploited by the uninhibited movement of improved germplasm.
A good start has been made in setting up ESARC at Namulonge, where there is
fruitful interaction between the breeding and entomological work from IITA
representativesand also good interaction between them and the local NARS. IITA needs
to reconsider the reporting structure for the station head of ESARC who has no
designatedline manager and instead reports to a committee (RDC) in the absenceof a
DDG(R). There is a danger that he will fall into limbo since his formal administrative
link to CID has been severed.
The Panel was disappointed to find little or no evidence of interaction at present
between CID and PHMD at the Onne.station, where the pathologists have been
conducting an epidemiological investigation into BS that runs in parallel with the crop
improvement work, without visible contact. Since Onne is the only out-station where all
three research divisions are represented,this is a pity. IITA needs to consider how to
rectify this situation in order to continue interdivisional collaboration.

2.1.4.

Maize Research Programme (MIP)

Background
It has been estimated that there are some 21 million ha of maize in Africa,
characterized by low average yields (1300-1200kg/ha) owing to the presenceof numerous
diseases,insect pests, weed and parasitic plants and the frequent unavailability of
chemical inputs. In the past decadethere has been a tremendousexpansion of maize
production in the savannasof West and Central Africa, the estimated cropping area for
WCA in 1990-92 being 6.5 million ha of which some 20% has been assignedby
CIMMYT to improved varieties. Under the 1977 CGIAR mandate, IITA has the
responsibility for maize improvement in the humid and sub-humid regions of Africa,
cooperating where appropriate with other international institutes. An agreement with
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CIMMYT effectively consigns maize improvement in East and Southern Africa to
CIMMYT with inputs from IITA in the realm of plant health. CIMMYT germplasm has
been utilized extensively by the IITA programme over the years. Several of the widelygrown IITA populations were derived from CIMMYT germplasm. The history of a poor
relationship between the two IARCs resulting from overlapping mandateswas considered
at some length by the 1990 EPR and need not be repeatedhere.
The geographic focus of the MIP at IITA covers four agroecologies: humid
forest, forest-savannatransition, Guinea savannaand mid-altitudes, with priority assigned
to the latter two becauseof their high production potential. Particular emphasis has been
given to the northern Guinea savanna,with both a liaison scientist and the WECAMAN
coordinator deployed to northern C&e d’Ivoire, where they conduct maize breeding
activities in collaboration with IDESSA in Ferkessedougou.
Achievements, current focus and future plans
One of IITA’s major past achievementshas been breeding for resistanceto
maize streak virus (MSV) which resulted in the widespread dissemination of improved
germplasm and the Institute’s receipt of the King Baudouin Award in 1988. Susceptibility
to this diseasewas a conspicuousweaknessof CIMMYT material in WCA which
necessitatedhybridization with streak-resistantsources. This aspect of the MIP at IITA
has now been put on a maintenancebasis, as has the work on breeding for resistanceto
rust (Puccinia polysora and P. sorghi) and southern leaf blight (Bipolaris maydis).
Resistanceto stem borers (EZdanaspp. and Sesamiaspp.) has received some attention for
the humid forest and forest-savannazones as has resistanceto northern leaf blight
(Exserohilum turcicum) for mid-altitudes. There has also been a steady improvement in
the level of resistanceto downy mildew (Peronosckrospora sorghi).
The current programme is organized with two main components: inbred
lines/hybrids and open-pollinated varieties (OPV).
A major development in the review period has been the implementation of a
ComprehensiveBreeding Programme (CBP) as defined by Eberhart. This was prefaced
by a reduction in the number of breeders from six to two between 1988 and 1992, which
has necessitateda substantial scaling-down of activity, especially in the OPV work. MIP
works in close collaboration with the WECAMAN network. Work carried out in the
secondphase of the SAFGRAD project made a substantialcontribution towards
development and distribution of germplasm with improved drought tolerance for the semiarid regions of WCA.
There has been a major effort on the control of Striga by genetic improvement
as part of IITA’s integrated programme during the period under review. Infestation and
evaluation methodology has been involved and contributions made to knowledge of the
inheritance of Striga resistance. Selection is carried out to reduce Striga emergence(and
seed production), and to reduce damageto the host plant. Greatest progress to date has
been achieved in reducing host plant damage (“tolerance”) under field conditions. Striga
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emergenceand tolerance appear to be independentlyinherited. Concerted efforts are now
underway to find better sourcesof resistanceto further reduce Striga reproduction.
Studies of G x E in maize international trials have shown that the breeding
work at IITA has resulted in selection for broad adaptation. During the review period,
IITA establisheda laboratory for evaluating maize grain quality which is playing an
increasing role in backstopping NAR.S and industries in the area of maize utilization.
A collaborative project funded by GTZ during 1992-1995on root morphology
in relation to nitrogen-use efficiency has provided a framework for further work on
improving nitrogen stress tolerance tlhroughbreeding.
Assessment
The Panel is pleased to record that relationships with CIMMYT are now much
improved. There is still some concern, however, that interaction between the two IARCs
is limited, especially in C&e d’Ivoire where parallel programmes exist. Collaboration in
genetic improvement is essentially conceived as exchanging slots in each other’s trial
systems. Both Centres should seek to reduce the possibility of further friction arising
from a misperception of mandatein the northern Guinea savanna. It might be argued that
IITA should now relinquish its remaining mandatefor maize in WCA to CIMMYT. The
Panel believes that the case for this is not strong, except for dedicated rationalizers of the
CGIAR System. Clearly, the relevant work needs to be conducted in WCA on something
like the current scale and there seemsto be no advantageper se in shunting resource from
one part of the System to another.
IITA needs to review its policy on breeding hybrids. In on-farm trials, hybrid
advantageof 20-30% (and more in SasakawaGlobal 2000 trials) has been demonstratedin
the northern Guinea savanna,which is undoubtedly an area of great potential. Inbreds
and hybrids developed at IITA provided the foundation for development of private seed
companiesin Nigeria in the 1980’s. However, the present economic climate in WCA and
in Nigeria in particular is not conducive to a thriving private sector and the capacity of
the NARS for large-scale seed production of hybrids is questionable. In any case, the
heterotic potential of populations should be maintained and enhanced, so that inbred lines
which show good hybrid vigour in crossescould be readily extracted at any time, should
the economic situation improve.
The Panel commends IITA on its integrated work on Striga to which MIP has
made a major contribution. This is probably now the most important single aspect of the
MIP and should be regarded as the irreducible minimum in any further retrenchment.
Generally, NARS ability to take over the work of the IARCs is more evident in
cereal improvement than is the case with most other crops. However, attempts by IITA
to devolve some aspectsof the maize work, e.g. stem borer resistance, have met with
considerableopposition from some NARS. This work is of especial importance to the
Humid Forest Zone where the production of “green” maize is economically significant.

Nevertheless, a further retreat by 1IT.A to the more strategic aspectsof maize
improvement should be encouraged. For the medium term, these would include Striga
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resistance, research on drought tolerance, on the efficiency of nitrogen use and on host
plant resistanceto pathogenswhich produce grain toxins. It would also in the short term
include breeding for resistanceto stem borer, although the problem of assumption by the
NARS is one of resource rather than of entomological competence. This situation should
be reviewed in three-four years’time. The routine maintenanceand distribution of
improved germplasm should be capable of early devolution to the NARS, as should
breeding for resistanceto downy mildew.
The report of the TAC Study on CGIAR Commitments in West Africa
specifically recommendeddevolution of maize research for the humid forest zone from
IITA to the NARS. The potential for devolution of maize breeding activities for the
Humid Forest Zone to NARS was discussedduring the 1993 internal review of CID. It
was agreed that, although the downy mildew resistancebreeding work could potentially
be transferred to NARS, the involvement of IITA is justified for several more years.
Breeding activities must be carried out in Nigeria, where the maize strain of downy
mildew occurs, IITA should utilize the improved screening methods now available to
quickly obtain varieties with high levels of resistance, as part of the efforts to curtail the
rapid spread of downy mildew in the region. Progress in improving the levels of
resistance, the economic situation in Nigeria and capacity of Nigerian NARS must be
reviewed in the next several years to determine if a devolution of the breeding work can
be effected.
Recommendation:
The Panel recommends that IITA, in its continuing reorganization of the Maize
Improvement Programme, seek ways of devolving more of its work on genetic
improvement of maize to NARS in the region.

2.1.5 .

Overall Assessment

The remit of CID with six mandatecrops continues to be broader than that of
most other genetic improvement teams within the CGIAR System. However, the Panel
seesno overwhelming case in the present situation for recommending a reduction. Good
progress is being made on a broad front and the leadership of the division is firm, clear
and well articulated, though a less authoritarian style would sometimesbe better received.
IITA has already obtained funding to extend and improve the facilities for its
work in the moist savannaat Ferkessedougouin C6te d’Ivoire. The Panel is aware that
an internal debate is continuing at the Institute on whether this will cover the need for
additional work in this Zone for the foreseeablefuture. A major decision will therefore
have to be faced by the Division and by IITA on the extent of its future involvement in
the Moist SavannaZone since this has great potential importance for the exploitation of
several of the commodities upon which work on genetic improvement is undertaken. It is
in this area also that CID interacts most effectively with RCMD, with emphasis currently
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on the grain crops (mainly maize and soybean). Collaboration with PHMD, particularly
HPRP, is more evident across a wider range of activities.
The Panel believes that soybeanimprovement is currently under-resourcedand
that, if necessary,there may have to be redeployment from the substantialeffort on
cowpea which is facing formidable challengeswith uncertain prospects of success.
The collaborative work on Striga and other parasitic plants on maize and
cowpeas is beginning to show results and this must for the foreseeablefuture be
considered a key activity, especially with regard to the now much-reducedmaize
improvement work. Relations with CIMMYT are greatly improved, but there are still
some adjustmentsto be made, especially with regard to the work in the northern Guinea
savanna.
In the root and tuber crops ,thepractice of leaving much of the adaptive work to
the NARS, with technical backstopping from IITA should continue, while also ensuring
the future of basic and strategic research at the Institute. IITA still has much to do in the
realm of making secure the African genetic resourcesin these crops, in which it is
admirably served by the GRU.
The work on plantain/bananaswas highly praised by the previous EPR and this
Panel is pleased to add its endorsement. It hopes that the present difficulties with BSV
will be shortly overcome so that the benefits of this improved planting material can be
spread widely in SSA.
CID is developing a strong corporate identity and has the advantagefor both
geographic and disciplinary reasonsof being a more coherent entity than either of the
other two divisions. It is a productive organization and the Panel commends its
achievements.

2.2.

Plant Health Management

2.2.1.

Overview and Evolution of the Programme
At the time of the 1990 EPR, plant health managementresearch was dispersed

over:
0

the various Commodity Improvement Programmes (root, tuber and plantain;
grain legumes, maize, rice) and linked mainly with breeding for pest- or
disease-resistantgenotypesat Ibadan

l

the Biological Control Programme, focused on cassavapests, relocated since
1988 at the Cotonou station in Benin

l

the Virology Unit, one of the ResearchSupport Units at Ibadan.
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These various groups had been associatedwith major achievements,such as the
development of high-yielding cassavaclones with various degreesof resistanceto African
cassavamosaic virus (ACMV) and cassavabacterial blight (CBB, Xamhomonas
campestris pv. manihotis); , maize cultivars resistant to maize streak virus and Africa-wide
control of cassavamealybug (CM, Phenacoccusmanihoti) by releaseof the parasite
Epidinocarsis lopezi. IITA received the King Baudouin Award for the latter two
achievements.
The interest and the need for an integration of the tactics of using both host
plant resistanceand classical biological control within the framework of an IITA
Integrated Pest Management (IPM) strategy was analysed critically at various levels. The
1990 EPR recommended“that the Biological Control Programme evolves into a
Biological and Integrated Control Programme (BICP) and that a Thematic Working Group
on Plant Protection is established,including all plant protectionists, no matter where they
are located”. An internal Review of Pest Managementin 1990 and further discussionsled
to the creation of the Plant Health ManagementDivision (PHMD), comprising three
programmes: the Biological Control Programme (BC), the Host Plant Resistance
Programme (HPR) and the Habitat ManagementProgramme (HM), each headedby an
elected programme leader. Plant health staff who were located in the crop improvement
programmes together with the Virology Unit were moved to a PHMD Programme with
effect from 1 January 1992. A PHMD Technology Transfer and Training Unit
(TT&TU), for the implementation and establishmentof sustainablecrop protection
systemswith a strong biological control basis in Africa, as well as IITA’s insect museum
and identification service, are located at the Cotonou station. A small Seed Health Unit
(SHU) is located at Ibadan.
This organizational structure of PHMD is confirmed in the IITA Medium-Term
Plan 1994-1998 and its function defined as follows: “PHMD engagesin strategic and
applied research on crop/pest/environment interactions, in partnership with the national
programmes of sub-SaharanAfrican countries. PHMD develops and implements
ecologically sound interventions for African farming systems, to provide solutions to
today’s plant health problems and prevent those of tomorrow... PHMD programmes
cooperate closely with CID and RCMD in the developmentof sustainableplant health
managementsystems.”
Taking into consideration the importance of the research in biological control as
a component of IITA’s core plant protection research, TAC has recommendedto CGIAR
the allocation of additional core resourcesto IITA for 1998 in the framework of the
Centre Medium-Term Plans 1994-98. TAC expects IITA to fund the operational costs of
the biological control programme from core.
IITA is actively involved in setting up a Systemwide Programme for Integrated
Pest Management (SPIPM). At the CGIAR Mid-Term Meeting of 1994, Centre Directors
confirmed the continued role of IITA as Convening Centre to develop this initiative
further. At a recent meeting, the Intercentre Working Group for SPIPM prepared a draft
policy statementon IPM intended to guide the application of IPM in CGIAR activities, as
well as providing a definition of IPM appropriate for the specific situation of the IARCs.
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To assist in assessingPHMDs achievementand future plans with regards to IPM, this
definition is given below:
“Integrated Pest Management (IPM) is here defined as ecologically-basedpest
managementthat promotes the health of crops and animals, and makes full use
of natural and cultural control processesand methods, including host resistance
and biological control. It uses chemical pesticides only where and when the
above measuresfail to keep pests below damaging levels. All interventions are
need-basedand are applied in ways that minimise undesirable side effects.”
Since 1994 PHMD has, for its working programme, adopted a project structure
with numerous cross-Programmeand cross-Division linkages with the objective of
developing of IPM strategiesfor various commodities and ecoregions. The contribution
of each individual is thus, per se, difficult to assess. Up to 1992 some activities were
executed within the commodity programmes before transfer of the plant health staff to
PHMD. The project set-up is still and will continue to be in a dynamic evolution. In
order to allow easier comparison with the 1990 EPR, the review of the PHMD activities
is presentedfollowing the Programme subdivision.

2.2.2.

Biological Control Programme (BCP)

The fame of BCP is founded on the successfulAfrica-wide release of the exotic
parasitoid Epidinocarsis Zopezifor the control of the cassavamealybug (CM),
Phenacoccusmanihoti. Around a rather small team of permanent core principal scientific
staff (4), including the PHMD director, there is a large group of principal staff on
external funding (3), postdoctoral fellows, associateexperts, visiting scientists, or
consultants (10) as well as Ph.D. (13:) and M.S. students(10). The activities are located
at the IITA Benin Station, Cotonou and are linked to many collaborating institutes all
over the world.
2.2.2.1.

Achievements, current focus and future plans

A.

Classical biological control

Cassava mealybug
Detailed impact studies have been conducted since the 1990 EPR in most
African countries and have confirmed that E. Zopezibecomesestablishedand reduces CM
to a minor pest in about two years after release. The reduction is less satisfactory in a
few fields on degraded sandy soil lacking organic matter. Researchhas been continued
on these sites and has demonstratedthat mulching allows reduction of CM population to
acceptablelevels. Three promising exotic coccinellids have shown a lower capacity for
establishmentthan E. Zopeziin these situations. Further improvement of CM control thus
relies mostly on improved farming practice. Consequentlythe activities on CM biological
control have been wound down. Mass rearing of CM natural enemies came to an end in
1993 but cultures of the parasites are kept for further use. The effectivenessof the
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control is monitored through the ESCaPP(Ecologically SustainableCassavaPlant
Protection) project covering Benin, Cameroon, Ghana and Nigeria.
Cassava green mite
Work on the exotic cassavagreen mite (CGM), Mononychellus tanajoa, started
in 1984. It has been based on the introduction and testing of a range of natural enemies
from South America and in recent years, on assessmentof the contribution of
entomopathogenicfungi such as Neozygitessp. Progress appearedto be much slower
than for CM control. Systematic agroecological studies allowed more selective foreign
explorations with a shift from Colombia to ecological zones in Brazil that where similar
to those in Africa where CGM is a serious pest. This was the basis for the identification
and release of the phytoseiid predator Typhlodromalusmanihoti, which was discovered in
late 1993 to be well establishedalong the coast in Ghana, and of T. aripo, releasedin
Benin in late 1993 and discovered dispersing over 1,500 km2 in less than a year over
different ecological zones. Together with Neoseilus ideaeus, these two predators have
opened very positive perspectivesfor sustainablecontrol of CGM in the near future.
Work will proceed along these very promising lines. Foreign exploration will continue,
given the necessity of controlling CGM over a wide range of ecological zones in Africa.
Studies on the effect of 1IT.A cassavacultivars on populations of the exotic phytoseiids
have been undertaken with the cassavabreeder of CID. This activity merged into the
project integrated on control of root and tuber crop pests and diseaseswhich also covered
the training component of the ESCaPPproject. Parallel to these efforts, stretching from
strategic to adaptive research, numerous training courses in rearing predators have been
given. During the visit to Ghana, the EPMR panel saw the successfulresult of this
training.
Mango mealybug
Classical biological control has also been developed for the mango mealybug
(MM) Rastrococcusinvudens, recently introduced from India to West Africa. On the
basis of the experience gained with research on the control of CM, the Indian parasitoid
Gyrunusoidea tebygi, first introduced by IIBC in an FAOIGTZ project in Togo, was
releasedand became establishedin several other countries. The MM has been brought
under control except in some hot spots in urban centres where a related parasitoid
Anagyrus mangicola gives renewed hope. Current investment into this demand-driven
project is limited.
Spiralling whitefly
The spiralling whitefly (SW) Aleurodicus dispersus of South American origin
has been observed since 1992 in West Africa on a wide range of crops including cassava
and soybean. IITA started monitoring this pest in collaboration with the NARS. The aim
of the work is to develop a sustainablesolution through host plant resistanceand
biological control, e. g. through release of En.carsiahaitiensis and some coccinellids,
which have been associatedwith successfulcontrol of this pest on some Pacific islands.
Since E. haitiensis was later found to have been introduced serendipitously into Africa,
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the project is now aimed at monitoring its impact and at eventually introducing an exotic
coccinellid.
Water hyacinth
The floating water weed Eichhornia crassipes was introduced during the 1980s
in southern Benin, affecting navigation and traditional fishing. At the request of the
Ministry of Agriculture of the country hosting the Biological Control Centre for Africa
and with GTZ funding, BCP became involved in a pilot project for adaptation to West
African conditions of biological control of the water hyacinth by weevils and a moth.
These insects were introduced and ma.ss-reared,and the weevils established. They have
already led to slow but successfulcontrol of water hyacinth in other countries and first
signs of this control are observable in Benin.
African honeybees
Beyond the IITA mandate, but with possible importance for smallholder farmers
in the region covered by IITA, this is a recent project for exploratory work on genetic
improvement and biodiversity in African honeybees. Honeybeesare also supplied to the
ESCaPPand LUBILOSA projects (see below) as test organisms for assessmentof the
environmental impact of entomopathogens.
B.

Control by biopesticides

The LUBILOSA (Lutte Biologique contre les Locustes et Sauteriaux) project
includes IIBC (UK), IITA (Cotonou), DFPV (Niger) and involves collaboration with
NARS of countries affected by locusts and grasshoppers. It is funded by CIDA, ODA,
SDC and DGIS. During the first phase (1990-1992) new strains of the entomopathogenic
fungus Metarhizium flavoviride were selectedin the UK and mass production of spores,
formulation and application technolog!ywere developed. BCP has been involved in
feasibility field trials and studies on the ecology of the acridids and of their antagonists.
During phase II (1993-1995) the main thrust is on field testing of M. jlavoviride
formulations under a variety of conditions and involving NARS. In some field trials,
successfulcontrol of grasshoppershas been demonstrated. Field results have shown little
difference between strains. The real practical value of this approach; adoption by the
farmer and complete proof of mammalian and environmental safety, are under
investigation and are essentialbefore further scaling up of the work.
As an extension of the LUBILOSA project, work has also started on a similar
basis for control of the variegated grasshopper(VG) 2on.oceru-svariegatus. Its
importance has increasedbecauseof forest clearing and soil degradation. This pest has a
more regular occurrence and a more stationary distribution than the Sahelian grasshopper
and the desert locust. This allows the use of a trap dispensingM. flavoviride spores
combined with extracts of Chromolaena odorata as an attractant. The inclusion of
research on socioeconomicaspects, such as farmers’participation and cost-benefits studies
of the IPM measures,is very valuable..
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C.

Postharvest protection of maize

The larger grain borer (LGB), Prostephanustruncatus, is of American origin.
It has been introduced to Africa during the early 1980s. Extensive studies have been
undertaken in recent years by BCP on the population dynamics, the ecology, the influence
of farming practices and cultivar reaction to LGB. One promising predator beetle
Teretriosoma nigrescens has been identified by researchersfrom GTZ and NRI. Postrelease studies by BCP with GTZ collaborators have demonstratedin 1994 the spread of
this predator from Togo to Benin and a reduction of LGB populations in traditional maize
stores. Good husk cover has been shown to decreaseattack by LGB.
An interdisciplinary team of HPRP, HMP, BCP and RCMD started a project in
1993 on preharvest infection of maize with toxigenic fungi such as Aspergillusflavus or
Fusarium moniliforme in various agronomic systems.
D.

IITA’s insect museum

“Museum” is a surprisingly old-fashioned label for a dynamic Biosystematics
Unit under BCP at Cotonou, keeping valuable specimensfor further reference in its daily
work as an identification service. This covers collections undertaken not only by BC but
also HMR, HM or RCMD scientists during characterizationsof agroecosystemor
benchmark areas and the monitoring of changesin insect biodiversity during changesin
the environment. For 1994, some 5,000 specimenswere prepared and are in process of
identification. Taxonomic work is performed on this material.
Within the recently establishedbiosystematicsnetwork BioNET, the IITA insect
museum has become the WAFRINET node to support regional and national services in
West Africa. The Museum thus also provides strong support to the NARS scientists in
this region. This service is run by a post-doctoral fellow.
2.2.2.2. Assessment
The Panel congratulatesthe BCP team for their practical achievementsand for
their scientific contribution and publications record, which help in understandinghow
ecosystemsand biological control interact. These results can assist small-holder farmers
through technology development and transfer, the latter being sustainedby extensive
training. It must be kept in mind that the successof biological control of CM has been
due to the conjunction of skill, excellent ecosystemscience, tenacity, collaboration among
scientists from various institutions and outstanding leadership and continuity for more than
a decade. It also proved a lucky choice with the pest to be controlled. The successof
BCP is contributing greatly to improving the image of IITA as a centre of excellence in
Africa and beyond.
The dynamic interaction of the team at the Benin station at Cotonou and the
spirit of commitment to ecological principles in daily life at the workplace also merits
highlighting. In the view of the Panel, the appointment of the new divisional Director,
who was the leader of BCP, has been received positively. The former PHMD Director
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and founder of BCP has recently been appointed as DG of ICIPE. This opens a brighter
future for fruitful synergy with ICIPE than was previously the case.
The achievementin CM control and the credibility associatedwith it has
attracted and channelled an impressive number of special projects and complementary
funding to BCP, which has evolved into a centre of excellence for biocontrol in the
tropics. This has led to a broadening of the research topics, some of them beyond the
IITA mandate. From two target pests at the last EPR, the research agenda has expanded
to eight! There has been also increased collaboration with other PHMD and IITA staff,
for instance on postharvest protection of maize and the inclusion of biological control into
IPM. This evolution is entirely in line with recommendation9 of the 1990 EPR.
A new line of research has been started on biopesticides. In order to assure
scientific excellence in this field, 1IT.A has recruited an entomopathologist on core
funding. The 1990 EPR considered the LUBILOSA project as “clearly beyond IITA’s
mandate. However, the project will be fully externally funded and gives IITA a unique
opportunity to search the potential and gain experience with pathogens (e.g. viruses,
bacteria, fungi and nematodes)for the control of insects, mites, diseasesand weeds in all
IITA mandate crops”. This statementis still valid. However, it should be kept in mind
that despite their great theoretical potential as biocontrol agents and their extensive study
over more than three decades, the practical value of these biopesticides and their
acceptanceby farmers have been extremely limited. In dealing with this approach it is
indispensable, before starting the work, to set clear evaluation criteria. The Panel
suggests that the progress of the work should be reviewed regularly to assessits practical
impact in relation to the criteria set.
Precise identification of the:various insects in an ecosystemis of prime
importance in exploration of the trophic chains which link a pest with levels of
hyperparasitesin very complex chains. The disruptions in this chain, for example
through farming, can generate unbalanceddevelopment of an initially minor pest and
result in crop damage. Releaseof parasites or predators of a pest also could disturb this
chain and induce unexpected side effects. For BCP the IITA insect museum is thus
indispensable. Biodiversity studies, on the other hand, are used as tools to monitor
indicators of the environment and are thus of greater interest than for BCP alone.
Besides its service role, the Museum also attracts taxonomists on sabbatical leave who
bring a particular scientific expertise in this area.
Recommendation:
The Panel recommends that. IITA secure the continuity of staffing of the
Biosystematic Unit by maintaining its core funding.
Becauseof its scientific excellence and its commitment to biological control,
BCP has naturally evolved from its first thrust into a reference centre for adaptation to
African conditions and for the evaluation of new biological control strategies for crop
protection in the tropics. This opens new prospects for scientific advice and help to the
NARS. This group is not resting on its laurels and some realistic prospects of new
achievementsare evident.
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However, this raises also several questionsand issues:
It appearsthat in the past, there has been a tendency to extend the scope of
work beyond the formally recognized mandateof the Biological Control
Programme. While this may have been understandablein the context of
funding opportunities available at that time, the Panel wishes to emphasizethat
future research activities should conform to IITA’s well-establishedprogramme
priorities (see Section 4.).
The Panel is much more concerned with the capacity of the slender core to
handle all those generousdemand- or interested donor-driven commitments in
the rigorous scientific way on which its reputation is based. Without having in
mind a particular point of the research agendaor the intention to restrain the
dynamism of this dedicated team, the Panel advises BCP to review periodically
and critically its capacity to undertake activities on such a broad front.
Another major point of concern is the effect of the high proportion of external short to medium term funding of the staff. The resultant tension linked to
uncertainty about possible discontinuity in funding, as well as the frequent
turnover of senior staff can affect team cohesion, especially in a closely
interactive group such as BCP. This type of problem is common with groups
where an entrepreneurial fund-raising strategy is practised. The problem for
the team per se starts when gained knowledge, skill and precious contacts, built
up in some key persons, are lost. The Panel notes that first IITA and CGIAR
have already greatly contributed to the permanenceof this former special
project by the switch to core funding and secondly BC is involved in a wide
range of actions with positive prospects for future developments. In order to
ensure continuity of this BC work, the Panel suggests that IITA management
should consider providing occasionalbridging funds from central reserves to
cover temporary shortfalls in special project funding for activities that are
essential for programme continuity.

2.2.3.

Host Plant Resistance Programme and Habitat Management
Programme

2.2.3.1.

Achievements, current focus and future plans
In the PHMD 1994 Annual Report the goals of HPRP and HMP are defined as

follows:
“Through surveys in collaboration with the national programmes, HPR
determines the importance of the various pests and diseases,which leads to
priority setting on future research needs. Together with data on resistance
mechanisms,pathogen transmission by vectors, etc., these results are used by
CID in their development of resistant varieties of mandatecrops.
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The HM Programme studies difficult pests and diseasesthat need to be
combatted by a variety of methods, depending on research results. In its
systematic studies of the environment affecting pests and diseasesas well as the
crop plants, HM complementsthe activities of RCMD and participates in the
characterization of the newly developedbenchmark sites.”
HPRP groups together the plant health staff who, before the present structure,
were located in the various commodity programmes, as well as those from the former
Virology Unit. Scientists with activities broader than host plant resistanceare attached to
HMP. Most of the HPR staff are posted at Ibadan, while HM staff are scatteredamong
Cotonou, Namulonge and Ibadan. HPRP and HMP together account for 10 permanent
scientific staff positions on core, 1 on extra funds, 7 post-doctoral position on core,
external funding or as visiting scientists and 38 Ph.D. and 9 M.Sc. students.
Analysis of the activities reveals several staff members with a significant
involvement by choice in topics outside the programmes defined above. In the context of
IPM this is defensible but makes meaninglessthe separateanalysis of achievementsin the
two programmes.
The large number of scientists and studentsinvolved in various disease-pest
x crops x agroecosystemcombinations has led to the development of a broad spectrum of
activities each one of which on a rather narrow and often isolated target. They could be
classified under one of the following phasesfor development of IPM strategies for IITA
commodities:
0

“assessmentof pest status;
taxonomy/etiology/distribution/dynamics/epidemiology/ diagnostics of damage

0

analysis of habitat interactions: between (e.g. crop-pest-antagonist)and across
trophic levels (e.g. crop - alternative host plant)

0

identification of managementstrategies. The two first phasescan be
summarized as agroecosystemanalysis. The outcome of this system analysis
will indicate the extent to which biological control, host plant resistanceand
cultural practices can provide effective pest prevention and control” (PHMD,
1994 report). Use of pesticides is not banned but considered a last resort, in
relation to the type of farmers whose needs IITA is addressingand the
comparative advantageof PHMD.

Becauseit appearsimpossible to analyze in a few pages the contribution of all
activities in IPM, only a few examples are highlighted, in order to illustrate the research
approach and some of the achievements. Presentationfollows the project structure
decided at the 1995 Work Planning Week (WPW). Several activities were performed in
collaboration with BCP as well as with CID and RCMD.
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A.

Integrated control of pests and diseasesof legumes

Characterization activities encompassedwork on cowpea and soybeanas well as
on other legumes of importance and on alternative host plants. Surveys on pest and
diseaseswere mostly done in the northern Guinea savanna,linked to CID activities at
Kano and RCMD ones on the Bauchi benchmark area, as well as in southern Benin.
After identification of the main targets, pathologists collaborate for instance in
developing techniquesfor screening cowpea varieties for resistanceto Macrophomina and
bacterial blight, as well as for in elucidating resistancemechanismsand their genetic
basis. PHMD entomologists collaborate with CID breeders and the Biotechnology Unit in
the development of cowpea varieties with resistanceto flower thrips and postflowering
pests. Neem extract has significantly decreasedyield losses due to pests when used in
combination with low levels of host resistance. However, insecticide treatments appear
much more effective. Possible methods of classical biological control are being explored
with BCP and output will be made available through the PEDUNE project (Protection
Ecologiquement Durable du Niebe).
With an increase in soybeancultivation, the range of pest and diseaseproblems
is increasing in this crop, a major concern being red leaf blotch. Some of the diseases
are seed borne, which underlines the care to be taken in germplasm movement.
B.

Integrated control of pests and diseasesof maize

Maize production is expanding in the Moist SavannaZone and has intensified in
eastern and southern Africa. Monitoring of these areas revealed that this evolution is
followed by an increase in several pests and diseases.
Maize downy mildew (MDM) was accidentally introduced and is spreading
within Nigeria, also threatening neighbouring countries and the region as a whole.
Screening methods for resistanceto MDM have been improved and have allowed rapid
identification of resistant germplasm. Seed dressingswith fungicides and plant extracts
are tested as support to control campaigns.
In the light of earlier achievements,work on maize streak virus (MSV) is
restricted to studies of pathogenic variability of MSV. This will allow early detection of
the emergenceof new strains and a rapid adaptation of the breeding strategy to limit yield
losses. During the visit to Cbte d’Ivoire, the Panel discovered the successfultransfer of
screening procedures or MSV resistanceto the IDESSA maize programme.
Options for biological control and habitat managementfor reducing stem and
cob borer infestations are being explored in order to complement moderate cultivar
resistance. There are plans to develop an intercentre consortium on IPM of maize stem
borer and postharvest problems.
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c.

Integrated control of pests and diseasesof root and tuber crops

Achievements concerning biological control of CM and CGM were discussed
under BCP. Follow-up field studies, as well as training, are undertaken within the
framework of the ESCaPPproject. Unpredictable, severe outbreaks of CBB were
detected during these studies. Researchhas been launched rapidly to reassessthe
pathogenic variability of the bacteria causing CBB.
Characterization of yam diseasesand especially of anthracnosehas resumed
since 1992 in the form of a multidisciplinary characterization experiment involving
scientists from CID, GRU, and NARS, emphasizingthe renewed importance devoted to
this crop. Techniques for rapid in vitro and in vivo screening have been developed in
parallel to studies the pathogen diversity and epidemiology.
Root rots and postharvest or storage decays were identified as major constraints
in root and tuber crops. Detailed interdisciplinary studies are neededto alleviate these
problems. The experience gained at CIAT on this topic would be useful.
The possible existence in East Africa of a new whitefly and of severe ACMV
strains able to bypass the resistanceof some cassavacultivars has been reported. Given
the importance of this issue for the cassavaimprovement activities in which IITA is
involved in this region, a post-doctoral virologist has been hired recently to tackle this
urgent problem in close collaboration with the Ugandan NARO and NRI (UK).
The activities of this project have been merged since 1993 with those of
ESCaPP. Through its training and implementation of IPM components, ESCaPPhas
increasedthe probability that new intervention technologiesare adopted. It will also
serve as a model for developing plant protection technologiesand pest management
strategiesfor other crops.
D.

integrated control of pests and diseasesof banana and plantain in Africa

In responseto a recommendationof the last EPR, IITA recruited a plant
pathologist (one post, two persons) to work on Muss pathology with emphasison Black
Sigatoka (BS). This work contributed to the development of high-yielding, BS-resistant
plantain, an achievement for which IITA received the 1994 King Baudouin Award.
Distribution of this material has been temporarily stopped following detection of
infections by banana streak virus (BS’V) and cucumber mosaic virus (CMV) in plantlets of
the newly developedMuss hybrid germplasm, produced in vitro. Prompt collaboration
was establishedwith the Biotechnology Unit and advancedlaboratories abroad for rapid
development of a reliable detection method for these viruses. Given the uncertainty about
reliable detection and an accurate evaluation of the risk associatedwith the possible
dissemination of these Nigerian strains, IITA took the distressing but wise decision to halt
completely the movement of Muss germplasm from Nigeria, pending further clarification.
IITA is recruiting a further post-doctoral virologist to speedup the process and the
anxiety within INIBAP about this problem has been allayed.
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Systematic diagnostic surveys were initiated in 1993 among farmers’plots of
cooking bananasand plantains in Uganda and West Africa with the application of GIS
techniquesfor data reporting. Various root nematodeswere identified as being associated
with declining productivity of Muss systems. IITA has recruited a nematologist to
investigate IPM of this problem at ESARC. Basic studies to develop IPM against banana
weevils are undertakenby an entomologist posted there.
E.

Integrated control of Striga and other parasitic plants

In responseto a recommendationof the 1990 EPR, IITA has created a
multidisciplinary working group to focus efforts on strategic and applied research, to find
an effective solution to the Striga problem. A Striga biologist has been hired in HPRP
and is the coordinator of this group. Close collaboration has been establishedwith the
Pan-African Striga Control Network (PASCON) and, in Nigeria, National Agricultural
Researchand Extension Services (NARES) for technology transfer.
This group has already made progress toward developing IPM of Striga.
A rapid in vitro screening technique has been developed, allowing identification
of germplasm suitable for use as a false host to stimulate Striga germination in the
absenceof the normal crop. Differences in stimulating capacity have even been observed
among genotypesof non-host crop plants. Some local sorghum cultivars but no improved
varieties have been found to stimulate seed germination of S. gesnerioides, which is
pathogenic on cowpea. This opens up prospects for rotation and intercropping as simple
control methods, but appealsalso to the breeder who has been presentedwith an
unexpectedselection criterion.
Seed treatments with acetolactatesynthaseinhibitors, identified by utilizing
knowledge of Striga physiology, delay Striga infections beyond the most susceptible stage
of the host plant.
Diversity among Striga populations is under investigation. This is of prime
importance for understandingdifferences in tolerance to Striga in G x E interactions and
also for further breeding for durable resistance.
2.2.3.2.

Assessment

The 1990 internal review of pest managementappearsto have triggered a very
productive “back-to-the-field” move among the HPRP and HMP scientists for better
characterisationof the pest and patho-agroecosystemsacross IITA mandate areas and
crops. This phase has been a key factor for priority setting and is a basis for further
impact assessmentsafter implementation of IPM strategies.
In the past about 50% of the resources were allocated to these studies. With
their progressive completion, resourcesallocated have decreasedto 36.2% in 1994; the
main effort being put now on development of solutions to problems worthy of control.

50
Large amounts of data have been accumulatedwith input of GIS techniquesand are being
processed.
Recommendation:
The Panel recommends that appropriate measures be taken to ensure that the data
on characterization of the pest and patho-agroecosystemsare kept in a form that is
readily accessible to future generations of scientists.
The Panel is pleased to discover that the move of the plant protectionists from
the commodity programmes has not been a constraint to fruitful collaboration with
breeders. Only one very isolated case of personal conflict in a field station has been
brought to the Panel’s attention.
The HPRP and HMP scientists interviewed by the Panel appearedenthusiastic
about their work and dedicatedand proud of their contribution towards IPM.
Collaboration with the BC team and IRCMD scientists has been strengthened. During the
characterization phase of IPM, interest stronger collaboration with socioeconomistswas
perceived. At the 1995 Work Planning Week, PHMD recommendedthat RCMD should
recruit a root crop socioeconomistto collaborate with PHMD on crop protection issues.
This is considered in Section 7.1.3. Definition and implementation of IPM packagesin
subsistencefarming indeed raises the difficult issue of adaptation by the farmers. The
successof CM control has been linked to the possibility of bypassing this bottleneck.
The priority-setting exercise in relation to field situations and farmers’ needs
has induced a blooming of research activities on different topics around the identified
target pests. The dedication of an enthusiastic staff, transmitting this enthusiasmto an
impressive number of M.S. and Ph.Dt. students, as well as keennessto tackle the problem
from various sides is probably the cause of this. However, the Panel has some concern
about the real strength of this mosaic of activities and would suggesta concentration on
more innovative research, using landmarks on the path to IPM which are defined by
characterization studies. Notwithstanding this, the Panel congratulatesthe scientists for
their achievementsand dedication in research as well as in providing training. The Panel
expressesits particular satisfaction on the setting up of the Striga working group.
During the review period, several new plant health problems developed or
became important on IITA mandatecrops across the mandatearea, either through
accidental introduction, crop expansio:n,changesin farming practices or better
characterisationof the constraints. This demonstratesthe continued evolution of problems
and the necessity of constant vigilance. ITTA must have the capacity to respond quickly
to new challenges. During the present review period, the staff able to handle them
becamepromptly involved and already contributed significantly to solving these problems.
IITA has adjusted rapidly to fill discipline gaps or to increase work. The Panel
congratulatesIITA on these decisions, particularly in relation to BSV. The Panel is
pleased to note that all recommendationsconcerning PHMD inputs to commodity
programmes have been met. Nevertheless, it has been brought to the attention of the
Panel that the entomologist position at Kano station has been filled by postdoctaral
fellows.

51
Core positions for the major basic plant health disciplines, except for
bacteriology, are currently filled at IITA. Given the forthcoming problems on soybean
and cassava,the Panel would advise IITA to keep this lack of expertise in mind during
possible further recruitment of a pathologist. Further investment into control of the yam
and cassavarots and postharvest decay, the importance of which has been well
documentedin the root and tuber IPM project, would require the input of a pathologist.
Recommendation:
The Panel recommends that IITA increase its strength in phytopathology at Ibadan.

2.2.4.

Overall Assessment

The Panel views the structural changesimplemented by IITA which gave rise to
PHMD very positively. There has been a significant improvement in communication
between the staff and a move towards an IPM goal. There is now increasedawarenessof
the advantageof close interdivisional collaboration.
However, the programme structure appearsto the Panel to reflect more a
display of awarenessof the importance of habitat managementas one IPM component,
and as a way to balance resource allocation, than as a real clustering of particular skills
or even research lines. The real activity of the staff across the programmes makes the
latter somewhat obsolete. Nevertheless, the Panel considers this not as a major or as an
urgent issue, given the continuing evolution in the project structure and the associationof
activities in IPM projects among IITA crops. The difference from the previous situation
is that now all plant protectionists are grouped together as an interacting team, rather than
being allocated to crop improvement programmes.
The Panel compliments the team spirit and performance at Cotonou as
outstanding and not restricted only to the BCP component. The Panel would suggestthat
attention should be paid to further improving the team spirit at Ibadan so that the staff
posted out of headquartersfeels at home in both teams. This should not restrain
interactions between the teams or lead to rivalry. The Ibadan site is less disposed to
fostering team spirit becauseof the dispersal of its buildings, but it has the advantageof
offering interaction with CID and RCMD.
The Panel rates overall achievementsas very good and scientific productivity as
about normal, with a reasonablebalance of refereed and non-refereed publications overall.
At the individual level some improvement in publication rate should be made, in order to
realize fully the scientific value of this important work.
During the review period, IITA has strengthenedits input in plant health
managementgoing in some casesbeyond the last EPR recommendations. The Panel
commendsIITA managementon this, particularly on the rapid allocation of inputs to
tackle important, unexpectedproblems. This was the case, for example in nematology
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and entomopathology. The overall balance between the disciplines is appropriate, except
for a weaknessin phytopathology.
Additional needs came to the attention of the Panel. The Panel considers that
priority should be given to the strengtheningof services such as SHU and the
Biosystematic Unit. These are fully integrated into the research structure but are also
very important for the whole Institute. This raises again the question about IITA’s
investment in plant health in relation to the needs of the Centre and the past successes
achieved
0

The Panel wishes to stress the dynamic nature of the evolution of plant health
problems, even during the review period and the challengesto IITA which they
have raised.

0

The development and implementation of IPM strategies, to which the CGIAR
System has a clear commitment, requires more intensive effort and resource
application than breeding for resistancewith complementary pesticide use. The
past successof PHMD at IITA is linked to the work of a large interdisciplinary
team, the consolidation of ,which still appearsto be a major issue. Broadening
the agroecosystemmandatearea on which IPM is to be implemented also
dilutes the capacity for interaction.

0

ICIPE concentratesits research on non-CGIAR food and horticultural crops.
Activities in CGIAR mandatedcrops will be undertakenonly in the framework
of IPM projects, designedi.n partnership with IITA and other CGIAR centres.

0

The Panel notes that IITA unfortunately still is the only institution in West
Africa on which effort on IPM development and implementation the region can
rely. To assure long-term stability of plant health managementwork at IITA,
the Centre needs to ensure that important aspectsof the work are assignedto
establishedcore members of the staff. This is also of prime importance for the
continuous transfer of the IPM strategiesto the NARS and the follow-up of
their implementation.

2.3.

Resource and Crop Management Research

2.3.1.

Evolution of Resource and Crop Management Research at IITA
Since 1990

This review takes place after a long, period of turbulence in the Division which
has been building up since the time of the Third EPR which noted some incipient
problems. A very large proportion of the Division’s scientific staff left during the review
period and many positions have not or have only slowly been refilled, including that of
the Division Director. This excessive depletion of staff, which was attributed to poor
Division management and dissatisfaction among staff with structural changes (e.g.
creation of three agroecosystems programmes in 1992, termination of Inland Valley
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Programme in 1993), has seriously affected the output of the Division throughout the
review period. The Institute has thus been faced with a considerable challenge in keeping
the Division in line with its objectives.
The Panel expressesits concern and disappointment that this crisis was allowed
to go on for so long. It notes that this was exacerbatedby the financial crisis that the
CGIAR and underwent IITA went through in this period.
Three major changesneed to be noted about the organization of RCMD
since 1990:
0

The Third EPR expressedmuch concern about the functioning and orientation
of the SystemsWorking Groups set up in 1987 in the Resource and Crop
Management Programme (RCMP). These groups had, by mandate, to integrate
activities across the Institute, to provide feedback through systems
characterization, and to play a leading role in on-farm research. The EPR
questioned the scientific capacity of the SystemsWorking Groups for crop
managementresearch and recommended(Recommendation1, EPR) the
establishmentof such capacity outside the SystemsWorking Groups. IITA
strongly argued that the Institute, while in agreement with the recommendation
to strengthen crop managementresearch, preferred to do this within the
Systems Groups in order to safeguard the continuum between diagnosis and
adaptive research. Implementing a second recommendation(Recommendation
2, EPR) the SystemsGroups were converted, in 1990, into Agroecosystems
ResearchGroups, without, however, changing their disciplinary composition
and operating mode.

0

Concurrently, resource managementresearch was reassessedand, in 1992,
organized, together with crop managementresearch, in three agroecosystems
programmes, the Moist Savanna,the Humid Forest and the Inland Valleys
Programmes. This approach permitted linkages between process studies,
systemsdevelopment and applied technology testing and it provided the basis
for multidisciplinary teams to focus on crop and resource managementin target
agroecosystems. The approach was also conceptually to facilitate
decentralization of IITA’s operations and IITA-NARS collaboration.

0

The last adjustment so far was the elimination of the Inland Valleys Programme
in view of (budgetary) capacity constraints and considering WARDA’s focus on
inland valley ecosystems. RCMD thus remained with the Humid Forest
Programme, based in Cameroon, and with the Moist SavannaProgramme,
based in Nigeria. (Earlier, for more than 20 years, IITA’s crop and resource
managementresearch had concentratedon the derived and coastal savannaand
on the degraded soils of southeasternNigeria.).
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2.3.2.

Achievements

As indicated above, there have been major organizational and programmatic
changessince the last EPR. Unfortunately these changescoincided with a substantial
turnover of international scientists at RCMD. The effect of these staff departures was to
reduce progress on most research proposed in the MTP 1989-93, and to force suspension
of some proposedresearch. A brief review of the outputs of the Division since the last
EPR is structured in terms of the two agrosystemsprogrammes.
2.3.2.1

Achievements of the Moist Savanna Programme (MSP)

Characterization and Diagnosis
Substantial research investment occurred in the systematic characterization of
resourcesand constraints. The characterization framework adopted (see Section 2.2.2.)
enabled systemsto be distinguished in terms of being population- or market-driven, and
as to whether the system is in a land-expansion(i.e. labour more limiting) or land
intensification phase (i.e. labour relatively abundant). The characterization studies
confirmed the high production potential of the Moist SavannaZone, particularly the
northern Guinea savanna. The studies indicated that in the short run new cropping
systems, in mixtures and rotations incorporating IITA mandatecrops, appear promising.
Soil, .pestand weed problems are becoming apparent where land use has intensified.
Thus the MSP research programme is, addressingboth crop and resource management
issues.
Related activities that have ,supportedthe development of this programme have
included the following:
0

Using a framework developedby the MSP, macro-level characterization of 14
countries has been possible using GIS, as a result of data collected through
interviews and from secondary sources. Draft monographson savannasystems
characteristics for West and Central Africa have been produced. A number of
NARS scientists have been trained and given hardware to analyze data from
their own countries.

0

Village studies have been implemented on constraints to expanding cowpea
production and the socioeco;nomicconstraints and opportunities in a marketdriven area.

0

Monitoring ecological constraints in collaboration with the Farming Systems
Programme at the Institute of Agricultural Research, Ahmadu Bello University,
has helped in the identification and quantification of specific constraints on, for
example, Strip hermonthica, soil-borne pathogens, nutrient deficiencies, and
weeds. These studies have helped in indicating their effect on cropping
systems, while specific yield! lossesin maize have been estimated for Striga and
maize. Results of this work are being disseminatedthrough RCMD
monographs.
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0

In terms of technology, characterizationand diagnosis have helped in targeting
technology to specific environments. For example, macro-characterizationdata
have helped in determining zonal targets for grain legume varieties (soybean
and cowpea), alley farming, legume cover crops, and expansion of mixed
crop/livestock systems.

Technology Development
IITA and other organizations in the derived savannaareas have helped to
establish relevant technological researchpriorities, the most important being the
introduction and optimization of legumes in cereal-basedsystems. The earlier emphasis
on alley cropping studies has now been redirected at finding grain legumes and
herbaceousspeciesfor fallow management. Adaptive studies on options for managing
Zmperataare commencing, building on a decadeof strategic and applied research.
Collaborative research on Striga is also being implemented. Given the importance of
livestock in the zone, there are plans to continue work on mixed crop/livestock systems
and restart work on appropriate animal-traction tillage practices - in collaboration with
NARS as well as ILRI.
Specific initiatives relating to technology development have included the
following:
0

Long-term studies have continued on assessingcrop performance under low
external chemical input systemsand on the performance of exotic and
indigenous woody species. Long-term studies on determinants of sustainability
in rehabilitation of degraded land at Ibadan continue to show the superiority of
planted fallow over natural fallow under low-input systems. The planted
fallows not only improved the soil chemical and physical properties, but have
also suppressedweeds and increased maize yield. Herbaceousfallows have
been found to improve soil physical properties more than have woody species.
Another long-term experiment has shown that after five years the yield of maize
was higher with continuous cropping and no fertilizer in alley-cropped (with
Leucaena leucocephala) and relay cropped plots with Pueraria phaseoloides
relay-cropped plots than in bush fallow plots. Further studies assessedthe
decomposition and nutrient release of various plant root materials of crops and
fallow species. Findings indicated that plant root decomposition and nutrient
release is influenced by diameter size, lignin content and C/N ratio.

0

Investigations continued into the better understandingof alley cropping systems
in the moist savannazone. These studies are shedding light on the role of
Leucaena leucocephala and woody hedgerows in the recycling of nutrients. A
significant portion of the nutrients recycled is contributed by increased fauna
(earthworm) activity induced by the presenceof woody hedgerows. Nitrogen
fixation studies have been prominent, including the use of Rhizobia spp. and
mycorrhizae to help establish hedgerow trees and on quantification of N2 fixed
from the atmosphereby woody legume species. Nitrogen fixation has also been
examined in terms of environmental factors and managementpractices, such as
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pruning and residue management. Availability of phosphorus can influence
nodulation and studies have shown large differences in growth and the
efficiency of phosphorus uslebetween and within tree speciesduring early
growth stages.
l

During 1993, in collaboration with NARS, adaptability studies were initiated on
herbaceousand shrubby legumes for use in crop production studies. Data are
available on growth, biomass yield, rooting, and nutrient yield.

0

Studies have been undertakenin the northern Guinea savannato estimate Nz
fixation by soybeanand cowpea and their contribution to associatedand
subsequentcrops.

a

Work directed at biology and control of Zmperatacylindrica continued. Effects
of burning and slashing were evaluated separatelyand in combination, to
determine appropriate managementstrategies. Both chemical and habitat
managementcontrol strategi.eshave been identified.

Technology Evaluation and Transfer
Potential solutions to maize production constraints are being tested on-farm in
the northern Guinea savanna. Attention has focused on Striga resistant hybrids, and
rotations of maize with soybean, cowpea and Aeschynomeneh&ix. COMBS was used to
strengthen collaborative work with NARS, through which a PC computer-based,decisionsupport system called LEXSYS was developedalong with a comprehensivelegume
database. Another preliminary decision-supportsystem has been developed to match
technology for combating Striga on cereals with the economic and ecological
environment, taking into account the availability of resources such as cash, labour, and
physical inputs. Z3 ante impact studies in the northern Guinea savannahave shown that
with moderate fertilizer rates (60 kg N/ha), hybrid maize could make a substantial
contribution to food production.
2.3.2.2.

Achievements of the Humid Forest Programme (HFP)

Characterization and Diagnosis
Characterization of current farming systemsand resource managementhas been
completed for southeasternNigeria and Cameroon. A 1991 southeasternNigerian survey
of farmers’ natural resource management,which illustrated patterns of intensification
resource use in a per-i-urbanarea with high population densities was followed in 1992 by
a detailed resource managementsurvey in 85 Cameroon villages, of which 47 were in
the forest zone (see Section 7.1.1). This was implemented primarily with scientists from
the NARS. These data are being used in identifying technology development strategies,
which are linked to a resource-useintensification gradient, for the benchmark area in
southern Cameroon. It is anticipated that the methodology used in this survey will be a
cost-effective means for differentiating resource use patterns and research domains and
will be very helpful in regional diagnostic work. The two surveys have been
complementedby agroethnographicstudies. The forest margin benchmark area was
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establishedin late 1993, and baseline characterizationis almost completed. The studies
implemented to date indicate that the Cameroon forest zone represents “the low-pressure,
low-developed end of an agricultural development spectrum.” Where population density
is higher, and near urban areas, household food self-sufficiency is lower, more resources
are devoted to non-farm activities and less benefit is derived from forestry resource
exploitation (i.e. fishing and hunting). The major economic challenge is finding
substitutesfor the declining accessto forest resourcesand industrial crops. Some focus
on declining fallows is important but new or underexploited income opportunities need to
be exploited (e.g. including fruits, wetlands, fish, and small stock). Targeting once again
is considered necessarywith intensive systemsfor urban proximity, sustainable
short/medium fallow systemsfor intermediate zones and forest/agroforestry systems for
isolated areas.
Technology Development
Specific initiatives relating to technology development have included the
following:
0

With reference to determinants of sustainability, process-level studies are being
implemented to develop a practical understandingof mechanismsinfluencing
the managementof agroecosystems. The componentswill be integrated at the
agroecosystemlevel, which will then lead to the delineation of priorities for
different target zones, taking into account resource endowmentsand
socioeconomiccircumstances. A long-term cropping systems trial, established
at Mbalmayo in 1993, is designedto study the dominant cassava-groundnut
system in terms of nutrient cycling, soil structural stabilization, pest and weed
regulation and resource conservation. The results will help improve
understandingof long-term implications of increasedcropping intensity and
interventions relating to soil fertility conservation.

0

With reference to slash-and-burnpractices, a number of burning trials have
investigated impact of heat on the chemical and physical properties of the soil
and burning intensity on the weed seed bank and weed community
establishmentand on maize establishment,growth, and yield.

0

Weed community development and weed seed-bankdynamics have been
evaluated in most-soil-related experiments and all systemstrials, while farm
level data are being analysed to identify weed community shifts associatedwith
fallow length and soil class. Chromolaena odorata is receiving some attention,
while weed/crop interactions are being studied for cassava-basedsystems.

0

Alley cropping work has focused on the adaptive capabilities of hedgerow trees,
and their responseto pruning and other managementpractices. Also alley
cropping performance studies have evaluated the relationships between climate
and soil condition.

0

Studies have continued on managementpractices for sustainableperennial
plantain production using mulching, alley cropping and natural hedgerows.
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0

Legume fallow specieshave been evaluated for improved fallow management,
while it has been found that Tephrosia candidu can be establishedduring the
last phase of cassavacropping, before a fallow cycle, without additional labour
and with no reduction in cassavayield.

l

Some progress has been made on developing models for analyzing plant
interaction and cropping system dynamics and until departure of staff, some
progress was made on decision-support models for the introduction of legumes
in cassava-basedsystem, and for alley cropping.

Technology Evaluation and Transfer
Work with farmer-managed1
alley cropping trials has continued in collaboration
with ICRAF and NCRE and on-farm tests have evaluatedL. Zeucoceph,ula
and Ca.ssia
siamea as options for perennial alley cropping with oilpalm or plantain and food crops.
Several variants of cropping systems were tested in on-station trials, while CORTIS
collaborators developed a framework for on-farm testing to ensure methodological
consistency in regional testing. A second edition of the “Field Guide for On-Farm
Experimentation” will shortly be published.
2.3.2.3.

Other Achievements

0

Inland Valleys Research. A systemsworking group handled inland valleys
research until 1993, when it was handed to the major agroecosystems
programmes to ensure better integration or work on uplands and wetlands. A
strategy for inland valley research, involving characterization at three levels,
was developed for the current MTP. A seminal monograph on methodology
and draft monographsfor six site studies were prepared. On-farm trials have
assessedyieId loss due to weed infestation and helped to understandfarmers’
soil, water, and weed managementpractices. Work on legumes has taken place
in both on-farm and on-station trials.

l

Postharvest engineering. More than a dozen pieces of equipment have been
designed and disseminated. There is high consumer demand and recognition of
the value of this equipment.

0

RCMD has developed a GIS capacity and support for modelling work.
Researchfocuses on characterization of agroecological systems (see Section
2.5.).

0

Special Projects and Networks. Networks (e.g. AFNETA, CORTIS, COMBS
and SPALNA) have all played useful roles in the activities of RCMD as have
the Multipurpose Trees Screeningfor West Africa Project and the Alternatives
to Slash-and-BurnProject. A soil organic matter and a fallow managementand
soil nutrients research project are being carried out with special funding (BADC
and GTZ, respectively).
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2.3.3.

IITA’s Current Resource and Crop Management Research

Goal. As per the MTP, the goal of the RCMD is to improve the productivity of
smallholder farmers in humid and subhumid tropical Africa, while conserving their
natural resource base. A particularly important aim is the identification of alternatives to
shifting cultivation. The Division thus complementsthe activity of the other two
Divisions at IITA and is expected to interact on a broad front with them.
Objectives, Strategy, and Structure. The overall objective of RCMD is to develop, in
collaboration with institutional partners, technologiesand methodologiesfor sustainable
use of agricultural resource in smallholder farming.
RCMD currently attempts to synthesizethe three main approachesto research it
has applied during its historical development: technology development focus (first lo-15
years, typified by alley cropping and zero-tillage); farming systems, mostly locationspecific research directed at incremental change in existing cropping systems (early
1980s) and characterization research, extrapolation domain considerations, systems
modelling and use of advancedanalytical techniques(late 1980s).
The synthesis is intended to provide a “technology development focus while
maintaining real-world sensitivity and keeping high standardsof methodological expertise
and capacities for regional extrapolation orientation”.
The Humid Forest Programme, having almost entirely shifted to Cameroon,
primarily addressesproblems of sustaining fertility of acidic ultisols. The research focus
thus shifted from the managementof degraded soils of southeasternNigeria to measures
for preventing degradation of forest margins. The Programme also addresses
interventions in short fallow systemsof subhumid ecology in southern Cameroon.
Further research foci are: (a) diversification of production systemsto increase farmer
welfare and (b) understandingthe dynamics of forest agroecologiesas a basis for
improved resource conservation.
In Nigeria, the Moist SavannaProgramme has shifted its focus to the northern
Guinea savannawhere major potential for production increase is believed to be available
(i.e. high levels of insolation and suitable growing period for medium-duration annual
crops, of which high-performing IITA-generated materials are available). Work in the
southern Guinea savannais currently just starting. In this zone there are lower levels of
insolation, lower population densities, emphasison mixed farming and longer-duration
root and tuber crops for which, once again, IITA materials are available.
In its interpretation and implementation of the CGIAR System’s ecoregional
research approach, RCMD concentrateswork in a limited number of representative
benchmark areas. These benchmark “areas” are area-definedresearch blocks with
defined production systems, constraints and opportunities which correspond to known
recommendationdomains. Benchmark areas are large enough to capture socioeconomic
and biophysical gradients affecting adoptability and adaptability of potential technologies.
The research approach adopted at these sites seeksto: coordinate activities within IITA
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as well as with NARS and other collaborators; reduce overlap; create critical mass;
facilitate participatory appraisal and research, and to structure technology evaluation and
transfer activities by NARS in pilot #areas.
Three benchmark areas have been developed in the last two years by RCMD.
The main benchmark areas for the MSP are two blocks in the northern Guinea
savannaof Nigeria, one centred in Kaduna and the other in Bauchi. The Kaduna block is
distinguished by high population densities and favourable market access, so that
opportunities exist for commercially oriented production. Population density is lower and
market accesspoorer in the Bauchi benchmark block. Increasing population density in
parts of the Bauchi state is forcing resource-useintensification but low market
opportunities do not provide options which might be available for farmers of the Kaduna
area. In both benchmark blocks there are gradients in population density and market access; the dynamics in these gradients are captured by the selection of representative
villages with varying levels of market accessand resource-useintensification.
The main benchmark area for the Humid Forest Programme is a’humid and
subhumid forest margins area in southern Cameroon with a gradient in resource-use
intensity as a function of population pressure and market access. This gradient
determines challengesand opportunities in developing sustainableproduction systemsand
provides a basis for technology targeting and extrapolation.
Besides the work at benchmark areas and in several stations outside Ibadan,
RCMD houses, at headquarters,several specialist units such as the Agroecological Studies
Unit, the PostharvestEngineering Unit, the Biometry Unit and the Analytical Services
Laboratory. These Units provide central support in characterization, diagnosis and
technology development, evaluation and transfer protocols. They also independently
carry out a number of research projelcts.
In addition, RCMD is associatedwith a number of special projects which
enhancebaseline knowledge (e.g. COSCA) and provide the framework for collaborative
technology research and development related to crop managementand resource use (e.g.
AFNETA, Multipurpose Tree Screening for West Africa), and for strengthening national
research partners (e.g. Soil and Plant Analytical Laboratories Network for Africa,
SPALNA) .
The Humid Forest Programme is coordinating the Cameroon benchmark site of
the global Alternatives to Slash-and-BurnProject (ASB); this benchmark site is identical
with the Humid Forest Programme’s benchmark site and activities within ASB deal with
technology as well as with policy researchand are incremental to the Humid Forest
Programme’s research agenda.
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2.3.4.

Assessment

Despite the substantial staff fluctuations and extendedvacanciesof key staff
positions, including the one of the Division Director, the achievementsof the research
programme as mentioned above are sizeable. They lack, however, the necessarylevel of
programmatic strength.
The strategic reorientation of the researchprogramme is rapidly shaping up
under the new divisional leadership; it will need further focusing and the Panel wishes to
submit a number of suggestionsin support of this.
The Panel believes that the establishmentof the two agroecosystems
programmes (Moist Savannaand Humid Forest, respectively) provides the right
operational basis for adequately meeting IITA’s resource and crop managementresearch
commitment to its mandate region. This move is of particular importance in the context
of IITA’s ecoregional responsibilities.
In the Panel’s view, RCMD’s approach - that is, of defining and using
benchmark areas for directing technology generation and evaluation by these Programmes
- is promising. The Panel anticipates that the benchmark area approach, which
encompassesgradients in resource use dynamics for imbedding technology development
and location-specific research in a wider ecoregional context, can become a powerful
strategic paradigm in research on sustainability.
The decision by RCMD to emphasizework in the moist savannaand the humid
forest agroecologiesand to work collaboratively on the Inland Valleys Programme with
WARDA is an encouraging indication of enhancedinter-centre integration. The Inland
Valley Consortium proposal which was submitted to TAC and CGIAR by WARDA,
through IITA, as part of the Ecoregional Programme for the Warm Humid and Subhumid
Tropics in Sub-SaharanAfrica, is further evidence of that integration of efforts.
Despite major budgetary and leadership constraints and despite several staff
resignations, RCMD has now managedto reassemblea highly motivated and qualified
core of young scientists. Necessaryrecruitment is under way to establish the agreed
scientific balance in the Division and to achieve operational strength.
The Challenge Faced by RCMD. Natural resource managementinherently requires
explicit consideration of a complex multitude of factors and their interactions. The
purpose is to ensure that the research leads to adequatefactor combinations for use,
improvement and sustainability of these resources. The maintenanceof sustainable
agricultural production at enhancedlevels of output is thus a multidimensional task.
There is a hierarchy of interdependentsystemsof natural resource use to be worked with
which include componentsranging from the genetic information of a crop through to the
cultural and policy environments of a target area. Intermediate hierarchical levels are
plant-soil-water relationships; crop-pest-diseaserelationships; relationships between crops
and their use by man and animal; relationships between crops and farms and watersheds
within agroecological zones; economic interactions between farm, local, regional,
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national and global level; and land and tree tenure. Sustainability of resource use at one
level is co-determined by the conditions at other levels. Hence, research at each level is
required, which implies that research requirements in natural resource use are potentially
very comprehensiveand demanding. The large number of research and development
tasks to be addressedfor the generation of effective options for sustainableagricultural
resource use transcend the capabilities of a single institution. The activities of several
institutions need to be integrated in a cooperative and complementary manner.
RCMD clearly recognizesthese fundamental concepts as evidenced in the
Institute’s participation in the Inland Valley Consortium, in the ASB Project, in its efforts
to assemblea Moist SavannaConsortium, and in its attempts to set up steering
committees in the benchmark sites. IITA has also undertaken comprehensiveconsultation
in the region on ecoregional research initiatives and is exploring possibilities for the
design of new modes of regional research organization involving both NARS and IARCs.
However, little effort seemsto have been invested in the establishmentof an
institutional policy for building research alliances involving NARS, NGOs, farmers,
IARCs and advancedlabs for resource managementresearch and development. NARS
integration in IITA’s “core” resource and crop managementresearch at all benchmark
areas of both the Humid Forest and the Moist SavannaProgrammes is not adequate. For
example, if it were not for the ASB Project there would be virtually no continuous NARS
involvement (e.g. at the Cameroon Humid Forest Programme site), while IAR
involvement at the Bauchi benchmark area has, to date, not gone much beyond
consultation, information and occasionalbriefings.
These practical, “ground-level problems” obviously merit greater attention so as
to derive the full benefits of RCMD’s “benchmark areas”approach. Unless this is done,
the Division runs the risk that promising lines of research would not acquire the necessary
strength. In this context, IITA has enunciated “a new and innovative concept of its role”
which involves “the continuum that proceeds from the onset of the research process to its
resolution” and in which “national and international researchersand farmers are partners
in a joint venture” and where “collaboration achievesa collegial balance with effectively
matched contributions at every stage”(IITA Annual Report 1993, page 5). This concept
requires a far more vigorous move by IITA to establish correspondingly effective working
relationships with NARS and other institutional partners, exploiting comparative
institutional advantage.
Recommendation:
The Panel recommends that IITA emphasize the establishment of strategic
institutional research alliances (such as consortia) to address adequately the
complexity of sustainable resource management research.
In addition, besidescollaboration with others and given the relatively limited
core resourcesavailable, RCMD should endeavour to avoid spreading its own efforts too
thinly, to concentrate on strategic support of collaborative ecoregional research projects

(consortia).
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Recommendation:
The Panel recommends that the Resource and Crop Management Division core
efforts be concentrated on the comprehensive attention to one benchmark area each
for the Moist Savanna and Humid Forest Programmes.
In the Panel’s view, the placement of RCMD staff outside the present Humid
Forest Zone (Cameroon) and Moist SavannaZone (Nigeria) teams should therefore not be
considered in the early and medium-term stagesof implementing the “benchmark areas”
concept. The Panel suggeststhat RCMD does not invest core resourcesin the midaltitudes savannabut should tie its involvement there to resourcesacquired within an
ecoregional consortium - which may be assembledby regional initiative and/or in association with the ICRAF-led African highlands initiative. This also implies that RCMD staff
placementsat Ferkessedougou,Kano, and Namulonge or even in Zambia should not be
considered at this time. In such casesinterdivisional collaboration will need to be
accomplishedthrough backstopping and occasional staff visits.
Furthermore, in order to set up adequately “mechanisms for placing factor,
commodity and policy research within the context of natural resource managementand
sustainableland use systems”(TAC, Draft Note on Systemwide and Ecoregional
Concepts, April 13, 1995), the assemblingof critical mass in a variety of strategically
important disciplines is crucially important. The Panel urges RCMD to maintain such a
critical mass of scientists in its core programme.
The Panel concurs with RCMD that the focus of its biophysical research should
be soil husbandry and vegetation managementaround which such critical mass should be
built up. Other disciplines required for the more comprehensivecoverage of the
sustainability research agendawill have to be built in through strategic research alliances
via ecoregional consortia (these are, among others, social sciencedisciplines that would
help direct biophysical, socioeconomicand sociocultural research toward aspectssuch as
culture, social and institutional organization, rural law, ethnobotanyetc.).
This need for focus and coherencemerits further attention by RCMD. In the
Panel’s view, the current research portfolio of RCMD is large and varied and
occasionally conveys the impression of missing programmatic cohesivenessand low
attention to priority considerations. A major part of this portfolio is diagnostic and
process-studyoriented and there is no apparent trend in technology development which
would point at potential breakthroughs.
Recommendation:
The Panel recommends that the Resource and Crop Management Division apply
rigorous priority setting to its research portfolio in order to concentrate efforts on
research areas of highest possible impact.
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The research activities of RCMD, particularly those of the Humid Forest
Programme, are strongly biased tow,ardson-station research. At the request of the Panel,
RCMD staff identified five situations that they believed required on-station research and
four requiring on-farm research. Th.eseare commented on below.
Five situations that RCMD believe require on-station research and the Panel’s
responses,are as follows:
Long-term studies on degradation/regeneration. The Panel is of the view
that degradation and regeneration studies require real-world environmental
parametersin order to be adequate;it is the scientific approach to the
investigation of the process in question which requires adjustment to the
situation.
Evaluate system interactions for multiple new components going beyond
incremental change. The Panel acceptsthis as one that may be carried out onstation.
Develop collateral information for farmer management and implementation; particularly biophysical factors affecting probability of success.
The Panel believes that this is squarely a matter of on-farm research.
Determine reasons for contradictory observations and results in on-farm
experimentation; particularly when there is an impasse in on-farm work.
The Panel believes that a careful review, and adjustmentsin on-farm
experimentation methodology would addressthis situation more accurately than
a return to controlled environments.
Reduce imposition on farmers with high land and labour opportunity cost
when focusing on biophysical hypotheses; danger and problems associated
with researcher-managed trials in West Africa. The Panel believes that this
is a matter of agreementbetween researcherand farmer; RCMD itself has
generated many precedencesfor the opposite to be feasible.
Four situations that RCMD believe require on-farm research, and the panel’s
responses,are as follows:
0

Real-world validation and adaptation before promotion; what role of IITA
relative to NARS outside Ibenchmark areas? The Panel concurs with the
RCMD’s view. On-farm technology and the development of research on
methodology in the benchmark area is a core IITA activity, for adequate
feedback to strategic research components.

l

Stability and performance under different ecologies and field
circumstances, beyond possibilities of station environment. The Panel
agrees.
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0

System design, farmer-participatory approach for problem evaluation,
priority setting and design of alternatives. The Panel agrees.

0

Monitoring for household understanding, impact assessmentand
complement to long-term situation trials. The Panel agrees.

Recommendation:
The Panel recommends that Resource and Crop Management Division put greater
emphasis on on-farm research in its programme.
Finally, the RCMD needs to give more attention to inter-divisional integration
at the benchmark areas. Particularly apparent is the low level of interdivisional
interaction in the case of the Humid Forest Programme in Cameroon, where RCMD is
working without much input from the other Divisions.
General Assessment. The RCMD is on its way to recovering from a long, traumatic
period of disarray which has drastically impacted on its performance as well as internal
and external credibility.
The Panel has no doubt that the Institute crucially requires a strong natural
resource research capability and it believes that RCMD is suitably positioned to face this
task. The Panel recognizes that the shifts in paradigms experiencedby the Division in the
last two decadesreflect the general search of the scientific community to come to terms
with the highly demanding subject of resource sustainability.
Key aspectsfor the successfulrecasting of RCMD are: effective task-sharing
within strategic institutional research alliances critical mass in core disciplinary
contributions of the partner institutions in such alliances and proximity to the ultimate
clients.
The Panel believes that the RCMD leadership is in a position to implement this
process. However, it suggests that IITA establish an external monitoring procedure (e.g.
one or two experienced resource managementspecialiststo visit the Division two to three
times in the next two years) to accompanyand consult the Institute in this activity. This
would help ensure that the momentum painstakingly built up over the past year or so
would continue to receive both internal and external (donor) support in the coming years.

2.4.

Cross-Divisional Integration

2.4.1.

Current Situation

IITA has three main ResearchDivisions (Resourceand Crop Management
Division, RCMD; Crop Improvement Division, CID; Plant Health Management Division,
PHMD); in addition, the International Cooperation Division (ICD) is involved in a
number of cooperative research projects and research networks and thus can be
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considered as a ResearchDivision as well, although most of its activities are in logistical,
administrative, and technical liaison support to the three main research Divisions.
Conceptually (as per IITA’s Medium-Term Plan), the cooperation between the
Centre’s ResearchDivisions is drive:n by IITA’s agroecosystemsresearch approach; The
Centre thereby focuses its research on three agroecosystems: the Humid Forest Zone, the
Moist SavannaZone and the Mid-Altitude Savannaand Woodlands Zone. It has recently
identified five “fields” in which its research is to be consolidatedand integrated across
these agroecosystems(crop improvement and agronomy; integrated pest management;
systemsdevelopment and management;soils and vegetation management;diagnosis and
impact). The necessaryintegration of the activities of the research divisions is to be
brought about by a range of mechanismswhich enhanceinterdisciplinary and cross-divisional interaction:
0

IITA scientists are encouragedto participate in the planning sessionsof the
Divisions to which they do1not belong. In addition the participation of IITA
scientists in research networks contributes to cross-divisional linkages within
IITA.

0

Four cross-divisional, multidisciplinary working groups have been initiated by
scientists working on problems of common interest; they are cross-programme
mechanismsoperating on a.voluntary basis which draw resources from more
than one Division and bring concerted efforts to bear on specific tasks. The
groups currently in place are: Striga working group on maize and cowpea
(PHMD, CID, RCMD, ICD); postharvest technology and utilization issues for
all crops (RCMD, PHMD, CID, ICD); cowpea technology (CID, PHMD) and
the role of legumes in farming systemsof the moist savanna(RCMD, PHMD,
ED).

0

The fostering of cross-divisional linkages is one of the tasks of the Research
Directors’ Committee (RDC). When reviewing the Centre’s research portfolio,
the Committee is in a position to identify deficiencies in inter-disciplinary and
cross-divisional integration., This is of particular importance in view of the fact
that IITA decided to separa.testructurally its plant health managementand crop
improvement research into two Divisions. A similar comment goes for the
interface between crop improvement (CID) and crop managementresearch
(RCMD) and between plant health (PHMD) and resource and crop management
research (RCMD).

a

More recently (1993), IITA. decided to reorient its research management
approach, so far based on programmes, towards a project-basedresearch
managementmode. It is anticipated that the transition, which includes the
transition from cost-centre to project-basedbudgeting, will be completed over
the next few years. Similarly to the cross-divisional working groups, the
projects are to contribute to concerted, interdisciplinary research activities
across divisions, oriented towards IITA’s target agroecological zones. In fact,
a few of the “projects” identified in the 1995 IITA Annual Work Planning
Week can be regarded as an extension and generalization of the experiences
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gained with the cross-divisional working groups - two of them (the Striga and
the postharvest working groups) are consolidatedinto research “projects” while
the others are subsumedin a variety of systems “projects” (legume working
group) or integrated in a broader “project’ on genetic stock development
(cowpea working group).

2.4.2.

Assessment

The focus of IITA’s research on the three target agroecologiesis a powerful
means of providing a common denominator for streamlining the Centre’s research
portfolio. It can also be an instrument for enhancedcross-divisional integration in that it
puts the activities of the individual divisions, programmes and disciplines into an
ecological, spatial and systemsperspective.
Cross-divisional working groups have, in IITA’s experience, been effective,
“bottom-up” open mechanismsfor the design of integrative elements in the Centre’s
portfolio management. The intended transition to project-basedresearch managementwill
further enhancecross-divisional integration and builds on this experience. The Panel
noted a remarkably strong consensusamong scientific staff in favour of project-based
research managementwhich bodes well for a successfultransition process; the Panel
applaudsManagement for its skilful guidance of this process. In practice, so far, the
level of cross-divisional integration is highly variable. For example, collaboration
between CID and PHMD in cowpea resistancebreeding is close to optimal. However, in
other areas integration requires far more systematic attention. What is particularly
apparent is the low level of inter-divisional integration in the case of the Humid Forest
activities in Cameroon, where IITA’s representationaddressesthe RCMD research
agendaonly.
It is also apparent that the portfolios of CID (case of cowpea) and of PHMD
(all work) transcend the three agroecologiesadopted by the Centre as foci for research.
However, the agroecological choices of the Centre are taken into account to the a
reasonableextent; it appearsthat the benchmark areas as defined by RCMD could be
suitable platforms for such enhancedintegration between the research divisions.

2.5.

Support Services

Research Support Services Units
The ResearchSupport Units discussedin this section formerly reported to the
DDG(R) but were reassignedbefore the last incumbent’s departure and are now located
within one or other of the three research Divisions. Reference is made in Chapter 4 to a
Panel Recommendationthat the reporting lines be changed.
As presently structured, the Genetic ResourcesUnit (GRU), the Biotechnology
ResearchUnit and the ResearchFarms Unit are all part of CID. The Analytical Services
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Unit, the Agroecological Studies Unit, the Biometrics Unit and the Postharvest
Engineering Unit (formerly known as the PostharvestTechnology Unit) are located within
RCMD. PHMD is responsible for the Seed Health Unit and the Technology Transfer and
Training Unit.
It is proposed elsewhere in this report (Section 4.25.) that responsibility for
some of these services be transferred.
Genetic Resources Unit (GRU)
This Unit is responsible for and coordinatesIITA’s work on the collection,
characterisationand preservation of genetic resourcesof food legumes, rice, root and
tuber crops in Africa. Its remit extends far beyond responsibility for the Centre’s
mandatecrops and at the present time the resourcesconserved fall into three main
categories:
0

speciesand wild relatives of mandatecrops (cowpea, yam, cassava,maize,
Muss, soybean)and former mandatecrops (rice, sweet potato, tax-o)
indigenous African food legumes not within the IITA mandate (Bambara
groundnut, African yam bean, Kersting’s groundnut and miscellaneousminor
legumes)

0

many speciesof cover crops, shrubs and multipurpose tree speciesfor use in
alley cropping and improved fallow systems. These are maintained in arboreta
establishedat Ibadan, Onne and Mbalmayo (Cameroon), the responsibility for
which has been transferred from RCMD to the GRU.

More than 40,000 accessionsin toto are currently held, with cowpea (38%) and
rice (0. sativa and 0. gJaberrima: 30%) as the largest components.
The Unit is well equipped, to IPGRI standards, and well run. The in vitro
conservation of vegetatively propagatledcrops is assistedby the two well-equipped tissue
culture laboratories at Ibadan and Onne. The seed conservation facilities permit the
maintenanceof base collection material at -20°C and active collections at 5°C according
to IPGRI standards. The GRU provides a valuable service to both IITA and the world
scientific community, distributing thousandsof samplesannually in responseto bonafide
requests (e.g. from 1990-93, 23,063 fsamplesto more than 80 countries). In addition to
its maintenancerole, the Unit also conducts research related to the characterization,
genetic diversity and conservation of the materials and research on the genetics and
biosystematicsof the genus Vigna and West African rice. The Unit also attachesgreat
importance to disease(particularly virus disease)elimination from germplasm of roots and
tubers and food legumes in collaboration with virologists, the tissue culture scientist, the
IITA Seed Health Unit and plant quarantine officers of Nigeria. RepresentingIITA, the
Unit has an important role in liaising with the Plant Quarantine Service of the Federal
Department of Agriculture of Nigeria for both the importation of plant materials from
other countries and for certification of materials for export. During the review period,
GRU organized three IITA/IPGRI/FAO joint training courses on plant genetic resources.
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External developmentssince the last EPR which impinge on the policy and
modus operandi of the GRU include the Systemwide Genetic ResourcesInitiative (SGRI)
within the Programme (SGRP) of the CGIAR, under the coordinating role of IPGRI and
in implementation of the Biodiversity Convention. All germplasm collections at IITA are
deemed to be held in trust for the world community. As with all other collections at
CGIAR centres, they were placed under the auspicesof FAO in 1994.
Within the SGRP, the CGIAR centres have been requestedto alter the status of
their GRUs to the level of Programmes in order to achieve more powerful external and
internal representationof their genetic resourcesactivities and interests. The Panel is
aware that the contribution of the CGIAR centres to the conservation of global
(agro)biodiversity will become increasingly important. It urges IITA to be prominently
and consistently representedin the relevant fora and activities.
In responseto a recommendationfrom the 1990 EPR, IITA has been
characterising and progressively transferring to base collection its unique collection of
over 2,000 accessionsof Bambara groundnuts. A second recommendation, that IITA
secure a location for its yam collection, has been implemented by preservation of most of
the germplasm in vitro, aided by improved field conservation techniques, using minisetts
and careful treatment in storage. The need for further collection and conservation of yam
genetic resources is recognized and a proposal prepared in collaboration with NARS, has
been submitted for funding. IITA has duplicated about half of its existing yam collection
with various national programmes during the review period but a satisfactory duplicate
location for the entire collection has not yet been identified. IITA has also given a
detailed responseto the recommendationthat characterisationof the most important
African cassavavarieties be undertaken urgently. This recommendationhas been
implemented in part but is hamperedby international quarantine regulations. The
maintenanceof this material is a formidable task which still requires some attention.
With the agreement of WARDA, IITA continues to maintain and distribute the existing
rice germplasm collection available in GRU. It is continuing to process seed accessions
for base collection conservation.
The Panel recognizes the excellent work being done by the GRU and
encouragesIITA to redouble its efforts on the maintenanceand characterization of cassava
germplasm and to take decisive action to enlarge the yam collection. The collection of
African maize is the responsibility of CIMMYT but appearsto be receiving inadequate
attention. This should be discussedfurther by the two centres.
Recommendation:
The Panel recommends that IITA conclude an agreement with CIMMYT to ensure
that the collection and conservat.ion of African maize germplasm is undertaken.
Biotechnology Research Unit (BRU)
This Unit has essentially developed since the last EPR, having been
commissionedin 1990. Its physical facilities adjoin the pre-existing tissue culture

70
laboratory which is administered by TRIP and a substantialextension has recently been
completed, including a containment facility which became operational in 1994.

.

The 1990 EPR recommendedthat the BRU, which was then in the process of
being established, should defer activities in molecular biotechnology and concentrate on
cellular biotechnology, cytogenetics amd modern serology. The BRU has nevertheless
made a substantial move into the area of molecular biotechnology, initially with molecular
marker techniques (RFLP, RAPD) and more recently with several projects on
transformation of cowpea, building on its successin achieving regeneration. The Panel
supports this action although the work on cowpea transformation in common with many
similar projects worldwide must be considered speculativeat this stage. This work
involves collaboration with several advancedinstitutes. Other collaborative projects are
concerned with Muss biotechnology, micropropagation of yam, cassavaroot quality and
cyanogenesisin cassava. The BRU attracts a high proportion of special project funding
with only the Head of the Unit being core-funded. One core-funded post-doctoral post
has been approved and early recruitm.entis anticipated.
There is particular expertise in virology, stemming from the discipline of the
Head of the unit. A monoclonal antibody laboratory has been developed with IDRC
funds and technical support from Canada Agriculture (Vancouver ResearchStation), for
work on the more important viruses of concern to IOTA. BRU, in collaboration with the
IITA virologist has developed a network involving collaboration between 33 virologists
(in 19 African countries) for the application of monoclonal antibody technology. The
BRU has played a useful part in the dlevelopmentof biosafety guidelines within Nigeria.
The BRU collaborates actively with the genetic improvement programme in
CID and with the programmes of other research divisions. IITA should set a firm target
date of 1998 (as agreed by CID) to review progress on transformation in cowpea, since at
current levels the effort could be regarded as disproportionate (see Chapter 2.1.1.1.).
Research Farms Unit (RFU)
Management of the farm operations at all sites visited is excellent and the
scientists and others of the IITA community are well served by this important unit.
During the review period, RFU responsibilities increasedwith the development of the
Minjibir Farm for Kano Station and a 30 ha. research farm site at Kubwa, near Abuja.
The latter site was found to be a “hot spot” for Striga infestation and has therefore
become an important site for PHMD’s and CID’s Striga field research. In 1993, two
international staff positions in RFU were terminated, (one by retirement and one by
relocation to ESARC) and a senior well-experienced and long-serving member of local
staff was appointed to the post of Ibadan Farm Manager. The Head of RFU is located at
the Onne Station and supervision of thle installation at Ibadan is effected at a distance,
with regular monthly visits. The Director of CID provides effective day-to-day advisory
support to the Ibadan manager. While IITA needs to monitor that the present
arrangement continues to function well, on current evidence from research scientists, all
required services are amply met.
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Seed Health Unit (SHU)
Achievements
The SHU was establishedin 1992 at Ibadan IITA HQ to ensure the health of
crop seed moving into and out of IITA. In 1994, 894 seed sampleswere analysed besides
field inspection of numerous lines of IITA mandatecrops. SHU collaborates with the
National Plant Quarantine Service and National Seed Service in setting up a databaseof
seed-bornepathogensof major food crops in Nigeria and in planning training courses for
NARS.
Researchactivity has also developedon seed-bornediseasesof viral, bacterial
or fungal origin on various IITA crops, in close collaboration with the pathologist and
virologist at Ibadan. The service is run by a post-doctoral fellow under the direction of
the grain legume pathologist and has a steering committee which, for example, has
assumedresponsibility for monitoring progress in cleaning up BSV-infected Muss
materials and for deciding when germplasm movement can resume.
Assessment
The recent outbreaks of new diseaseproblems in Nigeria on maize (MDM), and
which reached Ibadan in 1992, soybean, banana (BSV), and larger grain borer (LGB),
which reached Ibadan in 1994, highlight the danger of seed transmission and the necessity
to guarantee, as far as possible, pathogen-free seed in the exchangeof germplasm. For
IITA this issue has become particularly critical, given the movement of germplasm among
the various stations and the open benchmark sites on farmers fields. This has
considerably increased the risk of disseminationof disease.
The Panel agrees with the managementof IITA that no compromise is
acceptableon this issue.
Healthy seed is also, on the other hand, a key element in IPM, either by
providing clean seed to the farmer or by training him to select or treat his own seed or
planting material. Further research on the influence of farming practices on seed
contamination or seed treatment by compoundswith low mammalian toxicity would be
worthwhile in this respect.
Seed testing covers a wide range of diagnostic techniques, necessitating
rigorous continuous supervision and training of the technical staff. Although no reproach
can be addressedto the SHU team which performs in an efficient way in a tiny space, the
Panel concludes that a fast and reliable service for an institution such as IITA with its
strongly decentralisedoperations, can hardly rely on a short-term appointment of a post
doctorate and on a pathologist who has other important duties in pathosystem
character&a&onand in field trials on legumes in the northern Guinea and Sudan savanna,
Given the sensitive issues in which this service could be involved, it requires
more support and authority.
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Recommendation:
The Panel recommends that IITA strengthen the capacity and increase the authority
of the Seed Health Unit in matters relating to the movement of germplasm by the
Centre.
The Panel further advises that the physical location of SHU within PHMD is
retained in order to permit sharing of equipment and integration within the pathology
group.
Technology Transfer and Training Unit (TT&TU)
Achievements
The purpose of TT&TU is to implement and establish sustainablecrop
protection systemswith a strong biological control basis. It became funded as a special
project in 1992, after a GTZ review had identified the bottlenecks at NARS level which
were affecting the implementation of biological control programmes within the respective
countries.
TT&TU supports a number of National Biological Control Programmes
(NBCPs) in the current execution of their tasks (equipment, operational costs, technical
advice), in their institutional development, in training for biological plant protection and
for NBCP management,exchangeof information, or links with IITA-PHMD. It has also
provided technical backstopping during the characterizationphase of IPM projects and
PHMD-CID training on MSV. Funding ends early in 1996.
Assessments
TT&TU has played a very important role in strengthening NARS capacity to
implement biological control. It has gained by this precious experience in the critical
issue of improved technology transfer to African partners.
Given the progress in the classical biological programmes as well among the
IPM projects, the Panel considers that this service could be of increased interest in the
near future. Maintenance of the activity at baseline by a bridging fund (see Section
2.2.2.2.) is one option that could be considered. A still closer collaboration with ICD
should also be sought.
Analytical Services Unit
As in most services of this kind which are associatedwith crops, the demand is
characterizedby seasonalpeaks. Most of the service provided is for the scientists at IITA
but 10% of the total workload is undertaken for NARS. Traditional calls are for soil
samples (60% of which are from RCMD), plant samples (equally between CID and
RCMD) and water samplesand extralets (70% CID). There are increasing demands for
assays of pesticides, aflatoxins and aminoacids.
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The total number of samplesanalysedhas currently reached 60,000 per annum
and the system is indicating strain. The Panel was surprised to discover that there is no
formal system for prioritization of the work - everything is done on a “first come, first
served”basis. The Unit is well-equipped and clearly provides an excellent service which
is commendedby the Panel. It has acquired an HCN autoanalyser. There is a need for
more atomic absorption capacity ,and problems sometimesarise in HPLC maintenance.
Analytical quality monitoring is done in collaboration with ISRIC.
The Unit provides training courses in the maintenanceof laboratory equipment.
Biometrics
This Unit, located within RCMD is staffed by only one biometrician and his
ResearchAssociate so much reliance is placed on an assumption of dispersed competence
among other scientists. However, a number of staff hired as programmers are located
elsewhere in the research Divisions and the inclusion of some, if not all of them in a
central unit with the biometricians should be considered. There is no formal link with
Computer Services, any interaction being dependentupon personal contacts. This inhibits
necessaryaction on science-ledinstitutional policies for hard and software organization
and support.
The Panel was appalled to discover that the Unit was located in a building not
linked to the computer network in RCMD, although this situation has been scheduledfor
early correction.
The Panel also noted with some concern that the recommendationof the 1990
EPR that all proposed experiments should be subjectedto prior vetting by the Unit had
not been implemented.
There is a clear need for biometrical assistanceto PHMD in Cotonou which
IITA needs to address. Present staffing provides inadequatecoverage at Ibadan when the
biometricians are on tour. The Panel suggeststhat the Biometrics Unit might also be
strengthenedby the transfer of some of the expertise in programming which is dispersed
throughout the research Divisions.
Agroecological Studies Unit (ASU)
ASU was created in 1992 and is located within RCMD. It develops and
maintains databaseson agroclimatic, soil, topographic and socioeconomicconditions in
Africa, provides geographic information system (GIS) services to IITA programmes and,
in an informal network with 14 countries, to NARS. Studies on weather-related
production risks have been carried out and a computerized atlas, Agroclimatology in
AjFica, has been developed which provides climate, soil, vegetation, demographic and
crop suitability information. Growing-period models have been used to define geographic
research recommendationdomains. The resource information system (RIS), a PC-based
GIS developed in the Unit, provides information on regional environmental differences
for targeting technology.

The Unit has acquired ARC-INFO, a GIS software mostly preferred in the
CGIAR centres. This will enable interlinkages and collaboration with other centres and
the efficient integration of more databases,including those from remote sensing, as they
become available. The Unit has acquired some remote sensing capabilities.
The Panel believes that GIS capabilities are essential for the strategic support of
IITA’s ecoregional and biodiversity conservation research responsibilities. It encourages
the Unit to maintain its activities at the state-of-the-art level in this rapidly evolving
research field and to establish very close working relationships with other IARCs and
international development agenciessuch as FAO and UNEP.
Postharvest Engineering Unit (PEU)
PEU is appropriately located in RCMD under the present arrangements. Corefunding supports the head of the Unit while his principal assistantis supported by a grant
from SasakawaGlobal 2000.
Postharvesttechnology (sensu lam) is a widely dispersedactivity at IITA. This
unit is exclusively concerned with developing small to medium-scaleequipment covering
a wide range of functions and capable of use by small farmers and village communities.
The objective wherever possible is for a single piece of equipment to be multi-functional.
Some 50 items of equipment have been designedand made and about half of them are
currently in small-scale commercial production.
The work is being undertaken with much ingenuity and the enthusiasmof the
staff is infectious.
In the perception of the Panel, linkage between this unit and CID is poor. IITA
should consider how to improve this situation.

2.6.

Overall Assessment

The research activities which are at the heart of IITA possibly cover a wider
range than those of any other centre within the CGIAR System. An overview necessarily
has to take this complexity into account.
Historically, IITA has achieved its most conspicuous successesin two principal
areas: biological control of major insect pests and the genetic improvement of key crops
in its mandate, resulting in the distrib,ution throughout the region of planting material with
better diseaseand pest resistance, improved yield potential with greater stability of
performance over environments and better quality for the end user.
It is, of course, disappointing to record that the period of review was not a
happy one for that broad sweep of IITA’s work which is now contained within RCMD.
Because of the complex nature of this activity the demonstration of a tangible and

transferable product will always be more difficult. Problems of sustainability are
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addressedmore evidently in this Division than in the other two and the degree to which
success can be attained is more constrained by political and macro-economic factors. The
work of RCMD has clearly suffered from problems of leadership, high turnover of key

staff and ensuing demoralization in the recent past. Happily, the new leadership is
instilling a new spirit of teamwork and is formulating revised research programmes which
are better focused to fulfil IITA’s ecoregional mandatesin crop managementresearch.
The development of the principal site for work on the Humid Forest Programme (HFP) at
Mbalmayo in Cameroon has been a major achievementof the review period, while
continued characterization of the various componentsof the Moist SavannaZone has
assistedprogress towards achieving the targets of the Medium-Term Plan, 1994-98
(MTP). It is against the major reformulation of the research programme rather than
research results over the period of the review that this Division must now be judged.
The other two newly created research divisions, CID and PHMD, are also
under leaders who have relatively little previous experience of larger-scale research
management. In the case of PHMD (and RCMD), this managementhas to be conducted
from a base in a neighbouring country, away from headquarters. Problems arising from
the implementation of a policy of decentralization are discussedat length elsewhere in this
report. Nevertheless, there is generally clear and incisive divisional direction of the
researchprogrammes which is, in most cases, being well received’by the scientists.
Individual research scientists at IITA now feel that their voice is heard in the formulation
of research projects and that they are involved in shaping research policy.
For some of the mandatecrops handled by CID, emphasisis shifting from the
Humid Forest to the Moist SavannaZone, notably in the case of cassava, maize and yam
becausethe crops are in reality moving in that direction and the potential for maize
production, in particular, is greater in the SavannaZone. The Panel is generally
supportive of this trend. However, the Panel believes that the scale of CID activity in the
Humid Forest Zone is less than optimal, particularly in relation to cassavain Central
Africa. The situation needs reviewing again to see how this effort may be increased.
The plantain/bananawork has its base in the forest zone production systemsand the work
on these crops is proving transferable to the newly establishedmid-altitudes location at
ESARC in Uganda. Cowpeas are pre-eminently a crop of the drier savannabut some
attention has been given to meeting the requirements listed in the MTP for the more
humid cultivation zones. The Panel has drawn attention to its belief that soybeanis, at
the present time, an under-researchedcrop at IITA.
The structural changeswhich have taken place in PHMD are viewed very
positively by the Panel. There is now better communication between scientists sharing a
common discipline and an improved awarenessof the advantagesof interdivisional
collaboration. At the main base of the Division in Cotonou, the prevailing team spirit is
very encouraging. PHMD has also retained sufficient flexibility to cope with unpredicted
but urgent pest problems as they have arisen. The Division has a good balance of
disciplines, except for a deficiency in phytopathology. As an outstanding base for the
development of IPM strategiesin Africa, IITA is well poised, through the work in
PHMD, to respond to future threats from pests and diseasesto the food supply of
resource-poor farmers.
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Most of the scientists at II’TA are content with the new divisional groupings and
there is much to be said in favour of grouping those of a similar discipline together,
provided that an effective matrix ensuresinterdisciplinary collaboration. Interdivisional
collaboration at IITA is patchy and is not helped by the geographical separationof the
respective heads of these Divisions. For this reason, the informal working groups which
have been establishedin a “bottom-u,p”manner are to be commended, that for Striga
researchbeing particularly noteworthy. The evolution of a system which fosters
interdisciplinary research within the ‘Centreis probably the greatest challenge in scientific
managementfacing IITA over the next review period.
The Panel has some concerns over the balance struck between projects which
are specially funded and those on core budget. This issue is considered in more detail in
Chapter 4.3.1. Approximate allocati.onof resource as indicated by senior staff years
(SSY) in the projects defined for commencementin 1996 show that the Centre is making
the allocation in a reasonablybalanced manner. Humid Forest and Moist SavannaZones
will each receive approximately one third of the allocation, with Dry Savannahaving one
fifth. Zonally neutral projects also account for approximately one fifth.
The overall record of publication in scientific journals has improved over the
period of review and does not give serious cause for concern, bearing in mind the
extremely broad remit of much of the work and the necessity to cope with the immense
and practical problems of deficient agricultural production in the region. The quality of
the scientific work is uneven, as might be expected in such a wide-ranging institute, but
mostly sound. Some projects (e.g. plantain/bananaimprovement) are breaking new
scientific ground and making a very Ipracticalcontribution. The Panel concludes that, in
general, IITA is well served by its research scientists and their supporting units who are
concerned to make an impact and it commends them for their dedication.

CHAPTER 3 - INTERNATIONAL

3.1.

COOPERATION

Introduction

The International Cooperation Division is responsiblefor the design and
managementof mechanismsfor improving and strengtheningcollaborative research and
training activities between IITA and the NARS. The NARS in IITA’s mandatearea are
characterizedby a high degree of diversity in respect of structure, size, population,
agroecologiesand, more importantly, institutional maturity. A mechanismof
collaboration that will work well with a strong NARS, possessinga sizeable number of
well-trained scientists may not be ideal for collaborating with a relatively weak NARS
with a few trained staff and limited research facilities. IITA, over time, has therefore
sought different ways of collaboration with the different NARS in the region.
The main mechanismsused by IITA for this purpose are the special projects
(and the associatedResident Scientist Scheme); ResearchLiaison Scientists (RLS)
scheme; research networks; training, and a variety of individual contacts. They are
described and assessedin the following sections.

3.2.

Cooperation with National Programmes

3.2.1.

Special Projects and the Resident Scientist Scheme

3.2.1.1.

Overview

Special projects have small in-country resident scientist teams working on
adaptive research within individual NARS. The team of scientists is utilized in building
national capabilities for adaptive researchto addresspressing research issues, produce
improved technologiesand ensure feedback of scientific data to the core research
programmes of IITA. This mechanismis best used (according to the first Medium-Term
Plan of 1989-93) in countries where NARS are in early stagesof development and where
IITA technologiescould be used to solve problems using adaptive research methods; or in
those countries where NARS are moving to an intermediate stage of development, but
where IITA has a long history of cooperation and which can serve as a relay in the
disseminationof technologiesto weaker neighbouring NARS. The resident team could
help also to solve researchproblems of an applied nature.
3.2.1.2.

Achievements

The resident scientist teams approach has been used in institution-building in the
following projects:

78
National Cereals Research and Extension, Cameroon (1980-94)
The goal of the project was to increase food production and maintain
Cameroon’s food self-sufficiency and security through the development of institutional
capacity to generate high-quality research on cereals (maize, rice, sorghum and millet)
and improve research.and extension linkages with farmers. Technology developed at
IITA in maize and rice was tested for possible adoption.
The project enhancedthe NARS capacity to conduct on-farm research to
determine research priorities and to prepare strategic pl&s for agricultural research. In
crop improvement, a number of improved varieties of maize for the highlands, midaltitude and lowlands were released. Four high-yielding varieties of rice were released
for general cultivation. The rate of adoption of the NCRE-released maize varieties is
considered to be “high”. The project also contributed to human resources development
for agricultural research by training scientists to the following levels of qualification 11
Ph.D., 29 M.Sc., and 4 B.Sc. In ad.dition, over 105 Cameroonianswere sent abroad for
short-term, non-degreecourses, and lover 1000 Camerooniansparticipated in locally
organized courses.
Ghana Grains Development Project (1985-95)
The goal of the Project was to improve maize and legume production in Ghana.
IITA was subcontractedby CIMMYT to implement the grain legume component . Initial
efforts were on training of staff in on.-farm research methods and development of
improved and relevant production practices. Later the project emphasizedintercropping
systemsand improving research-extensioncollaboration. The project developed six
superior varieties of cowpea and four of soybeanand strengthenedlegume research in the
fields of entomology and breeding. The legume research team now has 5 Ph.D. and 25
M.Sc. staff members and over 6,000 extension workers who have received training on
legume production.
National Root and Tuber Crops Improvement Project, Ghana (1989-93)
The objectives of the Project were to introduce high-yielding, disease-and pesttolerant clones of cassava, develop improved technologiesfor production, use biocontrol
methods for major pests of cassava; train NARS in root crop production techniques, and
to develop improved postharvest technologiesfor processing, particularly for cassava.
The Project introduced IITA cassavamaterials in clonal and seed forms. Four
of the clones introduced have been releasedfollowing their demonstratedsuperiority in
yield, resistanceto diseasesand pests, and acceptancein terms of food quality by people.
Nine staff were trained in different areas of root crop production, 30 in biocontrol
techniques, and over 900 extension officers and farmers in the minisett technique for
producing seed yam. Local germplasm of cassava,yam, sweet potato and cocoyam was
collected from IITA and is now being maintained at the Crops ResearchInstitute,
Kumasi.
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Project to Strengthen National/Regional Economic Capacity in East, Central and
Southern Africa
The objective of the Project was to reinforce socioeconomiccapacity of the
national root crops research programmes to increase the performance production systems
with root crops. This Project started operations in October 1993 in Rwanda, but had to
be terminated following the outbreak of civil war in April 1994. It has now been
relocated in Malawi. However, becauseof shortageof funds, the project will end in May
1995.
SADC Cowpea Research Project, Mozambique (1990-94)
The objectives of the Project were to develop high-yielding cowpea varieties,
develop improved production practices and strengthen NARS by training and networking.
The project had extensive logistical and administrative problems causedby operating in
Mozambique.
The Project defined cowpea agroecologiesin the region. It evaluated over 700
cowpea accessionsfrom IITA, out of which 10 were identified and distributed to NARS
in the region. Through the project, over 100 NARS scientists and.technicians received
training at IITA and in-country. The project was closed in 1994 owing to unresolved
difficulties, but may be restarted in 1996.
Special Projects with a Wide Geographic Coverage
These are establishedthrough formal agreementbetween IITA and a donor to
work on projects of wide geographical application. Such projects provide material and
information in support of several national and regional programmes. Two such projects
were executed by IITA during the period under review. They were:
0

On-Farm Adaptive ResearchProject for cassava,yam, maize, rice, cowpea and
soybeanin tropical Africa was funded by EEC. The overall objective of the
Project was to improve the productivity of the resource-poor small farmers of
West and Central Africa. A workplan and cost estimateswere developed by
four crop-basedworking groups and approved by the Steering Committee. The
workplan encompassedfarmer-managedvariety trials. These activities,
implemented by the participating NARS, were monitored and reports were
made available to the executing agencies. At the end of each year, a
monitoring team communicated its findings and recommendationsto the
appropriate NARS. Guidelines were developed for project preparation and
forwarded to all the participating NARS. A ResearchCommittee has now been
appointed to review and make recommendationson the proposals that have been
submitted by the NARS.

0

Regional ResearchProject on Maize and Cassavawas funded by France and the
CGIAR. An external evaluation of the first phase of the project conducted in
March 1995 found that, in most cases, the project correspondedwith NARS’
research priorities, and that it had contributed to progress in national research
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on the two crops. Despite the fact that most of the research activities began
later than planned, mainly due to delays in receiving equipment, they did
however contribute to an increase in knowledge in the following areas:
collection of ecotypes; variety improvement for local adaptation and regional
evaluation of selectedvarieties; agronomy of cropping systems; postharvest
activities; collection and evaluation of local cassavagermplasm; and use of
maize and cassavain human foods and animal feeds.
3.2.1.3

Assessment

The Resident Scientist Schlemehas been an effective vehicle for improving the
research capabilities of NARS and for training and technology transfer. It depends
however on availability of special project funding. The scientists hired and assignedto
the teams are not part of the IITA core staff. The Third EPR argued strongly against
this, as the staff were regarded as not belonging to IITA and contributed little to IITA’s
core activities. IITA Board has come out against the Institute being involved in large
institutional-building projects. However, projects involving a small number of scientists
will still be accepted. The Panel agrees with this strategy.

3.2.2.

Research Liaison Scientist Scheme

3.2.2.1. Overview
The RLS Schemewas designedto link NARS priorities to IITA research and
training programmes and thereby foster a “holistic, cost-effective and demand-pulled
responseto NARS ’“. The Schemeachievescollaboration through, among other things:
0

helping to deepenunderstandingand broaden knowledge at IITA of the NARS
in the region;. their ecologies, organizational structures, resources, research and
training programmes

0

reinforcing NARS commodity improvement research on their key food crops
through collaborative testing of germplasm generatedat IARCs

0

facilitating IITA’s activities in each NARS and assisting IITA colleaguesto
focus on the most pressing problems in a holistic approach, to avoid
fragmentation

l

encouraging and assisting NARS to adopt and use a farming systems orientation
in crop and resource managementresearch

1

Suh, J.B. et
1992. Mechanisms for collaborating and strengthening NARS in sub-Saharan
Africa. The Research Liaison Scientist, in Developing Appropriate Strategies and Organizations
for Agricultural Research in Sma.ll Countries, ISNAR, 1992
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assisting the NARS to strengthenlinkages between their agricultural research
and extension services, in order to promote more effective use of research
information.

0

The Schemewas launched with the RLS being located “in carefully selected
host countries on the basis of agroecologies,logistics and absorptive capacities for IITA
technologies”(Suh et al.)‘. C&e d’Ivoire, Ghana, Benin and Congo were chosen as host
countries for West and Central Africa, representing the moist savanna(Bouake), forest
savannatransition (Kumasi); coastal savanna(Cotonou) and the humid forest (Brazzaville)
ecologies respectively. The RLS are expected to carry out liaison activities in the
neighbouring five to seven countries. The humid forest assignmentwas closed in 1993,
owing to financial and political difficulties.
3.2.2.2. Assessment
In the Panel’s view, the RLS Schemeon which IITA pinned most of its hopes
for accelerating collaborative research activities with NARS appearsnot to have
performed well - mainly becausethe mechanicsof its funding and operations did not
match its laudable goals. (This poor performance should not therefore be blamed on the
incumbents.) More specifically, the reasonsfor an uneven performance ranged among
financial resourcesnot being available to back up the activities; lack of support from
research programmes at IITA headquartersin some instances; poor communication
facilities in the region; and more importantly, in some countries, political upheavals.
However, generalizationsacross countries cannot capture the unique circumstance of each
particular NARS-RLS relationship; and furthermore, these circumstanceschanged over
time. On many occasions, the RLS did a commendablejob, including arranging for
NARS scientists to participate in courses, seminars, workshops, etc. However, the RLS
have had little or no impact in other countries where they had “liaison duties”. Even.
after more than two years since the Schemewas reviewed and relaunched in 1992, the
RLS have not always been able to visit and initiate collaborative activities in the countries
to which they are “assigned”.
The last EPR noted strong misgivings about the likely effectiveness of this
Schemeas a facilitating system for collaborative research activities. It noted that one
scientist, who had been placed in a NARS with limited financial resources and expected
to effect collaborative relations not only within the host NARS but also several with other
neighbouring NARS, in an area with poor communication, lacking sufficient institutional
support from IITA, could not be expected to succeed. The Panel concurs with this
observation and wishes IITA had done so too, in 1990, when it was first put forward.
Despite this, the Panel believes the Scheme, with suitable adjustments, could be of use in
particular circumstancesand for a more limited initiatives - and suggests that a few RLS
positions could be redeployed for strengtheningcollaboration with NARS (see
Section 4.2.7.).

1

Op. cit.
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3.2.3.

Networks

3.2.3.1.

Overview
There are three basic types of networks as defined by SPAAR:
Information exchangenetwlorks- to organize and facilitate exchangeof ideas
and methodologiesand report on the results of current research
Scientific coordination/consultative networks - to enable country-country or
participant-participant focus on common priority research areas initiated and
implemented independentlyby the participating institutions. These networks
hold regular meetings which provide additional means of information exchange
on research as “information” networks above;
collaborative research networks - to enablejoint intercountry planning and
monitoring of research on problems of common concern to countries within a
region.

Currently, IITA has been associatedwith the following collaborative research
networks, and provides a variety of management,coordination and technical support, in
varying degrees, to the collaborating :NARS:

(10)

Semi-Arid Food Grain Researchand Development (SAFGRAD) phase II, for
cowpea (RENACO); funding ended in 1993 and resumed for one year in 1995.
West and Central Africa SAFGRAD Maize Collaborative ResearchNetwork
ran to mid-1993 and becamethe West and Central Africa Maize Research
Network (WECAMAN) in late 1994, with funding for 1994-96.
East and Southern Africa Root Crops ResearchNetwork (ESARRN) ran to late
1993 and then split to form networks 4 and 5 below.
East African Root Crops ResearchNetwork (EARRNET).
Southern African Roots Crops ResearchNetwork (SARRNET).
Alley Farming Network for Tropical Africa (AFNETA).
Soil and Plant Analytical Laboratories Network for Africa (SPALNA).
Collaborative Group on Maize-BasedSystemsResearch(COMBS).
Collaborative Group for Root and Tuber Improvement SystemsResearch
(CORTIS).
Collaborative Study of Cassavain Africa (COSCA).

3.2.3.2.

Achievements

(1)
(2)

(3)
(4)
(5)
(6)

(7)
(8)
(9)

The SAFGRAD commodity networks were externally evaluated in 1993l; the
evaluation was very positive for maize:and cowpea. The networks had substantial impact

1

See Impact Assessment of the SAFGRAD Commodity Network USAID/AFR/ARTS/FARA/OICD
OAU/STRC/SAFGRAD. J.H. Saunders, Taye Bezuneh and
Alan C. Schroeder
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on research on maize and cowpea in West Africa. It was estimated that the internal
return to investment in public research through these networks was of the order of 73%.
The networks had facilitated diffusion of new cultivars, and to a lesser extent, of
improved agronomic technologiesassociatedwith the new cultivars of maize and cowpea.
Even though the original SAFGRAD Project was terminated in 1993, the encouraging
performance of the RENACO and WECAMAN networks, enable their lives to be
extended.
The other networks which have been externally evaluated in the recent past are
EARRNET and AFNETA. EARRNET (a successorto ESARRN in East Africa) was
evaluated in November 1994, and received a positive assessment.’The review found
that the network was effective in addressingissuesand constraints to development of
high-yielding cultivars. It developed methodologiesfor the generation of improved
varieties, including basic seed and planting materials; facilitated the strengtheningof
human resource capacities in the programmes of the participating NARS, in the areas of
root crops research and biological control in pest managementand facilitated ready
exchangeof germplasm varieties and research information among the NARS. It had also
encouragedon-farm and farmer-participatory research, thus generating greater relevance
of research and slowly providing adoption and impact indicators.
The network’s leadership was praised for being responsive to donor efforts to
give greater emphasisto technology adoption and impact potentials in relation to policy
decisions in the region.
ESARRN, the predecessorof EARRNET and SARRNET, was reviewed in
1992.* The report concluded that direct and in-kind project inputs, such as technical
assistance,training and network co-ordination, had been delivered successfully and had
contributed towards the stated project outputs. Operational support to NARS for regional
research had been provided by IITA through the collaborative regional research projects.
The NARS had also contributed to the projects in the form of staff time, research
facilities and other logistical support.
Technical assistanceand technical training provided by IITA were found to be
effective and had contributed greatly to strengtheningon-farm research of the cooperating
NARS root-crops programmes. The overall performance and impact of the network was
such that the network had generatedstrong interest among farmers to obtain improved
materials, and had encouragedadoption of rapid multiplication and the roguing and
selection of planting materials. Yield estimatesindicated that improved varieties of
cassavaand sweet potato, used with improved managementtechniques, had considerably
out-yielded varieties used with traditional managementtechniques. The evaluation report
summary concluded that “the project generatedenough benefits to justify its costs, that
the potential for measurablefarm level impact and genuine progress towards meeting food
I

(see Phase II Evaluation of East African Networks funded by USAID - for USAIDIGIEGIAFS
IARC, Washington, D.C.) Oct. 23-Nov. 12, 1994. Review and Report by James C. Sentz,
University of Minnesota, January 1995).

2

(See IITA/ESARRN

End of Project Review, Jan. 1992)
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security needs in the region were good, and future support to the network should
continue”. 1
AFNETA was also reviewed in 1992.* The evaluator found that “the network
had encouragedNARS to conduct work on-farm and develop linkages with NGOs and
other extension agencies, thus serving a pioneering role, and concluded that the network
had largely been successfulin developing strong institutional linkages between’IARCs,
NARS, donors, external institutions and extension organizations.
Elsewhere in this report we have referred to the performance of COSCA (see
Section 7.1.2.), of which it has been said that it “undoubtedly constitutes one of the best
commodity studies implemented in A.frica to date”.
3.2.3.3.

Assessment

The reports cited above indicate that the networks have been considered by
other evaluators to be a useful vehicle for sustaining collaboration between IITA and the
participating NARS. That is also reflected in the responseto the survey questionnaire sent
to collaborators (Appendix IV). IITA. has also found networks to be a valuable means for
receiving feedback, for setting researchpriorities, and for making improved technologies
available to the participating NARS for further testing and adaptation in specific
agroecologies. They thus enable 1IT.A and the NARS to respond to the concern that
technologiesincreasingly need to be (developedwithin the region. Given the diversity of
production environments even at subregional and national levels, technologiestargeted to
specific niches need to be tested at thle national and subnational levels; and this targeting
and local testing is facilitated by network activities.
The Panel commends IITA for the part it has played in successfully promoting
networks as vehicles for partnership *with NARS. However, the Panel also notes that
some of them have been running for a long time. AFNETA is a network which is now in
its sixth year of operation and has nolt yet provided evidence that alley farming technology
is being acceptedby the small-scalefarmers. The work which led to this network was
undertaken by IITA more than 16 years ago. The last evaluation report, quoted above,
observed that alley farming is unlikely to be a solution for the millions of small farmers
of sub-SaharanAfrica, and that the prospects for its adoption are conditioned by cultural
and biophysical zones. Unfortunateby, the network participants continue to discuss
network procedures and seem not to ‘be adequatelyaddressingthe research agenda
envisagedin the original project proposal. In the proposed Phase II, emphasis is placed
in technology transfer through farmer-participatory approaches.
IITA has recognized this need to focus on both process and output and recently
reviewed its policy with regard to the networks. The Panel supports the conclusion that
1

2

Op tit, p.v.

see CIDAODRCXFAD
Tropical

Africa

Third Year Evaluation Report of the Alley Farming Network for

- AFNETA,

IIT,

Aug.

1992,

p. 4-5
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IITA “devolve the responsibility for managing networks to national institutions as soon as
they have the capacity and willingness to assumeit”. Regional bodies like SACCAR and
ASARECA, in Southern Africa and East and Central Africa, respectively, have been set
up and there are prospects of West and Central Africa having a regional body following
the withdrawal of France from CORAF (Conference des responsablesde recherche
agronomique africains). The Panel seesthis as an opportunity for IITA to initiate the
devolution of its responsibilities of running the networks to NARS. In addition, in the
Panel’s view, there is need to integrate more closely these IITA-supported networks with
the Centre’s other research and training activities.
In the light of the above, the Panel believes that recent review of IITA and its
collaboration with NARS in respect of networks did not go far enough.
Recommendation:
The Panel recommends that IITA review its policies and strategies relating to
networks to ensure that these are adequately integrated with, and receive support
from, the Centre’s research and training programmes.

3.3.

Training

3.3.1.

Introduction

In sub-SaharanAfrican countries, increasing agricultural productivity is crucial
to development process and institutions devoted to agricultural research and development
have a vital role to play. The technologiesgeneratedin these institutions need to be
adapted and adopted by the small-scalefarmers who are the dominant group in agriculture
in these countries, in order that they may increase their agricultural production.
Unfortunately, the region has a critical shortage of trained agricultural scientists and
technicians who need to work with the farmers to adopt improved technologies. IITA’s
Training Programme’s main objective is to strengthen the capacities of national
agricultural research systemsto conduct the research and training regarded as essential to
their own agricultural development. To this end, IITA, during the last 27 years, has
provided training to over 8,000 research and extension staff - approximately 2,400 of
whom were trained during the period under review.
The last EPR had made a series of suggestionsabout how the Training
Programme could become more effective in serving the NARS in SSA. It called for,
inter alia, giving emphasis to people involved in adaptive research; in individual research
training, emphasis on African postgraduatefellows; and a deliberate effort to increase the
number of African women trainees at all levels. It further suggestedthat IITA utilize the
RRPMC to train more French-speakingtechnicians at the University Centre of Dschang
in Cameroon. Due to administrative problems within the institution and the country,
training planned in collaboration with University of Dschang under RRPMC funding was
reluctantly transferred to Cotonou, Benin.
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The Strategic Plan (1989-2000) commits IITA to:
0
0
‘0
0

.

devote more core funds to training’than before 1
decentralize group training to national institutions
shift emphasisat Ibadan from group training to’individual research training; and
increase the proportion of African women participants at all levels.

In order to implement the Strategic Plan and to respond effectively to the
suggestionsof,the last EPR, IITA set up, in November 1991, an internal review panel on
training. The panel’drew members from NARS, one IARC (ISNAR), the IITA BoT, and
the Centre itself. Its main recommendationswere:
A.

Individual Training

‘1.

Specialized training should be given greater emphasis.

2.

The Training Programme should ,mke full responsibility for the managementof
this type of training as for the other types.

B.

Graduate Research Fellowships

1.

IITA should strive to train scientists of the highest calibre.

2.

The trainees’dissertation topics should be within the advising scientist’s area of
expertise and be an integral part of the adviser’s programme.

3.

Training Programme should.provide an annual course for research fellows that
will help them to be better researchers.

4.

Training Programme should assist with finding accommodationfor the Graduate
Research fellows.

C.

Group Training

1.

IITA should develop a more systematic approach to determine NARS training
needs and priorities.

2.

IITA research and training programmes should cooperate in developing
effective meansof assessingNARS priorities for both research and training.

3.

Current courses should be disaggregatedand reformulated into courses either on
research skills for researchers(on-campuscourses) or crop production and
technology transfer skills (off-campus).

There were also other recommendationson production of Training Materials,
Monitoring and Assessmentof Training at IITA, Training Women at IITA and InterCentre Collaboration. Thus, this Internal Review gave the Training Programme a big
inspiration by reinforcing the suggestionsof the EPR, as well as the Strategic Plan.
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3.3.2.

Activities

3.3.2.1.

Types of Courses

and Achievements

The Training Programme runs three types of programmes:
0

The Graduate Research Fellowship Programme, intended for M.Sc. and Ph.D.
candidates. Individual research scientists studying for a higher degree are
selected for fellowships on the basis of their outstanding performance.
Participants may be funded from IITA core or non-core funds or be self-funded

0

Non-degree participants (ResearchTraining Associates): they receive
specialized and individualized training to improve their professional proficiency,
but are not working for a higher university degree
Group training: as the name indicates, short courses involve working scientists
and technicians and generally last between one and four weeks.

During the period under review, the group courses offered by the Training
Programme included, among other subject areas, the following:
0
0
0

l
0
0
0
0
0
0
0
0

Advanced Soils and Plant Analysis
Alley Farming
Biological Control of Insect pests
Computer Application of MSTATC Statistical Package
Cowpea and Soybean Research Technology Transfer
Farmer-Participatory Research Methods
Laboratory Equipment Maintenance
Maize Research and Technology Transfer
Plantain Research and Technology Transfer
Postharvest Research and Technology Development
Root Crops Research and Technology Transfer
Training and Communications Skills for Researchersand Extensionists.

During the same period, a total of 30 course planning meetings and workshops
were held. Of the 115 group training courses, 64 were conducted at Ibadan (53) and
Cotonou (1 l), while the rest were off-campus. The number of regional courses involving
other CGIAR centres has steadily gone up, indicating an increase in inter-centre
collaboration in the area of training. IITA, along with ICRAF and WARDA, initiated an
annual meeting of the CGIAR training officers - consequently the Training Programme
has worked closely with the other CGIAR centres on initiatives to share resources and
strengthen the NARS without duplicating their efforts. As a further demonstration of this
inter-centre collaboration, IITA and ILCA (now ILRI) have taken steps to integrate their
training activities, while leaving the door open for the other CGIAR centres to join them.

3.3.2.2. Participant Statistics
Since 1990, nearly 2,400 scientists and technicians have participated in training
and professional advancementprogrammes of IITA. Of them, 119 were for Ph.D.
studentsand 95 M.Sc. students. Non-degree courses were attended by 90 participants,
while the group training courses covered over 2,000 participants. Most of the
participants originated from the mandatearea of IITA, with only 5% coming from
countries outside of Africa. The number of women graduate studentshas increased
appreciably. At the time of the last EPR, women who started graduate research
constituted 22% of the Ph.D. studentsand 23% of the M.Sc. studentsamong all trainees.
In 1990, 1991, 1992, 1993 and 1994, the percentageof women offered fellowships for
Ph.D. and M.Sc. studies was 18, 23, 29, 36 and 16, respectively. The low figure for
1994 reflects the fact that IITA could not award any new Graduate ResearchFellowships
from core funds in 1994 due to budget restrictions. The number of African women
graduate studentsis also impressive (34 in 1994 and 31 in 1995). This increase in African
women graduate studentsis not matched in the group training courses, where the
proportion of women has remained low (13 %). There is no information on the courses
which the 13% of women participants attended. Although IITA gives preference to
women, the low number of women taking part in the group training course reflects the
actual pool of women in agricultural research and the relatively low number of
nominations by NARS.
3.3.2.3.

Training Materials

The Training programme amdthe collaborating NARS have produced training
materials to support the decentralizedcourses. A large proportion of the planned
numbers of IITA ResearchGuides have been prepared and others are at an advanced
stage of editing. These Guides are used by both researchersand trainers, and are
provided to the national programme partners to help provide training of a high quality.
The Training Programme has also provided consultancies to national
programmes on the preparation of training materials. To help improve the relevance of
the courses to the national programmes and trainees, the Monitoring and Evaluation
Unit asks all participants at the end of each course for their evaluation of the course
objectives, design, relevance, quality of instructions and planning and managementof the
course. The feedback helps the course planners to improve the courses.

3.3.3.

Assessment

The close collaboration between the Training Programme and the Research
Programmes is elaborated through the Technical Training Committee which meets
quarterly to review and plan training activities. This ensuresa well-programmed scheme
for training at all levels. This internal partnership is a prerequisite for ensuring that
quality training is imparted. The Tra.ining Programme in many instancessurpassedthe
targets establishedin the first MTP ( 1989-93). The MTP provided for 30 graduate
researcherson core funds and 70 non-core funds and self-funded; the actual annual
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average was maintained at 33 for core, and 82 for non-core and self-funded. As an
indication of the Centre’s concern for gender in its graduate training, the number of
women trainees has doubled in comparison with the previous five years.
Other significant developmentsregarding individual training comprised:
0

commissioning of a study of the pool of women agricultural professionals in 16
West African countries

0

securing of special funds for fellowships for East and West African agricultural
women professionals

0

improvement of the conditions of graduate research fellowships

0

exercising of flexibility in granting extensionsto research Fellows based on a
more vigorous, three-step, programme monitoring and evaluation process.

With regard to group courses, the Programme implemented the
recommendationsof the 1991 internal review undertaken in 1991 by embarking on a
vigorous decentralization of group courses. It has succeededin reorienting the Group
Training Unit towards strengthening the capacity of NARS to conduct their own
research-relatedtraining. The decision to decentralize the group courses has been
welcomed by the NARS, as it has given them an opportunity to provide resource persons
and also helps NARS prepare themselvesfor eventual assumption of full responsibility for
such training courses. The Panel commendsIITA for having moved expeditiously to
decentralize its group training courses. This is being carried out methodically, and is
being accompaniedby training of trainers and provision of ResearchGuides, among other
measures.
In order to ensure the availability of funds for the decentralized courses, IITA
has developed two proposals for special funding. Th,e Programme has provided
leadership in developing gender and end-user awareness,has helped develop skills in
gender/end-useranalysis among IITA training and research staff by hosting consultancies
on gender analysis in training materials and researchportfolio reviews for IITA scientists.
The need for trained agricultural researchersand technicians in Africa is
enormous. IITA and other CGIAR Centres have a comparative advantagein training
becauseof their involvement in agricultural research. The contribution of trained
manpower to national development of the NARS will depend on the extent to which
national governments give priority in resource allocation to agricultural research and
training. Indeed, IITA has trained over 8,000 African men and women but it has not
tracked them subsequently. The recent pilot survey questionnaire sent out to all former
IITA training participants in Ghana, Sierra Leone and Nigeria is a beginning in the effort
to collect information on impact of training. A fuller impact assessmentwill be carried
out in the next 18 months.
The need for training African women scientists and technicians cannot be overemphasized. The African woman is at the forefront of agriculture and yet national
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governments do not nominate women to take advantage of the training programmes of
IITA. Perhaps IITA should sensitize not only its staff to this, but also directors of

research and extension of the collaborating NARS. Overall, however, the Panel
concludes that the Training Programme has done a commendablejob during the review
period.

3.4.

Future .Plans for ICD

The need to strengthen the 1NARSresearch capabilities in the region is greater
today than it was before. The IARCs should increase and strengthen collaboration with
NARS to ensure that improved technologiesare taken up by small-scale farmers. It must
be recognized that the IARCs cannot solve all the problems of technology generation and
transfer. The long-term requirement lfor strengtheningresearch capacity in the region can
ultimately only be met by greatly improving the national programmes to which IITA and
other IARCs can devolve some of their roles.
The ecoregional approach to international agricultural research has been
prepared by TAC for fostering NARS-IARC collaboration. It calls for improving the
institutional arrangementsinvolving NARS and IARCs in collaborative research on
sustainability problems and integrating productivity research with national resources

managementresearch. IITA’s ecoregional initiatives provide yet another opportunity for
IITA to strengthen its collaboration with its NARS partners, to generateproductivityenhancing and environmentally sound technologies.
IITA within its ecoregional orientation has establishedresearch stations in key
agroecological zones of the region (see Sections 1.4. and 2.3 .). The benefits of
decentralization are the closenessof the researchersto the problems to be addressedand
increasedcontacts with the NARS. The regional visibility and accessibility leads to
willingness to adopt and adapt new technologiesand gives IITA more knowledge of and
potential responsivenessto, the real problems faced by the NARS. Decentralization,
therefore, has great potential in fostering collaborative, particularly on-farm, research
activities within the host NARS and those in the neighbouring countries. The Panel is
aware that the IITA managementrecognizes the potential benefits of decentralization as a
mechanismof increasing cooperation with national programmes.
Training is a continuing process and even those who have passedthrough IITA
courses may need to return for refreshiercourses, more likely as participants in the
individualized non-degreetraining. Individual training needs to be emphasizedeven more
in the future. The initiative taken by IITA to prepare funding proposals should be
pursued, to secure funds for group training courses off-campus. The performance of
IITA during the past five years in training activities and the growing inter-centre
collaboration has created the expectation that more opportunities for training will be
created. However, available projections indicate that Africa needs an additional 10,000
research scientists by the year 2000. Clearly, IITA and other IARCs cannot be expected

to fill this need, and in the long-run, IOTA must work towards reducing its role in training
by phasing out its group training activities and individual short training courses. At the
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same time, there is a need to develop a more effective training strategy in which other
IARCs and stronger NARS can participate.
Overall, the Panel notes that the International Cooperation Division must deal
with a large and heterogeneousset of activities. The Panel recognizes that the Institute’s
role in institution-strengthening will remain important in the foreseeablefuture. In view
of the new functions, including information services and public awareness,proposed to be
assignedto ICD (Section 4.2.5), the Panel foreseesa stronger institutional role for the
Division both within IITA and with its external collaborators. Hence, given the
commendableprogress made by IITA in decentralizing its training activities, the new
emerging Systemwide ecoregional initiatives/programmes within the region and the new
potential modes of partnerships with NARS, the Panel recommendsthe following:
Recommendation:
The Panel recommends that the International Cooperation Division undertake a
review of its priorities, strategies and activities, in order to respond effectively to the
emerging opportunities for increased partnership with NARS and other
collaborators.

CHAPTER 4 - GOVERNANCE AND RESEARCH MANAGEMENT

4.1.

Governance

4.1.1.

Overview of the IITA Board of Trustees

The 1990 EMR noted that the IITA Board of Trustees (BoT) had made
significant progress in improving Board processesduring recent years. This processof
beneficial change has continued. The BoT is now composedof well-qualified Trustees
who are committed to the Institute and its mission. They have developed a sound
structure of committees with well-documentedterms of reference and they continue to test
new methods of performing committee and BoT tasks. Information needs and requestsof
the BoT are met promptly by management.
Although not having defined precisely the dividing line between “policy” and
“management”decisionsper se, the BoT and the Director General (DG) appear to have
reached an implicit accommodationthat serves their respective roles in a satisfactory
manner. As the “Re-engineeredCGIAR” further evolves, the role of the BoT can be
expected to change somewhatand relationships with managementmay be modified.
Neither the BoT nor the DG has come to grips with the full implications of that
transformation - a situation no doubt shared by all of the IARCs at this early stage. In
any event, the goodwill, trust and mutual respect that currently exists between the BoT
and managementin IITA can be expectedto provide a sound basis for working out any
adjustmentsthat may be needed.

4.1.2.

Size and Composition of the Board

The BoT is authorized to have not less than nine and not more than 17
members. Four Trustees are ex-oflcio members, including the DG and three members
from the host country. The BoT whilch is currently made up of 17 members (Table 4.1.)
has made an effort to achieve regional balanceamong Trustees while maintaining the
range of disciplines required to perform its responsibilities for oversight of research
policies and programmes and of managementoperations. It continues to seek qualified
women candidates. Twenty-one percent (3 out of 14) of the present Board-selected
Trustees are women, which comparesvery favourably with other IARC Boards. In terms
of composition, the Panel believes that besideshaving experiencedbusinessmanagers, the
BoT should continue to include members who are formally trained and experiencedin
research managementin order to help guide the complex managementchallengesin IITA.
Recognizing that 17 is a large number, the BoT has periodically reviewed the
issue of whether or not one or two positions should be left unfilled, especially as a way of
economizing on BoT expenses. This issue was revisited during the December 1994
meeting attended by the Panel consultant. As in previous years, the BoT noted that IITA
is a research institute with a multicrop portfolio, operating in a region with wide
agroecological zones. To achieve the desired range of scientific and managerial
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competencies, while maintaining regional balance, a satisfactory donor/non-donor country
ratio and increasing the presence of women on the Board, a large majority of the Trustees
felt strongly that a full complement of Board members should be maintained.
The Panel shares this view. However, currently, 11 out of 17 Trustees come
from donor countries and there are only four members from African countries (Burkina
Faso, Kenya, Nigeria and Uganda). If the BoT is to fulfil its commitment to bring the
NARS and other collaborators into more effective participation in planning and executing
a comprehensiveresearch programme, the Panel suggests that the BoT (a) gives serious
consideration to achieving a more equitable balance between donor and non-donor
countries and seek to recruit well-qu,alified Trustees from collaborating institutions or (b)
develops other consultative processes. The Panel also suggests that, since IITA stations
are now hosted by several other countries, the BoT consider including one member from
another host country (besidesNigeria) without increasing the number of a-uficio
host-country representatives.

4.1.3.

Frequency of Board Meetings

The BoT meets twice a year, usually in April and December, with the
Executive Committee (EC) meeting one additional time (or more if the situation
demands). To minimize costs, the BoT has adopted the practice of polling members by
mail on urgent issues that cannot await the next regularly scheduledmeeting.
Considering the frequency of meetings, and the travel distancesand difficulties involved,
the attendancerecord has been good. Seldom have more than one or two BoT-selected
members been absent in recent years, and such absenceshave usually been due to
unexpected and uncontrollable circumstances. The BoT has a standing rule that two
successiveabsencesresult in termination of the Trustee’s membership, and the rule has
been rigorously applied, with rare exceptions being made to meet unusual circumstances.
Conscious of the need to keep costs to a minimum, the BoT has periodically
considered having one regular meeting a year, with only the EC and Programme
Committee (PC) meeting twice. Members feel that since a majority of members serve on
those two committees, any saving would be minimal and would deprive the remaining
minority of the opportunity to be as informed about IITA’s programmes and operations as
the others. Furthermore, experience in recent years indicates that the frequent demands
on the BoT generated by Strategic and Medium-Term planning exercises, the dynamic
changes taking place in the research programmes as a result, and the recurring budget
crises in the CGIAR would, in any event, have required the calling of an Extraordinary
Meeting of the BoT if only one regular meeting had been scheduledeach year.
In the light of the above, the Panel suggests that when and if, the financial
situation of the CGIAR is stabilized on a sustainablebasis,and IITA has fully
implemented a redesigned research programme and supporting managementstructure, the
BoT should reconsider the need for two full Board meetings a year.
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When the full Board meets twice a year, the need for formal interim reporting
by managementto the BoT is less than for a Board that meets only once a year.
Nevertheless, some Trustees feel that more frequent updateson significant developments
between BoT meetings would be helpful. As a minimum, the Chief Financial Officer
could provide a quarterly update on the current financial and budgetary situation to the
EC and the Audit Committee (AC). The Panel therefore suggests that the BoT should
reach agreement with managementon the scope and frequency of interim management
and financial reports to the BoT, to keep Trustees informed of significant developments
between regularly scheduledBoT meetings.

4.1.4.

Management of the Board

Board and committee meetings are well structured, the Board Docket is
complete, is convenient to use and is available in advance. Agenda items are clearly
identified as to whether a BoT decision is required or whether it is for background and
information purposes. This enablesthe Trustees to allocate their time in reading the
analysis more efficiently. BoT and committee agendasare complete, available in
advance, and observed. Meetings are orderly, systematic and engagethe active
participation of members. Trustees feel free to contribute without inhibition, and
exchangesare frank and cordial. All members, even first-time attendees,feel free to
propose initiatives or agendaitems and their interventions are given due consideration.
Committee Terms of Referenceare clear and succinct and members seem well
acquaintedwith their roles as committee members. The committees are generally of an
adequatesize and meetings focus sharply on the agendaitems. Participation is active,
widespread and lively. A problem arises from a provision in the By-Laws that requires
that each Trustee serve on at least one committee while strictly limiting the size of each
committee. As a result, when there are many new members it is sometimesrequired that
a veteran member relinquish a post to accommodatea new member, or that one or more
Trustees are assignedto a committee for which they lack appropriate background or
interest. The BoT decided during the December 1994 meeting to reconsider the
committee membership requirements, including any necessaryBy-Laws revision that
would improve use of members’qualifications and interests.
During the December 1994 meetings, the BoT reviewed the current status of its
Conflict of Interest Policy. It concluded that the present formulation in the By-Laws did
not provide sufficient guidance for Trustees. After an inconclusive discussion of possible
changes, the BoT requestedthe DG to collect examples of such policy statementsof other
IARCs from the CGIAR Secretariat and to include this subject on the agenda for the next
BoT meeting.
It.is BoT practice to evaluate the DG annually, in closed sessionwith the DG
absent. This was done in December 1994; and the BoT decided to renew the DG’s
contract for another five years. The evaluation in December 1994 was extremely
informal and unstructured. It might even be characterizedas superficial, except that it
was apparent that each Trustee had formed a firmly held and deeply felt opinion of the
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DG’s performance - which they found to be excellent, with no dissenting voice heard.
However well-merited such an appraisal might be, it is not very helpful to the DG to be
told simply that everyone thinks everything is fine. The DG is a man of perception and
much well-assimilated experience. He is consciousof the fact that no one is perfect and
he is sincerely interested in constructive feedback from the BoT on ways in which he
might improve his own performance. The BoT should try to be more helpful in this

regard.
Recommendation:
The Panel recommends that ETA Board develop and implement a more sys‘tematic
and structured process for evaluating the Director General’s performance and use
the results for making future BoT decisions on Director General contract terms and
conditions.
The BoT does not have the custom of evaluating the performance of the BoT
Chairman, as do other IARCs. Introducing an annual Chair evaluation, perhaps at
alternate meetings from the DG evaluation, would not only serve the customary purpose
for the Chairman, it would help focus the members’attention on the desired performance
criteria. This would aid both in selecting a successorand in recruiting new members with
a potential for succeedingto the Chair. Consequently, the Panel suggests that the BoT
should develop and implement a systematicprocess for annually evaluating the
performance of the BoT Chairman.
During the December 1994 meeting, the BoT decided to consider initiating a
Board self-evaluation process. One member volunteered to develop a rating system for
testing at the next meeting. This is a commendablemove and provides another indication
of the seriousnesswith which the BoT views its responsibilities and demonstratesits
determination to improve its ability to serve IITA.
Although the BoT is consciousthat its operations have a cost impact and has
taken some steps to reduce costs during periods of budget stringency, it does not
systematically review its own budget nor does it receive an annual report of its
expenditures. The IITA annual budget includes $170,000 within the “Administration”
activity for BoT expensesbut this amount does not reflect the full costs of BoT activities.
It covers only the honorarium, travel and subsistencecosts. Not included are such costs
as printing/reproduction, postageand shipping, telecommunications,operating expensesof
IITA-owned aircraft and vehicles when used for BoT activities, etc. Becauseof the size
of the BoT, the frequency of BoT meetings and the cost concerns of some donors, the
BoT needs to take exceptional steps to reassuredonors (and itself) that it is sensitive to
the need to economize. In this regard, the Panel suggests that the BoT should request the
IITA Finance Officer to provide, each year, a fuller report of BoT expenses. The report
should be reviewed by either the EC or AC, and any issues, problems or suggestionsfor
more economical operations should be recommendedto the full BoT.
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4.1 S.

Selection, Orientation and Development of Trustees

Next to the selection and separationof the DG, perhaps the most important
single responsibility of a Board is to ensure the quality of the Board itself by selecting
highly qualified candidates, making sure that they receive adequateorientation to the
Board and the Institute. Furthermore, the Board should ensure that they are given ample
opportunity to develop into productive Board members by judicious assignmentto (and
perhaps rotation between) committees, so that there will always be at hand a good pool
from which to select Board and Committee Chairs. A Board that is composed of highly
qualified persons, committed to IITA and its mission, who take their Board
responsibilities seriously, will not go far wrong. It will provide itself with strong
leadership in the Chair and judiciously allocate its time and energies to the appropriate
areas of greatest need, taking into consideration the circumstancesof the moment.
The principal responsibility for this lies with the NC. The NC consists of four
members, elected by the BoT, one of whom is selectedby the BoT as Chairperson. The
NC is responsible for recommending to the BoT nominations for new Trustees, their
nomination for second terms, members of BoT committees, the Chairperson of the NC,
and candidatesfor BoT Chair and Vice Chair. The DG and BoT Chairperson are not
members of NC, but usually attend meetings of the NC as non-voting participants.
The NC has developed a good inventory of qualified candidates, and makes a
systematic effort to match BoT needs for disciplines and fields of expertise with candidate
qualifications. Recent unexpectedresignations from the BoT, combined with normal
turnover, resulted in the need for six new Trustees in 1994, twice the normal expected
intake. The NC was neverthelessable to recommend at least two qualified candidatesfor
each vacancy, while maintaining regional balance and female representation. Recognizing
that six new members in 1994 would mean six vacanciesagain in the year 2000, the NC
obtained BoT approval for developing a proposal for selectively altering second-term
periods to achieve a more even flow of vacancies.
While the selection of candidatesis handled expeditiously, nominations for
committee assignments(and thus, to some extent, the development of Trustees) is
constrained by the requirement in the By-Laws governing the size of the various
committees. Placement of new Trustees, and judicious rotation between committees is
thereby hampered. Recognizing the problem, compoundedby the unusually large intake
in 1994, the NC obtained the concurrence of the BoT to develop proposed amendmentsto
the By-Laws, for consideration at the next BoT meeting, that would provide more
flexibility in committee assignments.
The responsibility for the orientation of new Trustees has not been assignedto
the NC or to any other committee or officer of the BoT. In the past, the DG has offered
an orientation programme to new members that introduced them to IITA, its facilities and
its research programmes, and has supplied a compilation of materials in the form of a
BoT Handbook. During the December 1994 meeting, the Chairman hosted the new
members at a dinner during which the recent history of the BoT and IITA were reviewed.
While these efforts were appreciatedby the new members, there remains a felt need
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‘(expressedby some older as well as new members) for an added dimension to the
orientation process. New Trustees should have an opportunity for a more extensive
introduction to the modus operandi of the Board itself. This should include the rights and
responsibilities of the Trustee (including fiduciary responsibilities), the key decisions that
will be on the BoT’s agenda for the t.hreeyears of the member’s first term, the BoT’s
conflict of interest policy, and the opportunities for committee assignmentsand Board
experience. Given the importance of orientation to the performance of the new Trustees,
the Panel suggests that the responsibility for arranging a comprehensiveorientation for
new Trustees should be explicitly assignedto a committee (e.g. the NC or EC) or to an
officer of the BoT (e.g. the Vice Chairman).

4.1 A.

,ResearchPolicy and Programme Oversight

While the BoT’s responsibility for oversight of IITA’s research polices and
programmes is shared by all Trustees:,the principal responsibility is delegatedto the PC.
The PC consists of not more than nine members, one of whom is elected by the PC
members as the Chairman. It advises the BoT on all matters relating to research plans,
programmes policies and budgets. It monitors researchprogrammes for quality and
conformity with IITA’s approved Strategic and Medium-Term Plans.
The 1990 EMR recommendedthat BoT “make every effort to interact
informally” wiih scientists and other senior staff to “improve their understandingof the
Institute’s work”. This recommendationhas been partially implemented by the current
BoT and PC, and additional efforts arle needed. This could include mechanismsfor
sampling opinions of a cross-sectionof the IITA community. Visits to outstations, as
well as informal get-togethersand PC structured meetings with research programme
leaders, have provided opportunities for members to gain useful insights into research
problems and prospects.
In recent years the PC Programme Review meetings with senior staff consisted
largely of presentationson the status of research, training and international cooperation
activities. This format provided a useful opportunity for informing PC members about
the current status of a wide range of programme activities but was time-consuming and
afforded little chance for detailed or extensive interaction between PC members and
programme staff. During the December 1994 meeting, the PC experimented with a
variation on this customary format. A.fter a half-day sessiondealing with the more
routine committee matters, the PC divided into three “Concurrent Groups” to meet
separately with senior staff to explore selectedtopics in depth. This experience was
viewed favourably by senior staff as well as by participating PC members, and should
form the basic strategy for PC/staff interaction in the future. It provides a sounder basis
for the PC to deal with issues relating to the quality of science in IITA.
The Panel is aware that the current practice is to carry out an internal review of
one division each year. Thus, over a five-year period, all IITA activities are reviewed
(see Section 4.3.4.).

If the CGIAR thrust towards more reliance on internally-managed

external reviews continues to be emphasized,the PC (on behalf of the full BoT) may need
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to reconsider its relatively passive role in the current external review process.
Anticipating the future need to revise the current Medium-Term Plan (and, indeed,
eventually to revisit the Strategic Plan), the PC might well begin with a planned series of
external reviews of research programmes that would focus more sharply on the longerrange impacts of anticipated technologies.
At present, there is little opportunity for the BoT to systematically address such
strategic issues, to identify the longer range implications in terms of the social,
environmental and economic impacts, and to reach a consensuson the appropriate
research strategy. With some greater involvement of the PC in the structuring of future
external reviews, it should be possible to equip the BoT better with the cumulative
information and deeper understandingof the costs and consequencesof alternative
research strategies. This would position the BoT to deal more strategically with the
major policy decisions it must make in the not so distant future.
Recommendation:
The Panel recommends that the Programme Committee utilize more proactive and
participatory methods in determining research strategies and review policies,
including those for internally managed external reviews, to enable the BoT to provide
effective oversight of the scope and quality of the research programmes of IITA.

4.1.7.

Management Policy and Operations Oversight

Board responsibility for oversight of IITA’s managementand administrative
operations is shared between the EC and AC.
The EC is comprised of the BoT Chairperson, Vice-Chairperson, the DG, and
the Chairpersons of PC and AC, plus one additional Trustee. It has the customary power
to act on behalf of the BoT between meetings and serves as the Budget and Finance
Committee of the BoT. It appearsto exercise self-restraint in avoiding the taking of
decisions that could and should be taken by the full BoT and reports promptly to the full
BoT any decisions or actions taken.
The AC consists of four members, one of which is selectedby the AC members
to serve as Chairperson. It overseesthe work of the External and Internal Auditors and
recommendsto the BoT appointment of and contractual arrangementsfor the External
Auditors. .The AC currently comprises four highly qualified Trustees with broad
experience in banking, businessand finance, as well as in scientific research. It conducts
its businesswith diligence and dispatch, and has establishedsound working relationships
with both the Internal and External Auditors.
While both the EC and AC are involved in the oversight of management
operations, their present practice is partial and reactive. The EC’s oversight is largely
DG-driven. That is, it reacts to those managementissuesbrought before it by the DG
and relies heavily on the DG’s recommendationsfor solutions. The AC’s oversight, on
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the other hand, is largely driven by audit findings. That is, it reacts to findings presented
by the Internal and External Auditors. While both committees are effective in their
assignedroles, there remain large areas of managementpolicies and administrative
operations not systematically covered under present BoT oversight practices. For
example, there are no internally-managedexternal reviews of managementand
administrative operations that correspond to those conducted for research programmes and
BoT members do not appear to have sufficient informal interaction with staff at all levels
to gain an in-depth appreciation of thie managementissues found by the Centre and how
they might be overcome in the future.
If the CGIAR proceeds to implement a revised system for external reviews as
envisagedin the TAC Chair’s Report to ICW’94, (ICW/94/18) relying to a greater extent
on internally managedexternal reviews, the IITA BoT will need to develop somewhat
more comprehensivepractices for discharging its oversight responsibilities.
Recommendation:
The Panel recommends that the Terms of Reference of the Audit Committee (AC)
include oversight responsibility for management systems, personnel policies and
administrative procedures. The AC should also provide guidance for undertaking
internally managed external reviews in these areas as appropriate.
In responseto recommendaitionsin the 1990 EMR, the BoT has enactedpolicies
on IITA borrowing authority and investment practices (see Section 5.2.). However,
neither the full BoT nor any of its committees currently monitors the implementation of
either of those policies. Consequentl,yand in view of the importance of minimizing the
Centre’s exposure to investment risks, the Panel suggests that the BoT should assign, to
either the EC or AC, the responsibility of annually reviewing with the Finance Officer the
Institute’s borrowing practices and investment programme for the past year and any
significant changesplanned for the current or future years.

4.2.

Leadership and Organization

4.2-l.

Continuing Evolution

At the last EMR in 1990, the former DG was praised for the determination and
skill which had been shown in bringing about major improvements in the management,
personnel and fiscal processesof IITA, in what was generally viewed as a “disturbed
system”. Some in IITA believed that this had led to greater bureaucracy, although it was
apparent there was need for greater control and a need for some clarification in
managementprocedures. A recomme.ndationwas made for more participatory forms of
decision making. In response, after the current DG was appointed at the end of 1990,
several participatory fora were establishedor reinvigorated. These include the
Management Consultative Committee (MCC), ResearchDirector’s Committee (RDC),
Executive Management Committee (EMC), Joint Advisory Committee (JAC), Community
Council, and the Work Planning Week. All of them are mechanismsintended to provide
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opportunities for collaborative decision making. The minutes of these meetings are
available to staff. In addition, the new leadership within IITA encouragedthe formation
of three new associationsin 1991 (i.e. Senior Staff Association, ManagementStaff
Association, and the International Staff Association). The degree to which these
“management-initiated”associationshave been effective is evaluatedelsewhere (see
Section 5.1.).
IITA’s organizational structure has also evolved since 1990. During the last
EPR and EMR there were considerableconcerns about the research management.
structure. These have been addressedin an evolutionary manner. The current research
structure that has evolved over the last five years has resulted from comments in the last
review: to create a separateplant health managementdivision, to streamline the link
between managementand research, and to minimize the number of Director and DDG
positions. These have been taken into account during the review period, through the
creation of the PHMD and the RDC and by reducing the number of Director and DDG
positions from 14 to 7.
During 1991, the crop-basedworking groups were transformed into the humid
forest and moist savannaprogrammes, which in fact included most of the staff of the
RCMD. Two other research divisions, CID and PHMD were also formed at the same
time. Each research division is divided into programmes that are headedby Programme
Leaders who are selectedin consultation with programme members. The three Divisional
ResearchDirectors, together with the DDG for International Cooperation and the DG
currently constitute the ResearchDirectors’ Committee (RDC). The RDC is chaired by
the DG. The RDC and the DG have taken over the functions of the DDG(R) who has not
been replaced since his departure in 1991. The current organization within IITA is shown
in Figure 1.1. and is discussedlater in this section.

4.2.2.

Assessment of DG’s Leadership Style

It is obvious that there have been major organizational changesduring the
review period and that these are continuing to evolve over time. The Panel is impressed
with the dynamic leadership and commitment shown by the DG. His informal and
straight-forward manner and approachability on research-relatedissues make him a
popular research leader both with the IITA Board and with scientists. The Panel
therefore wishes to congratulate the DG on the progress that IITA has continued to make
in implementing a very difficult mandatein a complex institutional environment. The
“participatory/consultative learning-by-doing approach”to research managementissues
has been popular with many staff. The DG has also initiated many changesin the
research managementsystem. This does not imply that there are no problems,
particularly in relation to the more limited attention given by the DG to evolving
administrative and human resource managementissues (see Section 5.1.) but the progress
that has been made in what is a very dynamic and uncertain institutional setting deserves
special recognition. It is also apparent that linkages with other IARCs have continued to
improve and become stronger during the review period (see Section 6.3.).
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4.2.3.

Assessment of the ReslearchCulture

The general impression of ,thePanel is that IITA has become a stronger
research centre and that the environment for science is much better than it was five years
ago. In general the senior managementand research staff appear to work well as a team,
and all apparently respect the leadership style of the DG. However, the Panel did detect
some evidence of strained relationships between researchersand administration (see
Section 5.1.), and sometimesbetween and within, the research divisions. Nevertheless,
the senior managementmakes efforts to listen to issues raised by staff, including those
pertaining to eliciting the views of staff with respect to issuesconcerning the future
programme direction(s) of IITA. For example, during the 1995 Work Planning Week,
considerabletime was spent in discussing the move towards a project-basedapproach to
organizing the research programme. As a result of this consultative approach, widespread
support emerged for the principles underlying the proposed change. Consequently it
appearsthat the changesthat are being introduced are not creating, to the same degree,
the stressesand strains that have been apparent in some other CGIAR institutions where
analogouschangeshave been introduced using more of a “top-down” approach.
The current organizational environment is now more conducive to encouraging
creativity, although becauseof the evolutionary nature of the research management
process, it is apparent that there is sometimesa perceived lack of clarity in what is
expected and the way in which things are done. Given the policy of “incremental
change”, this is perhaps inevitable. However, the Panel is convinced that senior
managementwill devote greater attention to communicating its intentions and expectations
to staff, thereby facilitating the continued evolution of the desired research management
and processesover the next year or two.

,4.2.4.

Assessment of Structure of Scientific Leadership

The structure of scientific direction at IITA is unusual, if not unique within the
CGIAR System. Since his arrival, the present DG has taken a keen personal interest in
the scientific direction of the programmes and is closely involved in their formulation.
For this reason, he has elected not to fill the position of DDG(R). As noted earlier (see
Section 4.2.2.), he has undoubtedly fostered an esprit de corps among the IITA scientists
which the Panel strongly commends. Thus the Panel seeksto encouragerather than
undermine this personal approach and involvement.
Neverthelessthe Panel feels some adjustment is necessary. The reasonsfor this
are as follows:
0

The Panel believes the DG is overloaded, considering all the other institutional
responsibilities he has. This inevitably meansa tendency to addresspressing
issues through reactive decision-making, and reduces the time available for
strategic and proactive decision-making that is so important in the complex
environment in which IITA operates. The time and attention given to
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administrative issues, particularly the managementof IITA’s large investment in
its staff, is also limited.
l

The top scientific direction of the centre is assignedto the RDC, comprising the
DG, the three ResearchDivision Directors and the Director of International
Cooperation (until recently the DDG(IC)). This committee has broad terms of
reference encompassingresearchpolicy formulation and implementation, the
provision of leadership for planning and implementation of research activities,
cross-divisional collaboration and communication and the review and
endorsementof research and training proposals to be presented to donors. The
Panel is not convinced that a committee, which meets monthly, can effectively
perform these functions, including also line responsibility for research
implementation and supervision, particularly since two of the Division Directors
live away from the Ibadan headquartersin other countries.

0

The heads of the ResearchDivisions are relatively new appointmentsand the
learning cycle which the ResearchDirectors are undergoing, their onerous
responsibilities and their geographical separationraise questions as to how
effectively they can communicate with each other on a day-to-day basis and at
the same time provide the necessaryresearch leadership within their own
divisions. As presently structured, the research direction of IITA assumesa
degree of altruism on the part of divisional directors which is perhaps
unrealistic. There is a widespreadbut understandableperception within the
Centre that the three Divisional Directors on the RDC are sometimesunable to
transcend their divisional interests. Thus the responseto the criticisms of the
last EPMR, that the senior managementwas top-heavy, now seemsto have
moved too far in the other direction.

0

Under the present arrangements,there is, during the DG’s necessaryand
frequent absences,a lack of a central reference point for scientific matters in
IITA, in terms of both internal and external relations. During such absencesof
the DG and therefore, de facto, the DDG(R), the DDG(Management) is in
charge and becomesthe contact point for scientific matters originating from
outside the centre - clearly an unsatisfactory situation. To place one of the
ResearchDirectors in charge of scientific matters would also create problems
since it would presumably always devolve to the one stationed in Ibadan,
creating possible equity problems with the other two located outside Nigeria.

The Panel is aware that the issues relating to the absenceof a DDG(R) have
been a frequent topic at IITA Board meetings. Nevertheless, in light of the above the
concerns, the Panel suggests that this issue is addressedonce again by the DG in
consultation with the Board. The Panel further suggests two possible options that could
be considered:
0

The appointment of a DDG(R) with the managementand international
cooperation posts each being filled at the same level (i.e. DDG level). This is
the option preferred by the Panel. The Panel is aware that both the DG himself
and the RDC may not be comfortable with this option, in introducing another
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administrative layer. Also, the ResearchDirectors may feel that the
interpolation of a DDG(R) with line responsibilities for the direction and
implementation of research would diminish their roles. However, the Panel,
while acknowledging the risk, believes that such concerns are over stated. The
removal of some of the coordinating duties currently assumedby the RDC
would free the Divisional IDirectors for more direct involvement in the planning
and execution of the research work in their respective areas. What would be
critically important is the appointment of a DDG(R) who would be willing to
continue using the RDC as an advisory and consultative body to foster
interdivisional communication and cooperation in the Centre.
The appointment of a DDG without portfolio in the DG’s office, and
designation, as well, of the managementand international cooperation posts at
the DDG level. The advantageof this option would be that the DG could
decide on the division of the duties between himself and his deputy, thereby
permitting him, if he so desires, to continue taking a “leading role” in the
direction of research. However, this solution is likely to be far less
satisfactory, especially once the current DG completes his appointment at IITA.
This option is not preferred by the Panel.
Recommendation:
The Panel recommends that the Director General re-examine with the IITA Board,
the appointment of a Deputy Director General (Research) to ensure that top research
leadership can be provided in a continuous and sustained manner without distorting
relationships in management structure.
With the appointment of the DDG(R), the present distortions in the research
managementstructure could be remo,ved. One of the organizational anomalies of
structure is that ResearchSupport and ResearchFarms Units are allocated to individual
ResearchDivisions, This arrangement is not ideal in terms of safeguardingequal access
to and attention to, these Units. It may be desirable for some specializedUnits to stay
with their current Divisions (e.g. Genetic Resourcesand Biotechnology with CID, Seed
Health and TT&T with PHMD, and Agroecological Studies with RCMD). However,
other ResearchSupport Units, ResearchFarms and IITA stations (i.e. Cotonou, Kano,
Onne, BouakCIFerkessedougou,Namulonge, and Nkolbisson/Mbalmayo) could report to
the DDG(R).

4.2.5.

Assessment of Structure for International Cooperation

This issue has been examined by the Panel becauseof the possibility that the
new head might be appointed at the Director level. Reasonswhy the Panel feels the
position should be filled at the DDG level are:
0

IITA’s external environment is undergoing constant change, with interinstitutional relationships becoming increasingly complex and demanding - for
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example, with R&D partners, donors and media. For policy dialogue with
NARS and for serving as convener of ecoregional consortia, the DG will
continue to need a dynamic and strong DDG for international cooperation with
good negotiating skills.
Given the international status of IITA, it would be preferable for the head of
international cooperation to act as head of IITA in the absenceof the DG and
DDG(R).
There will be additional responsibilities arising from the plan to transfer
Information Services to the International Cooperation Division. The Panel
concurs with this decision of the DG.
Recommendation:
The Panel recommends that the head of international cooperation should continue to
be appointed at the Deputy Director General level and have additional
responsibilities including information services.

4.2.6.

Assessment of Divisional Structm-e

As the move takes place to greater emphasison the ecoregional approach and
the development of the consortia, there may be pressure to eliminate divisions, as
currently constituted, and replace them with divisions organized by ecoregions. The
Panel would advise against this move at this time for a number of reasons. The Panel
believes that the current divisional structure is desirable, in spite of the fact that, on
occasion, it appears to engender some strains when it comes to allocating the limited
resources available for research. The Panel believes that persuasivearguments in favour
of maintaining the current divisional structure are to:
0

Maintain focus and disciplinary strength.

0

Ensure that subjects that are not ecoregion-specific (i.e. particularly often
relating to a more strategic type of research) continue to receive adequate
emphasis.

0

Ensure that there is not too much dispersion in disciplines. While the Panel
recognizes the strengths of an interdisciplinary approach, which is already
reflected in the multidisciplinary composition of the current Divisions and the
interdisciplinary nature of the projects, it also believes that peer interaction and
review within disciplines is an important activity to ensure scientific quality.
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4.2.7.

Assessment of Decentralization

Decentralization of research activities has continued since the last review, with
the result that IITA is now one of the more decentralized centres. IITA management
clearly recognizes the advantagesof this but at the same time recognizes the complexities
it creates in terms of management. This is apparent in documentationprovided to the
Panel by the DG:
“The benefits of decentralizationare the closenessof the researchers
to the problems to be addressedand the increasedcontacts with
NARS. The regional visibility and accessibility leads to willingness
to adopt and adapt [and] gives us more knowledge of, and
responsivenessto, to the real problems faced by the NARS. There
has to be a balance between the requirement for actually being in the
region and conducting research in Ibadan, although there is a need for
both. Decentralization, however, comes at a price. Greater efforts
have to be made to ensure that communication flows; that scientists
remain up-to-date in disciphnary terms; and that there is a critical
mass for tackling the issues., Decentralization of administration for
stations other than headquartersis not an easy issue but is being
worked on. As might be anticipated, the stations feel too much is
centralized and headquartersrequires assurancethat devolution of
authority, in areas such as purchasing, is effected in an appropriate
manner.”
The Panel believes that this expressedunderstandingon the part of the
managementof IITA bodes well for entering into a dialogue between the “periphery and
the centre.n Unquestionably there is concern at the periphery about the understanding
and the motives of the managementat the centre, given that some senior managershave
yet to visit stations outside Ibadan. Thus the Panel feels that the initiative for the
dialogue needs to come from the central management. This dialogue should cover the
following aspects:
Programmatic and structural decentralization need to go hand-in-hand. In
general, scientists appear to have positive feelings about programmatic
decentralization, although the Panel is somewhatconcerned about interdivisional collaboration at stations/sitesaway from Ibadan (see Section 2.4.).
Both the Panel and many of the scientistsare more concerned about
decentralization relating to organizational matters (e.g. procurement, accounting
and budget management,office administration, role of the central
administration, etc.; see Section 5.2.).
There is a feeling that the small (e.g. Kano, Ferkessedougou)and large stations
(e.g. Cotonou, Yaounde) should be managedand organized differently, with
a greater degree of autonom:yfor decision-making given to the larger stations
(see Section 5.5.). In the interest of managerial efficiency in the stations
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outside Ibadan, the Panel believes that this is desirable, provided appropriate
controls can be put in place.
0

There is sometimesconfusion and misunderstandingbetween Officers-in-Charge
of Stations and Programme Leaders, with the former not being kept fully
informed about communication and decisions made between individual scientists
at the station and their Programme Leaders (i.e. usually at Ibadan). The
solution to this is the development of operating procedures for maintaining
communicationsbetween the scientists concerned and the Officer-in-Charge.
Division Directors/Programme Leaders should ensure that this is done
particularly at the smaller stations where the actions of one scientist can have a
major influence on the resources/activitiesof the station.

4.2.8.

Management of the Ecoregional Consortia Initiative

Under the CGIAR-initiated move to an ecoregional approach, IITA has been
named as the convening (host) centre for the ecoregional programme for the warm humid
and sub-humid tropics in SSA. Within this, WARDA is a lead centre with respect to the
inland valleys component, for which a consortium’has already been established. By the
end of August, IITA plans to launch two consortia for the humid forest and the moist
savannacomponents. These consortia will facilitate the “demand-pull” orientation to the
research programme desired by IITA. The 23 projects that have been identified in the
1995 Work planning Week (see Section 4.3.2.) have been classified in terms of numbers
of senior scientist years (SSY) and to the extent to which they apply to one or more
agroecological zones in the caseswhere they are specific. Out of the 23 projects only
four are zone-neutral. The plan is to have fulltime zonal IITA-funded coordinators to
facilitate coordination of efforts by the members of the consortia (i.e. the host centre,
other CGIAR institutions operating in the same zone, and the NARS).
The move to launching ecoregional consortia with the NARS provides special
opportunities and challenges. The Panel agreeswith the approach being used by the IITA
leadership, in emphasizing that the process of establishing the consortia is done in a truly
participatory manner. Establishing true collegial relationships with other partners is a
critically important pre-condition to optimizing the potential payoff from such consortia.
However, prior to their launch, the consortia must define a research agenda, determine
how the different research needs will be addressedand decide who will be accountablefor
which portion of the research agenda.

1

A consortium is the mechanism adopted by the CGIAR centres to implement a Systemwide
-regional
initiative and/or programme. It is defined as a partnership of diverse
institutions to create critical mass and jointly plan and implement an integrated research
programme df common interest. The commitment between partners in a consortium is at
the institutional level and specific research responsibilities are assigned to each institution
on the basis of institutional comparative advantage. A consortium has a governance and
management structure, funding and resource allocation mechanism and clearly defined
responsibilities for financial and programme accountability.
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The Panel is supportive of IITA’s plan to establish two ecoregional consortia
(i.e. Humid Forest, and Moist Savannain West Africa) but wishes to note that care
should be exercised not to extend into the semi-arid areas within the Moist SavannaZone,
without the prior agreement of ICREAT, which technically has CGIAR support as the
convening Centre for an ecoregional programme for the warm arid and semi-arid tropics
in SSA. The current plan to delay t:heestablishmentof a consort’ium for the Mid-Altitude
Savannain East Africa seemsreasonable,given the current youthfulness of IITAsponsoredactivities in that area and the limited resourcesavailable to IITA (see
Section 2.2.). The Panel suggests that IITA takes into consideration the following:
0

For the particular researchableproblems selectedby the consortia paitners, the
consortia should oversee and coordinate the complete continuum of research
activities that should span the range from strategic through applied to adaptive,
with the different institutions having the primary responsibility for the types of
research in which they have a comparative advantage(e.g. IITA stressing
research activities near the strategic end). As such there would be value in all
the IITA ResearchDivisions playing an active role in the consortia which could
provide a major conduit for linkages with the NARS and provide potential for
greater input into their strategic research agendaby the major customers of
IITA research. If this is acceptedthere may be some logic in cancelling the
current IITA RLS positions (i.e. using the posts in some other manner (see
Section 3.2.2.1.) and, with concurrence of the consortium members, using
fulltime Consortium Coordlinatorpositions, as substitutesfor those positions.
The planned Steering Committee and Working Groups of the consortia would
then be used as the major focal point of linkages with the NARS.

0

Although the consortia primarily have a research function, the Panel supports
recently evolving plans to Iconsiderrepresentationfrom extension/development/
distribution agencies(i.e. in the public and private sectors) in the Steering/
Working Groups of the consortia, since potentially this could facilitate the
process of appropriate technology packaging, approval, and dissemination.
This also provides an opportunity to addressthe issue of impact assessment
considered later (see Section 7.2.).

l

Obviously the Panel supports the notion that the consortia collectively seek
external funding to support the full spectrum of research activities specified
above. In acquiring and allocating such funds, the Panel believes that
consideration should be given to the approach currently used by WARDA
through their Task Forces.
The Panel agrees that IITA. should be parsimonious in setting up more
benchmark areas from core resources (i.e. not more than one per
agroecosystem),leaving it up to the consortia to establish additional benchmark
areas (see recommendationin Section 2.3.).
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4.3.

Research Management

4.3.1.

IITA’s Research Planning and Management Process

IITA’s current work planning process is depicted in Figure 4.1. Preparation of
the individual work plans, which are based on IITA’s Strategic and Medium-Term Plans,
is the responsibility of the researchersconcerned, in consultation with their Programme
Leader and ResearchDivision Director. Progress in the research activities is reviewed at
the annual divisional meetings as a basis for updating plans for the following year. Staff
of other divisions attend these meetings to encouragecross-divisional activities. Later a
summary of new activities is presentedto the annual Work Planning Week, with the
purpose of informing. others about what is planned and of providing an opportunity to
eliminate possible duplication of effort and to identify further areas of possible
cooperation. In a further effort to encourageinterdivisional cooperation, initiatives on the
part of researchersthemselvescan result in the formation of working groups to tackle a
particular problem of common interest and in which joint research planning can take
place. Working groups currently exist in the areas of postharvest technologies, Striga,
legumes in farming systemsresearch and cowpea wide-crossesand biotechnology.
The annual Work Planning Week is held at headquartersand all outposted
scientists, including resident scientists, participate. On this occasion all the research
portfolios for the year are assembledand by combining them, the Division and overall
IITA research portfolios are established.
The research planning process is not structured in a systematic way (e.g. with
the use of logical framework or goal-oriented project planning methods) and a general
procedure by which the research proposals are submitted to an n-ante impact assessment
and priority-setting exercise is not yet available. Such methods are occasionally,
however, applied in the case of donor-funded special projects and were used in 1994 and
1995 by the Crop Improvement Division for work planning. The Panel suggests that the
Institute generalize the use of goal-oriented project planning methods such as the LogFrame.
IITA has an impressive record in acquiring complementary funding for special
projects. The special projects are considered by the RDC and then submitted to the
Programme Committee of the BoT. Given the volume and diversity of these projects,
continual attention is needed for the integration and consolidation of these activities within
IITA’s overall research programme, to ensure that they are compatible with the Institute’s
priorities (see recommendationin Section 4.3.4.).

4.3.2.

Plans to Introduce Project-Based Research Management

Under the MTP, IITA’s ResearchDivisions, Programmes and activities are
allocated resources in accordancewith the relative priorities assignedto each type of
research and research-relatedactivity (crop improvement 24%; plant health management
23 %; resource and crop management25 % ; research support 11%; international
cooperation, information and training 17%). These funds are then allocated to research
activities within each Division.
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WORK PLANNING PROCESS

Figure 4.1.
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IITA is planning to adopt a “project-based”research managementmode instead
of the current “programme-based”mode and the transition, including the shift from costcentre to project-basedbudgeting, is taking place. Initial plans were to complete this
process by 1996. All IITA research will then be assembledin a portfolio of research
“projects” - each of which will have clearly defined objectives, anticipated outputs,
milestones, personnel and operational inputs and other requirements.
The Panel commends IITA, not only for taking this decision but also for
making sure that the IITA scientific community unanimously supports this plan. It is
expected that project-basedresearch managementwill lay the foundation for: greater
focusing of the research programme; enhancedtechnical, scientific and financial
accountability; more effective monitoring of priorities; more attention to
interdisciplinarity and institutional collaboration requirements; more explicit output
orientation of the Institute’s research and thus, uhimately, improved scientific quality and
greater research productivity and impact.

4.3.3.

Assessment and Future Evolution of the Research Management
Process

In assessingthe research planning and organizing processesat IITA, the Panel
wishes to make the following observations:
0

Interdisciplinary Linkages and Team-Building: The relative “softness” of
systemsand procedures for planning, prioritizing, budgeting, and reviewing of
research activities has sometimesprovided an impression of fragmentation and
atomization. The planned move to a project-basedapproach to research
planning will greatly improve the probability of creating effective
interdisciplinary linkages and more programmatic cohesion. Since planning of
research activities would begin at the project level, important linkages such as
those between breeding and agronomy, breeding and host plant resistance, etc.,
would be easier to emphasize.It would also be easier to factor in training
requirements more explicitly into the research delivery system. RDC would be
expected to provide the inter-disciplinary and inter-divisional balance in the
Institute’s research and training portfolio.

8

Project-Based Budgeting: At present, divisional budgets are prepared by
Division heads and allocated to Programmesand to research activities and
scientists (cost centres). The transition to project-basedresearch management
will require an adjustment of the budgeting process with reference to the
costing of individual projects and their consolidation into the Institute’s overall
budget. The Panel concurs with IITA that the use of time-based standard
costing techniqueswould be an appropriate method and the resultant figures
could then be reconciled with the divisional financial results. Thus, the
transition from budgeting on a cost-centre basis to project-basedresearch
management,would be feasible with rather limited adjustmentsto the present
system. The 23 projects identified in the 1995 Work Planning Week, which
group activities with common objectives, would meet the de.finition of a project,
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if structured with a logical framework and having budgetary resources attached.
Recommendation:
The Panel recommends that IITA {developan integrated project-based planning,
resource allocation and implementation system in the next few years and pilot test it
in selected areas before extending its coverage to the entire research programme and
to research-related activities.
Each project would be demand- or problem-driven and be implemented by a
project coordinator (the scientist with the principal responsibility for that particular
project). The project coordinators would report to the Division Directors through the
Programme Leaders as at present. In some casesProgramme Leaders might also be the
project coordinator. Some projects would be interdivisional, such as the Striga project
(Working Group). While the Panel recognizes that allocating some projects to specific
coordinators may not be easy (e.g. particularly when projects involve more than one
Division), this bottom-up “building blocks” approach to the research programme (from
scientists to projects, to Programmes, to Divisions) would strengthenaccountability
mechanismsat various levels and would provide the flexibility needed to respond to new
research opportunities.
The Panel expects that the projects would remain science-drivenand be
managedwithin the divisional structure. They would be oriented towards the
agroecological zones covered by IITA’s mandate. Thus, conceptually, research
managementwould be implemented in the “soft” matrix structure depicted schematically
in Table 4.3.

4.3.4.

Assessment of Other Research Management Aspects

Project-Based Financial Information System
At present, policy formulation and resource allocation of scientist years occurs
within the divisional structure, and costs are allocated to research activities. The
proposed project-basedresearch managementis compatible with existing divisional
reporting structure for financial information. It is anticipated that after the pilot testing
has been completed, a simple, non-bureaucraticprocedure for project-basedbudgeting
would be used for the entire researchprogramme. The Panel expects this to be
completed by the start of the next Medium-Term Plan, i.e. 1998. The IITA Finance
Division is encouragedto make the necessaryadjustmentsin order to provide an
effective, project-basedFinancial Information System as soon as possible (see Section
5.2.).

113
Schematic Representationof the Proposed Project - Based Research
Management in a “Soft” Matrix Structure”
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Priority Setting and Strategic Planning
IITA, in its strategic planning, has adopted a number of “relevance indicators”
in order to help decide on priorities and strategies. This model includes both demand
(e.g. technology and knowledge needs of NARS) and supply (e.g. technologies and
knowledge to be developedby scientists) considerations. This approach has helped IITA
in defining its longer-term research thrust. However, IITA currently does not have an
analogousformal priority-setting mechanismfor individual research projects within this
overall set of agreed research priorities. This needs to be developed further.
Recommendation:
The Panel recommends that IITA further develop its priority-setting methodology
and processes for routine screening of new projects, including ex ante impact
assessment,irrespective of their funding source. It should also ensure compatibility
with the formal strategic planning process of IITA.
IITA implements internal reviews by Division at five-yearly intervals and with
the participation of Board members, NARS and sister IARC representativesas well as
with the participation of external experts. Internally commissionedexternal reviews have
also been used (e.g. in the case of RCMD). IITA has thus introduced some means of
peer review and quality control, and should strengthen these processes.
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However, a five-year interval between Division reviews is perceived by the
Panel as too long. In addition, there are new requirements in this area emerging from the
rationalization of the review process i,n the CGIAR System which will increasingly rely
on the IARCs’ own monitoring procedures for quality control and performance. The
Panel therefore suggests that IITA should revise its Board-approvedpolicy on internal
reviews, including the internally managedexternal reviews (see Section 4.1.6.).
Incorporating Partner Needs
To date, there has been no systematic way in which concerns and priority
research needs of IITA’s institutional partners in the mandatearea are considered and
taken into account in the research planning process. The Panel recognizes that IITA
frequently consults with NARS and it also appreciatesthat sometimesNARS scientists
have participated in IITA planning meetings and JITA scientists in those of NARS. The
Panel also recognizes that, in the case of resident scientists, the practice is for them to
agree with their national programmes counterparts on the contents of their research plans
before they travel to IITA, where they present this information at the annual Work
Planning Week. This naturally establishesa valuable direct linkage to IITA’s clients.
However, the Panel believes that there might be room for extending this
partnership further by more formal consultation with NARS during the research planning
process and to incorporate consideratisonof research training needs. The move to
establishing ecoregional consortia provides another opportunity for formalizing such
linkages (see Section 4.2.8.).
Recommendation:
The Panel recommends that IITA should establish a formal and transparent system
for ensuring that NARS are routinely consulted in planning the Centre’s annual
research programme and research-related activities.
Research Support
A structural/organizational deficiency was noted earlier with respect to the
ResearchSupport service (Section 4.2.4.). The fact that such support services are not
centrally managedbut distributed among the ResearchDivisions, potentially has a
negative influence on the efficiency and productivity of research. Consequently, there is
a risk of unequal accessto the services and also a risk of inadequateattention being given
to these units by the ResearchDivision Directors. In order to ensure that they are
managedin a way compatible with IITA’s overall interests, the Panel suggests that those
Support Units that routinely provide services for more than one division should be
transferred to the DDG(R) when appointed.

This chapter reviews the Divisions and activities assignedto the Deputy
Director General for Management (DDG(M)) who has overall responsibility for all
administrative and finance matters at IITA headquartersand field stations (see Figure
1.1). At Ibadan, these include Human Resources,Budget and Finance, Information
Services, Physical Plant Services (PPS), and other services such as hotel catering, travel,
computer services, and administrative services. Activities covered by PPS include
support for the research Divisions and the IITA campus (or township) at Ibadan: housing,
water treatment and sanitation, electrical power production and distribution, air
conditioning, communications, building and grounds maintenance,metal and wood
fabrication, and scientific equipment maintenance. The IITA school on the campus is
independent, and the medical clinic is part of Human Resources.

5.1.

Management of Human Resources

5.1.1.

Introduction

In 1990, when the last EMR was conducted, the human resources management
(HRM) function was headedby a Director of Human Resourcesreporting to the Director
General. This position was supportedby two managers,one for Employee Relations and
the other for Manpower Development. The positions of the Director and the Manager of
Employee Relations were classified as internationally recruited staff. Since then, the two
internationally recruited staff positions, the Director and the Manager of Employee
Relations, have been eliminated, and all HRM functions placed under the office of the
DDG(M) who has reorganized these functions under two broad categories: international
and national staff. International staff functions are assigneddirectly to the DDG(M)
assistedby executive assistantsin the Director General’s office. National staff functions
are assignedto a nationally-recruited PersonnelManager who overseesstaff development,
training, recruitment and employee relations for NRS.
The Panel has reviewed the effectivenessof HRM policies and practices for
both the internationally recruited staff (IRS) and the nationally recruited staff (NRS).
Overall, the Panel’s assessmentis that there have been very significant improvements in
staff relations during the past 4 years - i.e. since early 1991, when violent labour unrest
shocked the Ibadan campus. The Panel commendsthe managementand staff for having
successfully overcome the earlier crisis.
This notwithstanding, it is the Panel’s judgement that there is no room for
complacency, given the heterogeneous,complex and decentralizedIITA campus
communities where people work and live closely together. The Panel believes that
additional efforts are neededto satisfactorily resolve some of the pending issues, and to
build adequateHRM capacity to meet the strategic needs of the Institute.
Some of the issues discussedbelow include, for the IRS, the rule limiting the
scientists’tenure at IITA to 11 years (the “11 year rule”), managementdevelopment,
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compensationadministration, performance evaluation and relations with the International
Staff Association (ISA). The issues addressedbelow with respect to NRS include
compensationadministration and relations with the Staff Associations.
To ensure that these issuesare effectively handled, and to provide a full-time
focal point for the HRM function, the Panel has reached the conclusion that IITA needs a
well qualified internationally-recruited professional, specializedin human resources
management,who reports to the DDlG(M). Further details are discussedbelow.

51.2.

International Staff

5.1.2.1. Recruitment, Selection and Turnover
IITA currently employs ablout 128 international staff, recruited from 32
countries and deployed over 9 countries and 7 stations, including Ibadan (see Section
1.4.3). During the period under review, all divisions except RCMD were able to recruit
and retain well qualified internationally recruited staff - and RCMD’s staffing situation
has not yet been satisfactorily resolved. There were only two departures from PHMD,
the research division headquarteredin Cotonou (Benin). In divisions located at
headquarters,it is somewhat more difficult to attract IRS due to the socioeconomic
conditions in Ibadan and Nigeria. In 1993, 8 vacant positions were frozen becauseof
budget cuts.
Besides the general environment in Nigeria, recruitment for positions in Ibadan,
particularly of mid-career professionals, is made the more difficult due to at least two
other factors: opportunities for spouseemployment and for secondary schooling in
Ibadan. Spouseemployment is a particularly vexing and complex issue, with no easy
solutions. IITA, like many other international organizations, has been grappling with this
issue for many years. The Centre ha.sa spouseemployment policy; but, that policy must
conform with Nigerian immigration laws which managementcannot change. The only
way this policy can be officially changedis by modifying the Institute’s Headquarters
Agreement with the Nigerian governrnent - and that would require time and effort, and
could result in the loss of the Institute’s diplomatic status for a period of time.
Since the recruitment of scientists of the highest calibre is essential for
maintaining IITA as a centre of scientific excellence, the Panel recognizes management
efforts for seeking ways of addressingthe spouseemployment issue. The Panel also
notes that some related-problemsare resolved by approaching the Nigerian immigration
authorities for individual cases, as appropriate.
To resolve the longer term issues, however, a more detailed study of
recruitment and turnover of IRS is advisable. Data could be collected from exit
interviews conducted during the past few years, from candidatesinterviewed for
recruitment, including those who subsequentlydeclined offers, and from a general survey
of current IRS. Besidesthe spouseemployment issue, information could be collected on
the impact - on recruitment and turnover - of the lack of a suitable secondary school on
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campus, the deteriorating medical services in Ibadan, and the limited medical services
provided by the IITA clinic.
5.1.2.2. Management Development
The last EMR made a clear recommendationfor the Human Resources
Department to give priority to managementdevelopment of managersand scientists. The
Panel acknowledgesmanagement’sefforts to implement this recommendation. Besides
“on-the-job” training in management,several managersand scientists have been sent to
the CGIAR-organized Management Development courses in the USA and elsewhere.
This practice should be continued.
To further improve the managerial skills of scientists and administrators at
various levels, the Panel suggeststhat IITA engagea short term consultant for the design
and animation of a Performance Improvement Programme for the Institute. The terms of
reference for this consultation should include a training needs assessmentfor IITAspecific managementdevelopmentprogrammes and the development of a detailed training
strategy. The terms of reference should also include suggestionsfor the design of the
curriculum and methodology of the initial trial programme, including the use of such
cost-saving methods as distance teaching, audiovisual documentation and programmed
instruction. Managementcould then make a decision about giving increased emphasisto
training as an essentialfeature of human resources managementat the Institute.
5.1.2.3.

Performance Evaluation

Since the last EMR, when the recommendationwas made that the systematic
evaluation of scientific staff be given priority, a formal performance evaluation procedure
has been instituted. The same appraisal form is used by all research divisions, and the
weighting of various criteria is jointly agreed upon by the staff member concerned and the
supervisor. This year, at the end of the standardprocedure, RCMD and PHMD used an
additional form to finally rate their staff from outstanding to below average. These
evaluations were then discussedwith the staff at the divisional level, and subsequentlyby
the director with the DG.
On the basis of the Panel’s discussionswith staff, supplementedby the results
of the Staff Survey conducted by the Panel prior to the main visit, it appearsthere is
room for further improving the evaluation process to reduce perceived inconsistenciesand
subjectivity. The Panel recognizes that any performance evaluation system will have its
critics, and IITA’s system is no exception.
The reported inconsistenciescould be the result of (among other reasons)lack
of familiarity with the basic principles of performance assessment. Unless supervisors
(i.e., scientists and managers)are properly trained in conducting appraisals, and held to a
high standard of objectivity, they could easily make some of the common errors in
assessingsubordinates- for example, the tendency to rate everyone as “above average“or
“outstanding”; or the tendency to be unduly influenced by the most recent performancerelated incident, positive or negative. Such errors can quickly lead to lack of confidence
in the system used, and need to be corrected.
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Recommendation:
The Panel recommends that IITA take steps to improve the uniformity, transparency
and due process of the current Performance Evaluation System.
The Panel understandsthat performance evaluation results are mainly used for
awarding annual salary increments and extending or terminating contracts. While these
are standard uses of such data - and should be continued - additional benefits could be
derived from using performance assessmentsfor determining training needs, assessing
recruitment strategies, and validating selection procedures.
One suggestedimprovement is to clearly specify the performance criteria and
relative weights for each criterion for each job family. For scientists, one additional step
in the evaluation process could be considered, as a strictly voluntary option: any scientist
could request to have sent to an external reviewer(s) his/her dossier for a “blind review”
of performance. The results of the blind review would supplementthe conclusions of the
scientific review panels (involving scientists from across Divisions) currently used at
IITA.
5.1.2.4.

Contract Renewal Policy

In terms of IITA’s policy regarding contract renewals, the Panel is concerned
about the so-called “11 year rule” instituted by the Centre during the past few years.
(This rule seeksto limit the scientists’tenure at the Centre to a maximum of 11 years).
In practice, this rule has been enforced only in exceptional cases- for example, of the 10
staff members who came up for such a review in late 1994, 5 were extended for a full 5
years, and 2 for 3 years, till the end of the current MTP. However, there is considerable
dissatisfaction among the IRS regarding the perceived arbitrariness of the rule, and of the
review process and outcome.
The Panel fully endorsesIITA’s policy of offering renewable fixed-term
contracts, with rigorous evaluation of performance at the end of each contract period, in
addition to the annual performance evaluation (as recommendedin the last EMR).
However, there does not seem to be any convincing rationale for the ceiling of 11 years
on a scientist’s tenure at IITA, especially if his/her performance is good and the need for
his/her services continues to exist. Elimination of the rule could also improve IITA’s
chancesof recruiting scientistsin mid-career (i.e., in their late 30s or early 40s).
Recommendation:
The Panel recommends that IITA rescind the “11 year rule”, limiting the tenure of
scientists at IITA, and delete it from the personnel policies applicable to
internationally recruited staff.
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5.1.2.5.

Compensation Administration

The Panel has been informed that the salary grades of IRS are made available
to them on request. The BoT decides on the overall annual salary increase, and this
percentagefigure is known to staff. The existing system for determining salaries and
benefits is specified in the PersonnelPolicies and ProceduresManual, which is available
to all IRS. These are all positive developmentssince the last EMR.
However, the Panel has noted that the PersonnelManual is silent on the
following items: how the salaries are benchmarkedand from which occupational markets
recruitment takes place; the job evaluation procedures used; how frequently salary surveys
are conducted; and the procedure for seeking redress of an individual grievance on salary
matters. While the Panel could not delve into specific instancesof reported
inconsistenciesin the application of salary policies, the Panel is of the opinion that, given
the large number and diversity of countries from which IITA recruits its IRS, greater
transparencyin salary determination could only be beneficial.
Recommendation:
The Panel recommends that the Personnel Policies and Procedures Manual for
Internationally Recruited Staff include the Institute’s Salary Structure for all classes
of internationally recruited posts, indicating the pay ranges, incremental steps and
criteria for the placement of staff at each level.
Further, in 1993, the Committee of DGs (of the CGIAR-supported Centres) had
commissioneda study of compensationof IRSs in the IARCs. This study (by Messrs.
Hardin and Gormbley) is used by IITA managementas a basis for comparison with other
Centres, and is available to interested staff, on request. However, the Panel suggests
that the salary grades be reviewed periodically by managementand the BoT; and a copy
of the latest salary structure for IRS be sent to each individual (as an update of the
Manual) along with the letter indicating the annual salary adjustment.
5.1.2.6.

The International Staff Association

The Panel notes that IITA has adopted participatory forms of management,as
recommendedby the last EMR. The need for such measureswas sadly reinforced by the
unfortunate incidents of violence that occurred on the Ibadan campus in early 1991. In
order to devise a long-term strategy for preventing the recurrence of such unforeseeable
incidents, managementprudently establisheda broadly-representativeAd Hoc Committee
of staff from various levels to uncover items affecting staff morale, both among the IRS
and NRS. The Committee highlighted the need for improving communications within and
among various groups on campus.
As a remedial measure, managementencouragedthe formation of a number of
committees and staff associations- including the International Staff Association (ISA) - as
ongoing mechanismsfor regular consultation between managementand staff. This
willingness to open communication channels with all levels of staff is recognized as a
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distinguishing feature of the DG’s managementstyle, and is appreciatedby the staff (and
the Panel).
Based on the minutes of the ISA’s discussionswith managementduring the past
few years, the Panel believes a serious effort has been made by all concerned to
institutionalize this consultative body. Clearly, the ISA has potential - thus far underutilized - to serve as a forum for raising and discussingimportant HRM-related issues.
During the current review, some members of the Panel were able to attend a
six-monthly meeting of the ISA with management. Unfortunately, from the sparse
attendanceat the meeting and from our discussionswith members of the ISA executive, it
appearsthat interest by international staff in this forum is waning. During the meeting
there were not sufficient numbers present (either by proxy or physical attendance)to
constitute a quorum - even though important issuesof HRM policy and benefits were on
the agenda.
While the Panel is unable to untangle the many factors that might underlie this
situation, it is clear that all is not well with this important communication mechanism.
The Panel’s view is reinforced by the results of the Staff Survey conducted by the Panel
Secretariatprior to the April visit to Ibadan, and from the results of the earlier ISA
Questionnaireon staff concerns.
To ensure that the ISA is able to effectively perform its intended function, and
to strengthen its role as a genuinely consultative body for IRS-related matters, the Panel
suggeststhat both managementand the ISA redouble their efforts to become more
responsive to the other’s concerns.

5.1.3.

National Staff

5.1.3.1. Staffing, Turnover and Establishment Committee
The Panel has reviewed the effectivenessof human resources management
(HRM) of nationally recruited staff (NRS). As noted earlier, staff relations are much
better now than 4 years ago, when there was considerablelabour unrest on the Ibadan
campus.
In the Panel’s view, since 1994 - after recruitment of the current Personnel
Manager - the HRM function for national staff is being performed professionally and
enthusiasticallydespite very trying circumstances. Management has addressedmany of
the HRM concerns of Ibadan-basedslaff; has set up an EstablishmentCommittee to
provide clarity on job rankings on an institute-wide basis; has computerized the personnel
data base; and has developeda Personnel Information System.
It is apparent to the Panel that, within its limited financial resources,
managementhas attempted to respond to the needs of NRS. However, there is room for
improvement - for example, in such rnatters as implementing the job evaluation system or
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career development of staff, both of which are essential features of a responsive and
progressive HRM system. Of particular concern to the Panel are apparent anomalies in
the classification of such categories as research associatesand interpreters, and the lack of
career development opportunities for many NRS.
The turnover of national staff in Ibadan is low, as it is at other IITA stations.
This provides indirect evidence of the relative attractivenessof the Centre in comparison
with other employment opportunities in the local labour market. The low turnover is
also, of course, a reflection of the difficult socioeconomicconditions in the external
environment. The Panel therefore hesitatesto read too much into the turnover data by
itself.
Some members of the Panel met with the executive committees of the
Management Staff and the Senior Staff Associations. The MSA and the SSA feel that the
participatory forms of managementwhich created their associationsare not effective.
Further, the IITA Productivity Plan (IPP), and its accompanying “idea boxes” and posters
- while prominently positioned and displayed throughout the campus - have not generated
many useful ideas. Minutes of the two meetings of the Productivity Committee held in
the past two years indicate that the IPP has generateda sum total of 30 ideas, submitted
by 18 employees. Only five of these ideas were considered by the IPP as deserving
further investigation; but no further information is available to the Panel about the status
of the IPP. Discussionswith managementand staff suggestthat the programme has not
been successful, and has essentially been abandoned.
A number of other concerns of an HRM nature have been brought to the
Panel’s attention during the course of two visits to Ibadan and field visits to outstation
locations by Panel members. Some of these relate to matters essentially beyond the
control of management,such as the impact of the deteriorating external environment which has significantly eroded the living conditions of local staff, and has progressively
contributed to generating unrealistic expectationsabout just what IITA’s role and response
should be in alleviating the national staff’s difficult circumstances,particularly in Nigeria.
This should not be understood to imply that improvements are not neededin
HRM policies - and in their implementation - within IITA. A number of HRM issues
have been brought to the Panel’s attention, and over these, managementand national staff
do have considerablecontrol. These issues include matters relating to the terms and
conditions of employment - such as which comparator organizations to use - and matters
relating to wages and benefits, career development, performance assessment,and
compensationadministration for the NRS at Ibadan. All of these are important aspectsof
HRM, can be further improved, and merit continued managementattention.
The Centre’s BoT-approved policy on comparators is to use the local largescale industries for this purpose, and to ensure that the remuneration package is in the
higher part of the upper quartile. In the absenceof a detailed study of this and other
similarly complex issues (such as wages and benefits), the Panel is unable to comment in
specific terms. On the issue of comparators, however, in general terms the Panel’s view
is that management’sapproach of maintaining IITA’s competitive position in the local
labour market seemsappropriate under the prevailing circumstances.
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One of the main concerns ‘of national staff at other stations is the absenceof
comprehensiveand well documentedPersonnelPolicies and Procedures for those
locations. Staff rules and policies do exist in some form, often as inter-office memoranda
and administrative orders - but they are generally based upon the Personnel Policies and
ProceduresManual for Ibadan, which is tailored to the Nigerian setting, and is unlikely to
be applicable elsewhere without substantialadaptation.
Recommendation:
The Panel recommends that IITA prepare comprehensive and updated Personnel
Policies and Procedures Manuals for nationally recruited staff at all field stations.
5.1.3.2.

National Staff Associations

To help defuse the tension causedby the difficult labour situation in early 1991,
and to improve labour-managementcommunication, IITA managementencouragedthe
establishmentof three staff associationsfor NRS: for Management Staff (grades 11-15);
Senior Staff (grades 7-10); and General Staff (grades l-6). Meetings have been held
between managementand the associationsat least twice per year. However, there is an
ongoing dispute over which of two competing unions would be legally authorized to
represent the General Staff in collective bargaining. While the decision of the National
Industrial Court on this issue is awaited, no collective negotiations can take place.
Members of the Panel have had fruitful discussionswith the executives of the
Management Staff and Senior Staff associations,the Personneland Employee Relations
managers, and some NRS. Although managementand national staff are working hard to
reach common ground, it is quite apparent that many of the labour relations problems
cannot be considered to have been fully resolved. Hence, even though the deteriorating
external environment will remain a source of dissatisfactionand unrealistic expectations,
continued managementattention to HRM issuescould yet contribute to providing a
reasonabledegree of job security and satisfaction. The Panel urges such attention.
The recent appointment of a PersonnelManager for national staff provides the
professional focal point to addressthis continuously-evolving labour relations situation.
Additional external assistancefrom a suitable consultant well-versed in labourmanagementissues could be sought in the future, as appropriate. Such a consultation
could conceivably lead to a systematic programme and action plan for labour-management
cooperation and productivity enhancement.

5.1.4.

The Human Resources Function - Staffing and Approach

Many of the routine administrative aspectsof HRM are being satisfactorily
handled at IITA; and there is genuine concern for the welfare of the Centre’s human
resources. However, it is the Panel’s overall judgement that the approach adopted is
somewhat reactive and ad hoc. While the earlier decision to abolish the two
internationally recruited positions was based upon understandableexigencies of diminished
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financial resources, the Panel concludes- with the benefit of hindsight - that this may not
have been the most cost-effective course of action for meeting IITA’s longer term needs.
The Panel believes that to help improve staff morale and productivity, a more
forward-looking and long-term perspective on HRM issues would be beneficial for IITA.
We are convinced that there is a pressing need for full-time leadership of this important
functional area, covering all categories of staff (i.e. both IRS and NRS).
As discussedearlier, in relation to IRS, besides the day-to-day issuesof
personnel administration, there is need for periodically undertaking such activities as:
conducting training needs assessments;analyzing the results of performance appraisals;
conducting morale surveys and culture audits; conducting exit interviews; designing and
implementing wage and salary surveys; and utilizing this information for devising
appropriate HRM strategiesand programs. In the Panel’s view, this would require the
continuing attention of a specialist in human resourcesmanagement.
Hence, although the DDG(M)‘s duties should continue to include overall
responsibility for HRM, it is the Panel’s conclusion that, given the large scope and
diversity of activities under the DDG(M), it is now essentialthat IITA recruit a
professionally qualified, people-oriented manager to serve as the focal point for all HRM
functions at IITA.
This manager would be expected to take the functional load for HRM off the
DDG(M), but would report to him administratively. We expect he/she would be based at
headquarters,but would provide functional guidance on HRM matters to the heads of all
IITA stations, including Ibadan.
Recommendation:
The Panel recommends that IITA appoint a professionally qualified, internationallyrecruited specialist in human resources management as Head of Human Resources,
reporting to the Deputy Director General (Management).

5.1 S.

Other Human Resources Services

The Panel had the opportunity to meet with members of the Community
Council, the Women’s Group and the School Board. It also met informally with staff,
spouses,and other members of the IITA community. Panel members have used the
services and facilities of the International House and the dormitories; and our overall
impression is positive.
However, the following concerns have been brought to the Panel’s attention;
and on each we give belaw our views for considerationby management:
0

The scope of services provided by the medical clinic, and the sourcing of
drugs. This concern has been heightenedby the deterioration in hospital-based
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specialist care in Ibadan in recent years. In addressingthis issue, the Panel is
aware that improvements a.t the clinic - including the acquisition of a new
ambulancewith life-support systems (currently awaiting clearanceat Lagos
port), construction of an enlarged clinic and pharmacy, and hiring of more
nurses and a pharmacist - are being undertaken. However, the Panel
understandsthat the recommendationsof the study of the clinic - undertakenin
1989 by external consultants(ManagementSciencesfor Health, a reputable firm
based in the USA) - have not been implemented. A new study of the scope of
services that should be provided by the clinic is suggested.
0

The lack of a good international-standardsecondary school in Ibadan ‘- and
hence the issue of extending the campus-basedelementary school to the
secondary level. The Panel is aware that an in-house study was done some
years ago, and concluded that such an extension was not justified at that time.
However, as noted above, this issue could have significant implications for the
recruitment and retention of IRS, and a new detailed study seemswarranted.

0

The marked increase in (mainly weekend) visitors to the IITA campus, to take
advantageof the excellent lodging, catering and recreational facilities.
Although the Panel is aware of the financial and social attractivenessof opening
these facilities to the general public on a fee-paying basis, these benefits have to
be balanced against the staff’s concern for privacy and accessto facilities. A
cautious approach to a further increase in visitors is suggested.

0

The issuesraised by the ISA, particularly the cost-of-living allowance (COLA)
and hardship allowance. The Panel is aware that these issuesare under review
by management,and a new BoT-approved policy on hardship allowances is
expected to be in place by year-end. However, as a general principle, the
Panel suggestsa more pro-active stanceby managementon HRM issues,
instead of waiting for the ISA to take the lead.

0

The provision of religious lserviceson the Ibadan campus. In the Panel’s view,
IITA should seek to retain its secular identity on campus, as was suggestedby
the last EMR as well.

In conclusion, the Panel believes that all such concerns can be effectively
addressedby the managementremaining responsive to the needs of staff; reorienting the
role and activities of the HRM functi’on; re-establishinga senior full-time focal point for
the head of human resourcesat IITA:; and further strengtheningthe various consultative
fora already establishedon the Ibadan campus.
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5.2.

Budget and Finance

5.2.1.

Financial Condition

5.2.1.1.

Overview

and Budget Strategy

In spite of the financial turbulence that has afflicted the CGIAR System during
the past several years, and the severe budgetary stringency that IITA has experienced,
IITA today enjoys a relatively sound financial position with a high degree of liquidity. It
has not had to resort to short-term borrowing to manageits cash flows, and it has
managedto strengthen its reserves.
IITA has achieved this result by following a very conservative budget strategy.
It has left vacant many positions, deferred annual salary increasesfor international staff,
energetically sought out economiesin support services, and exploited opportunities for
self-generatedincome to partially offset reductions in the purchasing power of grants
from core donors. At the same time it has found ways to cope with the financial and
logistical stressesresulting from the seriously deteriorating conditions in the host country.
IITA Management and Board are wisely committed to maintaining a very
conservative budget and financial strategy in the foreseeablefuture. Inevitably, such a
strategy involves trade-offs - which invariably cause hardships to staff. These hardships
and cuts in benefits have, on occasion, led to difficulties in staff relations - but given the
extreme financial uncertainties faced by IITA during the past several years, the
management’sapproach has been broadly successfuland appropriate.
IITA ranks among the five largest of 16 IARCs in terms of operating
expenditures (CGIAR 1993 Financial Report), but has one of the lowest rates of
dependenceon core funds of all the Centres. In 1993, only 65% of the total was from
core grants. Slightly more than half of core grants was from the three largest donors
(Japan, United Statesand the World Bank). IITA has diversified its financial sourcesby:
0

0
l

participating in Nigeria’s debt conversion programme;
exploiting other opportunities for self-generatedincome; and
attracting complementary and special funds from a wide array of donors.

5.2.1.2. Nigeria Debt Conversion Programme (NDCP)
In 1989 the Federal Government of Nigeria (FGN) establisheda debt
conversion programme carried out through an auction process administered by a newlyformed Debt Conversion Committee (DCC). IITA immediately sought, and obtained,
approval from the FGN to participate in the NDCP. Except for the brief period between
October 1990 and February 1991 when the DCC temporarily suspendedthe auctions,
IITA has effectively participated in the auctions.
IITA purchasesdollar-denominatedpromissory notes and/or restructured bank
debt under refinancing agreementsnegotiated by the FGN with external creditors. The
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purchase price is determined by the New York and London markets dealing in these
instruments. The debt currently trades at 30 cents per US dollar of principal amount or
face value. The Institute offers the instruments for sale to the Central Bank of Nigeria
for local Naira currency. The effective exchangerate obtained by IITA through these
series of transactionsis better than the Central Bank official exchangerate. The
difference thus computed can be a significant cost saving to the Institute’s Nigerian
operational costs.
The table below plots the difference in dollars between the Central Bank official
exchangerate and the effective rate achieved by IITA through the Debt Conversion
Programme.
1990

1991

US$OOO
1992

1,689

1,428

1,000

y2JzJ

1994

750

3,010’

In January 1994 the Nigerian Government announced that the exchange rate for the Naira was to be
fixed at Naira 22 per US dollar. Earlier, during the second half of 1993, the exchange rate had
been determined by market forces, which caused the Naira to trade at a rate of Naira 40 per US
dollar (London Financial Times quoted rate of 3 1 December 1993). In 1994 IITA achieved an
average effective rate of Naira 37 to the dollar. The figure of $3,010 above represents the
difference between the effective rate (Naira 37) and the official rate (Naira 22). However, in the
context of the 1994 foreign exchange market, this cannot be viewed as a saving because the parallel
rate was over Naira 50 per US dollar on average for the year.

Real savings to research programmes were enhancedby a policy of procuring
equipment and supplies within Nigeria using Naira to the maximum extent feasible, rather
than importing goods and services using dollars. During the first two years of the
NDCP, the Naira’s parallel (black) market rate averagedonly about 25% higher than the
official rate. Since then, a major upheaval in the Nigerian economy and currency
markets has resulted in an ever-widening spread between the official rate (22 Naira to the
dollar in December 1994) and the parallel rate (100 Naira to the dollar in December
1994). Since the parallel rate is the rate normally used by suppliers, the effective cost
savings attainable under the NDCP is rapidly disappearing. Recently the official
exchangerate has been adjusted, and the prospects for future significant cost savings to
IITA have diminished.
5.2.1.3.

Other Self-Generated Income

In addition to the NDCP, IITA has aggressively exploited other opportunities
for increasing self-generatedincome in recent years. Including amounts under the
NDCP, it is estimated that IITA will finance about 10% ($3.3 million) of its total
expenses($33.6 million) in 1994, including capital depreciation, from self-generated
income.
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The single largest source of such income, about one-half, is derived from
revenuesearned by the Hotel and Catering Service at IITA Headquartersin Ibadan.
Currently, the Hotel and Catering Service is generating nearly $1 million in annual
income (and part of this revenue could conceivably be used to improve campus facilities).
The next largest source of self-generatedincome is from investments of cash
balances, primarily interest on bank deposits. At its April 1990 meeting, following the
recommendationin the February 1990 Report to the SecondExternal Management
Review (EMR), the IITA Board adopted an investment policy specifying IITA’s
investment objectives and the authorized financial instruments. The investment policy is
quite conservative, emphasizingpreservation of capital. Investmentsare primarily in
short-term obligations of the US, EEC and Japanesegovernmentsand their agenciesor
instrumentalities, and in deposits in large, well-capitalized banks in Nigeria. Income
from such investments has been averaging around $350,000 per year, about 1% of IITA
annual expenses.
Opportunities exist for seeking a higher level of income, while maintaining
short-term liquidity and preserving capital, by accepting a somewhat higher level of risk.
However, the current sound financial position of IITA and its strong balance sheet do not
call for a more aggressiveinvestment programme at this time. Nevertheless, in view of
the continued uncertainty regarding the future budgetary climate, the Panel suggeststhat
the BoT closely monitor the Institute’s investment programme and reassessthe BoT’s
investment policy from time to time.
5.2.1.4.

Financial Condition

With highly diversified sourcesof income, a strong cash managementprocess,
and a conservative budget strategy, IITA has managedto achieve and maintain a strong
and sustainablefinancial position in spite of the budgetary stringency experienced in
recent years.
As indicated in the Table 5.1.) since the 1990sIITA’s working capital and
operating fund balancesand liquidity measureshave improved consistently.
With a sound financial position, IITA has not had to borrow to meet cash flow
needs. However, starting in 1994 IITA did begin to utilize overdraft facilities for Naira
expenditures to take advantageof the fact that interest rates (21%) were currently
significantly less than the inflation rate (about 70% in December 1994).
5.2.2.

Financial Management

System

As evidenced by its strong financial position, IITA has a well developed and
energetically administered financial managementsystem (FMS). The FMS can be
characterized as conservative, complex, risk-averse and labour intensive. The
conservative risk-averse nature of the system is a function of the conservative philosophy
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of top management,reinforced by the high risk conditions of operating in-country and
within the sub-SaharanAfrican regions.
Table 5.1.:

IITA’s Operating Fund Balances and Working Capital
1990
actual

1991
actual

1992”
actual

1993
actual

4.2

5.6

5.6

1994
actual*

Operating Fund Balances
US dollars (millions)
Days equivalent of
operations

3.7
38

45

57

7.6

60

92

10.2

12.4

Working Capital
US dollars (millions)

4.9

6.3

9.2

Days of equivalent of
operations

51

68

94

% of Grant Income

14.0

18.5

25.8

108
29.8

149

**

39.3

Ratio
Current Ratio

1.3’4

1.48

1.60

1.76

1.69

Quick Ratio

1.16

1.40

1.44

1.68

I.84

Cash Ratio

0.59

0.78

0.92

1.10

1.36

*

**

Notes
*
**

As restated to reflect a change in accounting policy from Commitments to Accruals basis.
Targets: 180 days of working capital; current ratio of 1.6; cash ratio of 1.0.

5.2.2.1.

Financial Information System (FIS)

The FIS was inaugurated in 1989. After one year’s operation the Second EMR
Report noted that there were many complaints by users, including long processing times,
delayed reports, and excesspaper generated(1990 EMR Report, page 50). It
recommendeda Task Force review of the FIS; the transfer of the FIS from Budget and
Finance to Computer Services; and a reduction in the size of the chart of accounts and in
the level of detail in the monthly reports. The Report also recommendedagainst any
large investments in a new computer mainframe, and deferral of upgradesto existing
hardware until the FIS was made more efficient and responsive to users. IITA’s response
to these recommendations has been a mixed one.
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The FIS staff continues to report to the Budget and Finance Director, since no
apparent advantageis seen in a transfer to Computer Services. IITA has deferred
upgradesto the computer system. After lengthy study and deliberations over several
years, a decision was taken in December 1994 to refrain from a major hardware/systems
replacement and to pursue minor upgrading to the existing configuration to facilitate
networking and speedup processing time. This decision was wise, considering the
potential need for substantial systemsre-design to accommodatean evolving re-structuring
of the research project budget structure and supporting managementsystems.
Some progress was made in reducing the chart of accounts. From a total of
403 accounts in December 1990, some 61 operating accounts were deleted. However,
another 38 were subsequentlyadded, primarily in the balance sheet accounts, leaving a
total of 380 remaining (a net reduction of only 23, or 6%). Complicating the reporting
detail further, there was a net increase in the number of cost centres, which increased
from 319 in 1990 to 385 in 1994 (up 66, or 21%). The continued proliferation of cost
centres (which are, in fact, responsibility centres) is a function of the devolution of
responsibility to research programme and project leaders and establishmentof
decentralized research stations throughout Africa.
This combination of extensive delegation of authority, a lengthy chart of
accounts, a felt need for maintaining a strong control environment to satisfy donor
requirements in a high-risk and difficult operating environment, and a computer system
that is overburdened leads to a reporting system that is detailed, complex, labour
intensive, error prone and perceived by users as being late. The timetable for producing
monthly managementaccounts is, however, generally adhered to. Accounts are available
to all budget officers 5 weeks after the month-end together with full details of
transactions. A dichotomy exists between the researchers’requests for more condensed
financial information and their demandsfor full transaction detail. Management’splanned
upgrade of the FIS hardware should provide on-line enquiry capability for budget officers
and obviate the perceived need for vast amounts of transaction data.
Some further reduction in the chart of accounts is needed. Many of the detailed
subaccountswere introduced as a result of special requests for information (most often
from donors) that required time-consuming manual search of the files. It is time to
reassessthese “requirements”. Donors, as well as top management,should be
systematically queried as to whether there is a real need for producing such information.
In addition, IITA’s current plans to upgrade the existing hardware platform should
improve efficiency and responsetime. A reduction in the chart of accounts, and possible
consolidation of some cost centres, would enhancethis process.
Some of the user frustration and problems with the FIS derives from the
frequency of errors (especially coding errors), many of which could be due to
carelessnessor lack of knowledge on the part of accountablefiscal officers. IITA
managementis committed to the concept of employing scientists as managersof research
projects and stations. Some of the current FIS problems that are correctable in the near
term are, in part, problems of systemsdiscipline, and involve the decentralized outstation
locations. Training of station personnel in FIS requirements and procedures is suggested.
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Further, research programme/station leaders need to be held accountablefor
their administrative performance (and, therefore, that of their subordinates). The Panel
suggeststhat managementrevise the performance rating system for scientist-managersto
give adequateemphasisto their performance as managers, not only of staff but of budgets
as well.

5.2.3.

Auditing

5.2.3.1.

Internal Audit

ETA’s Internal Audit Group (IA) is led by a well-qualified, intemationallyrecruited person with a Canadian CMR certificate, extensive experience with a variety of
private sector firms, and a thorough knowledge of IITA’s financial and management
operations. He is supported by four locally recruited staff including one senior auditor
position, two audit trainees and a secretary.
The IA reports directly to the DG, and to the full BoT, through the AC, and
operatesin a completely independentmode. It appearsto have full support from top
management,including complete accessto all records, information and personnel, and
enjoys adequatebudgetary support. The scope of the audit programme is comprehensive,
covering outstations as well as headquarters,and reflects due consideration to the need for
risk assessmentin allocating audit resources.
The current IA head has occupied the position since 1991. As suggestedby the
1990 EMR Report, he has gradually shifted the focus of the audit effort more toward
operational auditing while maintaining substantiallevel of effort on traditional financial
audits. Prior to 1991, he was a major participant in the design of ETA’s FIS and has
been actively involved in the current He-evaluationof the present system.
With the contemplatedchangesin the FIS, especially the introduction of
networking access, some upgrading of skills in the IA staff will be neededto assure that
adequatecontrols and audit accessare:provided. Professional training of the type and
quality neededis not currently available in Nigeria. To facilitate this, it is suggestedthat
managementprovide an opportunity (and funds) for training the IA staff, to equip them
with the computer knowledge and skills required to assure adequateaudit coverage of the
up-graded FIS.
It has not been the practice to include BoT expenseswithin the scope of the IA
programme, although there is no implicit or explicit restriction on doing so. The
omission reflects the view that the size and nature of the BoT budget does not warrant
audit attention in view of the competing demandson audit resources from higher risk
areas. While it is true that BoT expensesare not sizeable enough to justify an annual
audit, the BoT should consider reques,tinga periodic audit (perhaps once in every three
years - that is, once in the term of each Trustee). This would help sensitize Trustees to
the need to be aware of their own spendingpractices and would help demonstrateto
donors the BoT’s concern for fiscal propriety and economy.
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5.2.3.2. External Audit
IITA’s external auditing has been performed by Arthur Anderson and Company
since 1986. The audits are professionally performed by local auditors under the close
supervision of an expatriate partner operating out of Lagos. The principal effort of the
external audit programme has been at IITA headquartersin Ibadan and at field stations
within Nigeria. Becauseof the high cost of using a commercial firm out-of-country, the
IA has assumedprimary responsibility for such work.
The external auditors have reported that IITA’s internal controls are operating
satisfactorily, and that managementis responding satisfactorily to the findings and
recommendationsof the internal as well as the external audits. External audit reports in
recent years have been “clean” with only minor findings reported.
As required by CGIAR financial guidelines, IITA’s overhead rates and practices
are examined periodically by the external auditor. The review focuses on the logic of the
methodology and computational correctness,but does not deal with equity issues.
Meetings between the BoT AC and the external auditor are open, frank and
comprehensive. The external auditor has never met with the full BoT, a practice other
IARCs have found to be beneficial. While not recommendedas an annual event (the AC
does an excellent job in representing the full BoT’s interest), the BoT might consider
having a closed sessionwith the external auditor once every three or four years or so.
Such a meeting might focus primarily on an overall appraisal by the external auditor of
the control environment within IITA, an evaluation of the scope and quality of the
internal audit work, and a strategic risk assessmentof the Institute. It would also provide
an opportunity for Trustees who are not on the AC to raise any questions they might have
directly with the external auditor.
The BoT has considered and rejected the idea of automatically rotating external
auditors every five years or so. Instead, it has adopted a policy requiring a formal review
every five years of the advisability of rotating auditors. Given the satisfactory quality of
the work performed by Arthur Anderson and Company, and limited alternatives available
in Nigeria, the BoT’s position seemsquite sound.

5.2.4.

Integrated Planning and Budgeting

The Second EMR Report noted deficiencies in IITA’s planning and budgeting
processesand recommendedthat the processesbe simplified and made more participative
and consultative, and that budget allocations directly reflect the goals of the Institute.
Management agreed with those recommendationsand has made sustainedeffort to
improve both processes. Today, the planning process is based directly on the Institute’s
approved MTP, and involves the wide-spreadparticipation of research managersand
programme leaders.
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IITA’s budget development:takes place in three distinct decision processes
covering personnel, capital investment and all other costs. The basic resource allocation
decisions pertain to the staffing of researchprogrammes and priorities embodied in the
MTP. These decisions are essentially taken during the programme planning phase.
Adjustments in staffing patterns required by shortfalls in expected availability of funds are
basically determined at the top managementlevel between the DG and the research
Division directors and Department heads. Costing of the resulting staffing patterns is
relatively mechanical, using standard ratios and approved salary and wage scales.
A capital budget is developedby a Capital Budget Committee consisting of the
three research Division directors, the DDG for International Cooperation, the DDG for
Managementand the Director of Budget and Finance. Capital items requestedby
researchprogramme leaders and managementstaff are prioritized and approved for
inclusion in the budget within the ceiling previously establishedby the DG and BoT for
the capital budget.
All other input costs (objects of expenditure) are derived by negotiations
between the Budget Officer and the responsibleresearch division directors and department
heads, relying heavily on the previous year’s expenditure patterns adjusted for revised
estimatesof costs and inflation.
Once the budget is approved, Division directors and Department heads must
allocate funds to some 385 cost centres and distribute funds among the detailed object
class breakdowns. (There are 180 colt-eoperating centres, of which 128 are in research
and the other 205 cost centres are for special projects and Funds in Trust). The
distribution of allocated funds is input for the FIS and serves as the basis for monthly
status reports to all management1evel.s.
The step-wise approach to annual budget development, combined with the
turbulence introduced by unpredictable reductions in core funding during the last several
years, has made it difficult to achieve:consistencybetween programme priorities and
resource allocations across the full range of IITA programmes. However, the FIS
software is a powerful package which includes roll-up and consolidation facilities allowing
costs to be grouped by researchprogramme, research division and commodity. The
information currently produced is in keeping with the requirements of the Institute’s
divisional managementstructure and, with suitable adjustments,can be made compatible
with the proposed project-basedbudgeting, reporting and priority-setting systems (see
Sections4.3.2. to 4.3.4.).
What is lacking, and needed, is an overarching, time-phasedstrategic plan to
drive the several development efforts in a more coordinated way. The BoT, as part of its
oversight responsibilities, should be more assertive in requiring managementto develop
such a plan for BoT review and approval. Among other essentialconcerns, the BoT
should assure itself that the programme/project structure that emerges will serve the
BoT’s needs for strategic and medium-term planning as well as annual budgeting, and that
it will be compatible with the CGIAR’s requirements for activating the promised matrix
under the re-engineeredCGIAR System.
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To focus attention on this important issue, it would be appropriate for
managementto prepare a time-phasedplan for the further development of an integrated
programmelproject planning, budgeting and managementstructure, including a
streamlined financial reporting system (see Section 4.3.1). The purpose would be to
effectively link strategic and medium-term planning, annual budget development and
execution, and managementcontrol and accountability processes. The plan would include
the designation of a single official to be responsible for coordinating the integrated system
design and implementation effort. It would also include the specification of milestones
and reporting schedulesto keep the BoT informed of progress, problems and design
changescontemplated, if any.
Recommendation:
The Panel recommends that IITA develop an integrated programme/project
planning, budgeting and financial reporting system to support the transition to
project-based research management.
To facilitate this process - as also recommendedin Section 4.3.3 - one research
working group could be selectedto develop and pilot-test the proposed structural concepts
of a fully integrated system, working closely with the Institute’s Chief Financial Officer
and the representativesof the research staff.

5.3.

Information

and Computer Services

5.3.1.

Information Services

IITA’s Information Services Programme consists of the three Units: Public
Affairs, Publications, and Library.
The Public Affairs Unit promotes public awarenessof the Institute’s activities
and accomplishmentsand helps create a positive image for the Institute and the CGIAR
system. It provides regular Briefing Reports to donors and others, organizes the
International Development Lecture series, the Media Forum for Agriculture, and
contributes materials for local, regional and international mass media of the Institutes
activities.
The Publications Unit with its editing, production and distribution services
disseminatesIITA’s research findings to the broad range of users of such information. It
also managesthe Institute’s peer review process for journal articles under the guidance of
IITA’s Publications Review Panel. Information Services provides the secretariat to this
Review Panel (which consists of research scientists). The production of refereed journal
articles by IITA scientists has been steadily increasing in recent years. Contributing
factors to this positive development may have been the activity of the Publications Review
Panel with its secretariat in the Unit as well as the decision to exclude non-refereed
materials from the publication in the Institute’s ResearchBulletin. The Panel commends
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staff for this achievement. The Unit has been equipped with advanceddesk-top
publishing and graphics systems.
IITA’s Library and Documentation Centre has the primary function of serving
the needs of the Institute’s researchersand trainees. It has, however, also become an
important reference library in the region. The Library databasewith currently a little
more than 100,000 records is searchablefrom terminals located in the library and others
located in the Institute’s laboratories and offices. The database,so far served by the
Institute’s VAX mainframe system, will soon be converted to a Pentium-basedsystem
operating under Unix and be accessiblein the PC network. The Centre has acquired 22
external databaseson CD-ROM and has produced guidelines for their easy access.
The Panel notes that two important constraints faced by the Informations
Services Programme and raised by the Third EPR and the Internal Review of the
Programme in 1992 have not yet been satisfactorily addressed:
0

Both the Library and the Publications Unit (the latter in the production and
distribution areas) continue to work under conditions of extreme shortage of
space.

0

While there are Board-approvedguidelines for the activities of the Public
Affairs and Library Units, there is still no agreed institutional policy on
publications activities.

The Panel repeats the statementsmade by the Third EPR on the need for
priority space allocation to Information Services. The reassessmentof the organizational
setup of the Information Services Programme, as recommendedbelow, should be an
opportunity to readdressthese urgent requirements.
Recommendation:
The Panel recommends that a Publiications Policy for IITA be established, and that
an Advisory Committee monitor its implementation.
The Panel noted that there is a certain duplication of efforts, skills and facilities
between the Publications Unit and the:Training Unit with regard to editing, audiovisuals,
graphics and desk-top publishing.
The Panel agrees with the decision made by the DG to transfer the Information
Services Programme to the International Cooperation Division, where its needs can be
more adequately catered for than in the Administration Division. This also should
provide the opportunity for more closely relating Information Services with Training,
Monitoring and Evaluation, and Interpretation and Translation, and possibly Geographic
Information Systemsfor the use of synergistic potentials and to avoid duplication of efforts.
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In the Panel’s view, the forthcoming transfer of responsibilities for IITA’s
Information Services to ICD could be combined with a general reassessmentof the
functions and activities covered by these services. This would lead to agreementson
priorities, strategic goals and organizational arrangements. This assessmentcould cover
the entire range of IITA’s internal and external information functions (Publications, Public
Awareness, Library, Training Materials, Interpretation and Translation, GIS, computer
services and data bases).
Recommendation:
The Panel recommends that a comprehensive review of Information Services be
undertaken as soon as possible.

5.3.2.

Computer Services

Computer Services is a support unit within the ManagementDivision and its
objective is to ensure that the Centre is served with the most effective computer system
available in terms of cost and performance. It also contributes to the necessarylevel of
hard- and software standardizationfor effective support and cost savings.
The equipment installed in the Institute’s headquartersconsists of three DEC
VAX systems serving the needs primarily of the administration support services, and also
of the Library. There are approximately 275 IBM compatible computers, mostly serving
the scientific users, and approximately 200 Apple Macintosh computers serving the
administrative and scientific support staff. The Cotonou station almost entirely works
with Apple machineswhile the other stations primarily rely on IBM-compatible PCs.
Local area networks have been establishedin each of the headquartersbuildings
and their linking is being completed. The Cotonou station has also establisheda network.
E-mail is now available to IITA scientists - which is a definite achievementand is highly
appreciatedby staff.
The Panel suggeststhat in the further developmentof computer services at
IITA, preference be given to PC (and Apple) network-basedsolutions. The proposed
upgrade of the DEC hardware is expected to include network compatibility, and is likely
to meet IITA’s current needs.
Since Computer Services provides user services to the entire Institute, including
Central Stores, PPS Stores, FIS, Library, Personnel, Researchand all other users of PC
and Apple machines, the Panel agrees with management’sview that the Unit should
remain in Administration with other cross-Institute services. The Information Technology
Committee, ,which has members from all relevant groups in IITA, including research, can
continue to provide guidance and strategic direction to Computer Services.
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5.4.

Physical Plant and Administrative

5.4.1.

Physical Plant Services

Services

5.4.1.1. Service Coverage
The Physical Plant Services (PPS) programme provides essential services to the
researchDivisions and the Ibadan campus (or township). Its activities include: housing,
water treatment and sanitation, electrical power production and distribution, airconditioning, communications, building and grounds maintenance,metal and wood
fabrication, and scientific equipment.maintenance. PPS also serves as a technical
resource for other stations outside Ibadan.
The PPS receives over 7,000 service requestsannually, some during weekends
and holidays. An average of 10 vehicles are serviced or repaired on a daily basis.
Approximately 1,000 hours of emergencypower are generatedand over 400 million litres
of potable water are delivered every year. In spite of the problems associatedwith the
aging buildings and equipment, the PPS has managed, since 1988, to reduce materials and
supplies by 20%) abolish one internationally recruited position at the director level, and
change two internationally positions to nationally recruited. The current Head of PPS
reports to the DDG(M).
5.4.1.2. Service Efficiency
The Panel is of the view that although improvements in service provision and
efficiency may be needed, PPS has a team of dedicatedand hard-working staff and
managerswho are able to keep the Institute in relatively good shapedespite the very
difficult external environment. This was amply demonstratedin 1994 when the Ibadan
campus and research facilities were kept operating throughout the six weeks-long strike
by public utilities and services in the surrounding community.
Since the range of services provided by PPS is very large and diverse, and the
work load is heavy, it is to be expected that for some activities there would be a greater
need for improvement than in others. Procurement of goods and services is one such
activity; and for this activity, IITA’s location at Ibadan, some distance from Lagos, is a
definite disadvantage.
Despite IITA’s decentralizationpolicy, the centralized importation of goods and
services (equipment, supplies, sparesetc.) is often necessary,and is the responsibility of
the materials managementsection of PPS. Based on discussionsat headquartersand
during visits to other IITA locations, the Panel understandsthat the time taken for
procurement is often longer than expected becausethe procedures used are more
bureaucratic than necessary.
Some of the scientists’frustrations could obviously be reduced by further
streamlining procurement procedureswherever possible, without sacrificing
accountability. In addition - assumingthat the scientists are familiar with (or can be
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trained in) the standardprocedures and principles of procurement - authority for local
purchasing could be further delegatedto the heads of field stations. The Panel suggests
that at headquarters,it might also be useful to consider a Users’Procurement Advisory
Committee, comprising selected scientistsand administrators, to periodically review the
problems being encountered- both by the users and the providers of service - and to seek
improvements.

5.4.2.

Administrative Services

As noted earlier, a large number of administrative services are provided by the
Administration department of IITA. Most of these services are of reasonably good
quality; and, as in the case of PPS, the Panel has not found it necessaryto examine them
in detail. Only two service units have been especially brought to our attention - perhaps
becausethey are widely used - and these units are briefly commented upon below.
5.4.2.1. Hotel and Catering Services
This service Unit comprises the International Guest House, Dormitory,
Restaurant, Snack Bar, Staff Canteen, Laundry and Recreation Centre at Ibadan. The
Unit provides hotel and cafeteria services for official IITA visitors and increasingly to
third parties. With nearly 5,000 visitors per year and with the serving of 80,000 meals
and over 300,000 lunches, the Unit has establishedan effective record of service quality.
The Panel notes that this Unit has been successfulin providing good quality services in
spite of difficulties in obtaining local supplies.
In recent years, IITA has “opened” the hotel and related recreational facilities
to selectedgroups of outsiders on a fee basis for meetings, conferencesand recreational
events. Customers are primarily restricted to the diplomatic community, collaborating
scientific and educational institutions, and selectedbusinessgroups. Despite the
substantialrevenues generated, this extension of services to outsiders is not universally
appreciatedby the campus community, as the Panel has noted earlier (see Section 5.1.5).
5.4.2.2.

Travel Services

The Travel service Unit comprises airline ticketing, travel documents,
immigration and airport services. Its objectives are to provide travel services similar to
those available at a private travel agency - such as airline flight information, airline
bookings, ticketing and seat confirmations - as well as to assist staff and families obtain
proper residencepermits and visas.
The Panel notes that providing the above services in Nigeria is not always easy.
Many external factors play their part, including frequent changesin immigration rules or
procedures, breakdowns in telephonecommunication links, the changing security situation
at Lagos airport, and an unreliable public transportation system, to name just a few. The
Panel understandsfrom some users of the Travel Unit that, although service has improved
in recent years with the computerization of airline bookings, further improvements are
still possible.

CHAPTER 6 - INSTITUTIONAL

6.1.

RELATIONSHIPS

Host Country Relationships

The Institute has been able to carry forward its programmes in Nigeria
effectively by following opportune and pragmatic strategies, including some
decentralization of its work to other parts of Africa. However, the sluggish economy and
unstable domestic environment of Nigeria over the last decadehave created some
difficulties for IITA both in financial terms - mainly becauseof the impact of artificial
foreign exchangeregulations - and in regard to living and working conditions for staff.
Decentralization has been a deliberate policy of IITA since the preparation of its Strategic
Plan in 1988, in order to achieve (a) sharper focus on particular agroecologiesand (b)
more regional transparency, particularly in respect of francophone linkages.
Despite the unstable and deteriorating national scenario, IITA has improved its
relations with the country’s authorities, as compared to the conditions prevailing in the
mid-1980s. In fact, the Institute has finally had its HeadquartersAgreement with the
Government of Nigeria fully implementedas of 1991, which gives IITA diplomatic
privileges. Besides, the Institute has regularly received special assistancefrom state- and
national-level authorities during times of breakdown of public services, so as to permit the
normal functioning of the Institute. At present, there is still pending the question of
Nigeria’s contribution to the CGIAR, which has not been paid in accordancewith the
agreed dollar values. However, this is expected to be corrected soon.
It should be clear from all the above that host-country conditions have not been
conducive to close and efficient collaboration with the IITA. The intermittent shifts in
official reporting or contact point (i.e. the Ministries of Planning, of Agriculture and of
Scienceand Technology) and the frequent turnover of officials are also detrimental to
collaborative efforts. In particular, the fact that public agricultural research in Nigeria is
conducted by some 16 independentinstitutes, loosely coordinated by a central
administration, makes it difficult for IITA to establish broad and stablejoint activities
with national institutions.
Despite the obstaclesnoted,,there is good, direct cooperation with parts of the
Nigerian NARS, for example:
0

Institute of Agricultural Research(IAR) within whose premises at Kano, in the
north of the country, IITA has establishedits station for cowpea research;

l

National Root Crops ResearchInstitute in the south east, with which IITA
maintains close collaborative projects, especially for cassava,yam and farming
systemsresearch;

0

Institute for Agricultural Researchand Training, for downy mildew resistance
in maize and use of their 1k:ennefarm
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l

Shell Petroleum Extension Service for distribution of improved plantains
Nigerian Plant Quarantine Service for international exchangeof germplasm.

Contacts and collaboration with the agricultural departmentsof Nigerian
universities has diminished relative to earlier times, especially in regard to the University
of Ibadan. As a consequenceof factors such as poor public funding, academic instability
and loss of qualified staff of these institutions, the atmosphereis not conducive to
effective joint research. Thus, the main collaboration occurs in the form of graduate
training in research at IITA for studentswho receive their degreesfrom various national
universities (see Section 3.3.). Access to the IITA library and some of its research
facilities by national researchers/studentsalso provides a useful service to the local
scientific community. Some IITA international staff are honourary research fellows at the
University of Ibadan.
As IITA has decentralizedits operations, the concept of “host-country” extends
also to those nations where the other stations are located. In this respect, conditions are
as follows .
Benin: Two of IITA’s PHMD programmes, biological control and habitat
managementhave been based in the Cotonou Station since 1988/89. Relations with the
national authorities, formalized through a protocol of 1986, are good and the country
generally offers quite favourable operating conditions.
Cameroon, with which IITA has a formal cooperation agreement since 1986,
has become the major location for resource and crop managementresearch for the humid
tropics. IITA researchersare based at Yaounde and at the nearby Mbalmayo Station,
developed on an area of 1,000 hectaresmade available by the government. Close
collaborative ties have been establishedwith IRA. IITA facilities are adjacent to IRA
headquarters.
Uganda: IITA establishedits programme for the Mid-Altitudes SavannaZone
at ESARC in this country through an official agreementwith the government in 1993.
The Institute is developing its research facilities within the main station of the National
Agricultural ResearchOrganization (NARO), at Namulonge. Rapport with the local
scientific community is excellent and staff working and living conditions at present are
satisfactory.
C&e d’Ivoire: IITA signed a cooperative agreementwith the government in
1993 to carry out research for the Moist SavannaZones. IITA is in the process of
establishing a station at the FerkessedougouStation of the National Agricultural Research
Institute for the Savannas(IDESSA). Although activities at this location are still at the
early stages, local support and collaboration have been excellent.
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6.2.

National Institutions

IITA’s primary partners in agricultural research are the NARS, composedof
the national governmental agricultuml research departments, the national agricultural
university systems, as well as any other governmental or non-governmentalagricultural
research agencies. IITA could not achieve its goals without effective linkages to these
national programmes; this partnership is, indeed, essential for IITA’s research delivery.
The strength of the NARS in the region is highly variable and so are the
opportunities for NARS-IITA collaboration. Elsewhere in this report (Section 3.1.) the
mechanismsand organizational methods, and achievementsof IITA’s more formal
collaborative activities with NARS are highlighted (Networks, Resident Scientist Scheme,
ResearchLiaison Scheme). In addition to such formal contacts between IITA and NARS,
there is a multitude of further, less formal collaborative arrangementsand understandings
which comprise a dense network of communication and ground-level cooperation.
Collaborative activities which involve transfer of technology and training of
national staff do not normally call for specific legal agreementsor memorandaof
understandingbetween IITA and the respective NARS. In other cases, with more
substantialIITA involvement, such agreementswhich define the role and responsibilities
of the parties have been reached. This is particularly the case when IITA scientists are
placed in the national programme in the framework of such collaboration. During the
period under review, the following Memoranda of Agreement have been signed: with
Ghana (1992), C&e d’lvoire (1992), and Burundi (1994) to facilitate common
programmes of research and training; with Mozambique (1990)) Tanzania (1994) and
Malawi (1995), to facilitate the implementation of bilateral and regional activities; and
with Sierra Leone (1991), Uganda (1991), Guinea Conakry, and Nigeria (1992) in the
framework of collaborative biological control operations. Such agreementsprovide the
centre’s collaborative activities with ,thenecessarylegal standing and contribute to a high
degree of transparencyand accountability.
Whether supported by bilateral agreementsof understandingor not, there is a
broad range of contacts in research, ,training and communication and documentation
between IITA and national agricultural researcherswhich extend beyond the ones
maintained in the formal arrangementsof networks, or resident scientist schemesreported
in Chapter 3. A survey was carried out by the TAC Secretariaton the collaborative
activities between IITA and the NAR.S in the region in 1994. The respondentsrecorded
that they wish to intensify collaboration with the Institute. IITA’s training and
particularly their information activities were highly rated by the respondents. Of particular importance for the respondentswho had been in one way or another associated
with IITA’s activities, were the Institute’s research programmes. IITA-supported
networks were given variable but generally not outstanding scores, while the respondents
unanimously endorsed IITA’s mission, and goals and long-term strategy. They were, on
the other hand, less satisfied with the level of technical benefits they had received.
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A very significant development in the review period which is highlighted here
has been the development of the ESARC for the improvement of cassava,banana and
plantain (formally created in 1993) as a basis for longer-term research activities with
Uganda’s NARO, the host institution and the national systemsof the two regions,
associatedin SADC (SACCAR) and ASARECA, respectively. This initiative has been
prepared in broadly-basedconsu!tationsin the region and is, in its organizational
structures (Executive and Steering Committees) and in its participatory approaches,a
model for the enhancing of IARC-NARS collaboration. The Panel congratulatesIITA for
its contribution to this promising development.
It is difficult to present full coverage of the wide range of IITA-NARS
interactions. However, the Panel has reviewed a number of collaborative situations which
may be mentioned here as selectedcases.
In northern Nigeria there are currently four linkages of substance:with the IAR
at Ahmadu Be110University (ABU), with the Kano State Agricultural Development
Project, primarily through CID (cowpea); with the Bauchi State Agricultural
Development Project (BSADP) and NGO (Development ResearchCentre), through
RCMD. The linkage is strongest at Kano, with IITA staff working in the same complex
as IAR which has allocated a portion of the experimental farm at Minjibir to IITA. Costs
of the municipal facilities at Kano are shared by IITA and IAR. The linkages in northern
Nigeria are maintained in several ways, e.g. through joint annual IAR/IITA review and
planning meetings. The IITA cowpea breeder is a member of the IAR Legume and
Oilseed ResearchProgramme Review Committee and IITA staff participate in IAR’s
Annual Cropping SchemeMeeting. There is also a linkage through joint activities, such
as the joint research field day during the cowpea seasonat Minjibir and Samaru (IAR
headquarters); joint supervision of postgraduatedegree research projects for those
registered at ABU; joint participation in networks (West and Central African Cowpea
Network - RENACO), West Africa Farming SystemsNetwork); joint participation in
nationally coordinated research projects (cowpea, soybean); collaboration in on-station
and on-farm adaptive research (farmer participatory variety screening of cowpea and
cowpea/sorghum, cowpea/maize, soybean/maizesystemsevaluation) and joint IAR/IITA
preparation of training manuals relating to cowpea diseasesand agronomy.
A prominent IAR scientist participates in IITA’s Task Force for the Ecoregional
Programme for the Humid and Subhumid Tropics in sub-SaharanAfrica.
In the Bauchi benchmark area, BSADP has helped RCMD in locating villages
for the survey work and continues to give feedback on trials and research themes. The
link with the Development ResearchCentre (working with women farmers’ groups) is
primarily in the area of postharvest engineering.
The Plant Health ManagementDivision, with its Biological Control Programme
has establisheda very dense network of working relationships with national researchers
and research groups throughout sub-SaharanAfrica. This research relates to the control
of the cassavamealybug, the cassavagreen mite (CGM), water weeds, the banana weevil,
and cereal stem borers; the activities also include capacity-building through training.
National interest and commitment to biological pest control have been greatly enhanced
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by these activit.ies, as evidenced, e.g. by the strength of the Ghana plant protection
services and by the formation of a national Society of Entomology in .CGted’Ivoire.
Each of .the four Programmes within the Crop Improvement Division has
working relationships with a variable but large number of national research groups
concerned with genotypic selection for adaptation to local conditions of the crops
researched. Improved cassavagermplasm (provided as seed) is distributed annually for
,evaluation for pest & diseaseresistance(CGM, cassavamosaic virus, and cassava
bacterial blight), high yield, dry matter and cooking quality to 33 countries in
‘sub-S&u-an Africa. Technical backstopping and follow-up is provided to collaborators.
Over 30 country programmes also received improved germplasm as in vitro plantlets for
evaluation.’There was a systematic increase in delivery per year from 1,170 virus-tested
plantlets of 31 genotypes in 1990 to 2,385 plantlets of 130 genotypes in 1994. TRIP
collaborated with various national programmes in the international testing of improved
genotypesacross West Africa. The expansion in activities in East and Southern Africa
was greatly facibtated by the presenceof two root crop networks - EARRNET and
SARRNET.
During the period under review there was a very significant increase in
collaboration on yam research between IITA and the NARS in Africa. Links with
institutions on other continents were also maintained. The number of genotypes available
for distribution as virus-tested, in vitro plantlets increasedfrom five in 1990 to sixteen in
1994. A new means of delivery introduced in 1991 involves the production of minitubers
from the virus-tested plantlets in a protected screenhouse. Over 1,000 of such certified
minitubers were distributed each year from 1991 to 1994. The capacity for handling in
vitro plantlets has improved greatly in the NARS following training. There has been
increased use of botanic seedsreceived from IITA by NARS in the establishmentof
nurseries for selection in Benin, Uganda, Gambia, Ghana, Togo, Guinea and Rwanda,
thus offering more variability than is possible in the clonal materials. Collaborators in
eight West African countries are multiplying materials in the field for regional
collaborative trials in 1996, IITA has also been involved in the formation of the African
Yam Network. The relevant national programmes took the lead in this initiative in
which, for the first time, IITA was truly a member rather than an implementing agent.
The Maize Improvement Programme offers various maize trials to national
programmes for local evaluation, primarily in West and Central Africa. Large numbers
of trials (1,637 in the period 1988-1992) are sent out to collaborators at their request of
whom about half return data. From their analysis, stable high-yielding and diseaseresistant varieties have been identified for different ecological regions. Most national
programmes have releasedIITA streak:resistant varieties directly or after selection; they
have also used this material as a germplasm source in their own breeding.
Over the review period, several mechanismsfor NARS collaboration in cowpea
improvement were in place, such as:
0

Cowpea International Trials, carried out in over 50 countries. The trials are
routinely available and are conducted by national scientists with their own
resources
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0

West and Central Africa Cowpea ResearchNetwork which operated as part of
SAFGRAD to 1993 and managedto obtain donor support in 1995

0

SADC (SACCAR) regional project 1990-1993

0

Special collaborative arrangementsfocusing on hotspots and linking with
national collaborators in five countries for the evaluation of materials for
specific traits which cannot be evaluated at IITA’s sites;

0

Monitoring tours and workshops.

For soybeaninternational trial sets (seedsplus protocol for conducting the trial)
are sent on request to collaborators in about 25 countries every year. Similarly the
Plantain and Banana Improvement Programme has been evaluating improved germplasm
in collaboration with regional centres, national programmes and NGOs in multilocational
trials. In the casesof cassava,soybean, plantain, and bananapostharvest technologies
collaborative research activities were undertakenwith NARS. IITA sponsoredthe
formation of the African Plant Biotechnology Network in 1989. GRU collaborated
closely with NARS in several African countries and Brazil in the collection and
conservation of plant genetic resourcesof cassava,yam, cowpea and maize. GRU also
facilitated the establishmentof a NGO - the Plant Diversity ResearchOrganization.
RCMD has collaborated successfully and extensively with NARS in Cameroon
(Resident Scientist Scheme, see Section 3.1.2.1.). The vegetation characterization survey
in the Moist SavannaZone was carried out in collaboration with a variety of NARS, as
was COSCA. New modes of institutional research collaboration will need to be designed
in the context of ecoregional initiatives (see Section 4.2.8.).
The integration of IITA’s research in the regional agricultural systemsis
multifaceted, contributes to the strengtheningof the national research capacity and is
highly appreciated, as shown in the feedback to the TAC survey among national
collaborators.

6.3.

CGIAR Centres and Other International Organizations

6.3.1.

Introduction

In current efforts to renew the CGIAR System and find its role for the future, a
greater opennessof the system is advocated. Growing complexity in science will make it
likely that any given effort might involve all parts of the research continuum, from
strategic through adaptive research. The consequenceis that individual centres, indeed
often the CGIAR System itself, will not have staff to cover all relevant specializations.
To be efficient then, individual parts of the CGIAR must open up to new forms of
collaboration. The CGIAR’s innovations in “Systemwide global and ecoregional
initiatives” are a responseto this challenge. Such initiatives rest on an approach that
brings new balance into international agricultural research. The approach features
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sustainableimprovement of productivity as well as a strategy for the mobilization of the
global research system to meet the sustainability challenge (CGIAR, 1995, A Research
Agenda for the Future).
The request for closer collaboration between CGIAR centres is not new; centres
have often been criticized for being tjoo inward-looking and approaching each other as
competitors rather than as partners. Such rivalry has reduced potential impact of research
programmes and has often frustrated the NARS. The CGIAR intends to provide
incentives for the formation of productive partnership - including those among CGIAR
centres - and to adjust funding systemsto facilitate these collaborative modes of working.
The objective is for the CGIAR to become more outward looking in its mode of operation
and accountableto a wider constituency through partnership.
The IITA Board and Managementhave on several occasionsstressedtheir
commitment to inter-centre collaboration, also in the context of the Systemwide initiatives
and programmes; IITA’s responsibilities there have been highlighted elsewhere in the
report (Section 4.2.8.). IITA therefore has a broad range of cooperative arrangements
with sister CGIAR centres and a generally successfultrack record of inter-centre
collaboration.
Some of these arrangementsare highlighted below.

6.3.2.

CGIAR Centres

In the context of the formation of the International Livestock ResearchInstitute
(ILRI) and the Global Livestock ResearchInitiative, IITA and ILRI agreed on
substantially expandedjoint crop-livestock interaction research for the moist savanna;
IITA housesa team of ILRI scientists at Ibadan and provides it accessto research
facilities and comprehensiveadministrative and logistical support services in the
framework of a detailed collaborative agreement. Joint research emphasizesthe
integration of herbaceousand woody legumes into crop farming for the benefit of soil
fertility improvement, for soil conservation and livestock feed supply. The Panel
commends the two centres for their excellent integration of programme planning and
implementation.
CIAT (Centro International de Agricultura Tropical) has stationed a scientist at
IITA in order to facilitate the transfer of cassavagermplasm to Nigeria from Latin
America and also for some in the rev’ersedirection. At the time of the review the CIAT
position was vacant becausethe incumbent had taken up an IITA appointment in
SARRNET. Becauseof quarantine restrictions, parental clones cannot be sent from Latin
America to IITA for crossing there; c:onsequentlyCIAT sends true seedsfrom its crosses
to IITA. CIAT has received from IITA materials with African cassavamosaic virus
(ACMV) diseaseresistancefor use in crossing. Some of these have been passedon to
EMBRAPA/CNPMF (Brazil) to incorporate resistancein their breeding programme.
A project to tag and map ACMV resistanceis being prepared. A greater interaction
between CIAT and IITA is foreseen in the area of host plant resistanceto major African
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pests and diseases. Both Centres also participate in the CassavaBiotechnology Network,
sharing several project protocols. IITA and CIAT jointly execute the Ecologically
SustainableCassavaPlant Protection (ESCaPP)in South America and Africa.
The intensity of the CIAT-IITA collaboration on cassavahas greatly increased
over the review period; there have also been joint activities in East Africa, particularly in
training in the areas of legumes and IPM. CIAT is keen to have facilities with IITA in
E!SEARC for work on beans. The IITA-CIAT relationship has, in sum, been very
productive during the review period.
IITA is providing accessto the use of its facilities to scientists of ICRAF,
CIMMYT, IRRI, WARDA and CIP who use IITA as a basis for their work. Such
scientists have the same privileges as IITA staff with respect to living on campus and
accessto office and laboratory facilities.
ICRAF has two senior staff members in Cameroon. Both work closely with
IITA, particularly in the context of the Alternatives-to-Slash-and-Burnproject for which
IITA has a coordinating role. Until recently one of these staff members was located at
IITA in Ibadan for joint research on multipurpose trees. IITA and ICRAF also jointly
sponsor the AFNETA network and collaborate in the conservation of germplasm of
agroforestry species. While collaboration on the ground is good, there is, however, a
need to agree more precisely the respective roles of the two institutions in the areas of
agroforestry systems diagnosis and development and in research on component
interaction, in order to avoid unnecessaryoverlap of activities.
The last EPR was very critical of the relationship between IITA and CIMMYT
in sharing responsibility for maize improvement in Africa and particularly in West Africa.
In January 1994 an agreement was finally ratified between the two institutions on “Areas
of IITA and CIMMYT Cooperation on Maize Activities” which sets the terms for division
of labour rather than for cooperation. A CIMMYT maize breeder and two IITA breeders
(including one of whom also serves as the coordinator of the West and Central African
Maize Network) are based at WARDA headquartersat BouakBM’be. The CIMMYT
breeder incorporates streak resistanceinto long-season,lowland tropical maize for West
Africa and into short- and intermediate-duration maize targeted for East and Southern
Africa, while the IITA breeders produce very short-, short- and intermediate-duration
materials for West Africa. The Panel notes that CIMMYT continues to have a maize
agronomist in Ghana in the Ghana Grains Development Project (up to end 1995).
The Panel considers that this situation is a workable but clearly a less than
optimal solution of the long-standing dispute on CGIAR maize responsibilities in Africa.
It decided, however, not to recommend any action, but to leave this to the forthcoming
inter-centre cereals review.
The agreementbetween IITA, IRRI and WARDA on rice research in Africa
foreseesa gradual but comprehensivetransfer of all activities from IITA to WARDA in
the course of the current Medium-Term Plan (1994-1998). IITA has implemented this
transfer as per the terms of the agreement. The residual rice activity currently maintained
at IITA headquartersis the coordination of the International Network for Genetic
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Evaluation of Rice in Africa (INGER. Africa) with the presenceof an IRRI rice scientist
in charge. This is done for reasonsof convenience(advancedfacilities in GRU for the
maintenanceof the African rice collection, rice research facilities at Ibadan, good
quarantine services in Nigeria). These are also the reasonsfor WARDA to base its
lowland rice breeding and its African gall midge control programmes at IITA Ibadan.
The decision as to whether and when INGER is transferred to WARDA and to what
extent the IRRI scientist at IITA carries out prebreeding work on rice is a matter of
agreementbetween WARDA and IRRI. It is worth mentioning here that the longstanding INGER activity in Africa supported by IITA has led to the release of 141 rice
varieties in 27 African countries.
IITA is one of WARDA’s key research partners in the region by virtue of its
mandate for the humid and subhumid tropics, its location in West Africa and its programs
for resource and crop managementfor the ecological zones that are of interest to both
institutes. In order to facilitate the necessarylevel of interaction WARDA and IITA
agreed to have mutual Board of Trustee representationon each others Programme
Committee and to establish a Technical IITA-WARDA Task Force to define areas of
complementarity among the programmes of the two Centres. The Panel is confident that
these mechanismsare effective enough to support successfulidentification and integration
of common research agendas.
IITA and WARDA share responsibilities in the CGIAR ecoregional programme
in warm humid and subhumid tropical Africa for which IITA was identified as the
convening centre. WARDA has the lead role within this programme for the inland valley
component. The corresponding research consortium with the participation of both centres
was establishedin 1993.
After the transition of the sweet potato mandateto CIP, IITA continued to
maintain the in vitro collection of germplasm. This has been partially duplicated by CIP
at Lima. The CIP liaison scientist participated in some IITA training courses on root
crops. CIP is also interested to use the IITA facilities at ESARC for backstopping of
activities in East and South Africa. The secretariat for the potato network is already
located in the IITA office in Kampala.
A close technical and administrative collaboration between IITA and ICRISAT
has emerged in the review period at a.ndaround Kano, where IITA’s cowpea breeding is
primarily done. The Kano zone is outside IITA’s ecological mandatearea but not outside
its commodity mandatearea. The question whether cowpea should be an ICRISAT
mandatecrop is occasionally raised. Given the strengths of the IITA cowpea breeding
programme and its strong production systemsorientation, and given the adequatelevel of
IITA-ICRISAT interaction in research on cropping systemscontaining cowpea, the Panel
does not recommend any immediate action but suggeststhat the subject is reassessedas
part of the IITA mandate in the preparation of the next Medium-Term Plan.
IITA entertains close collaborative links with IPGRI and INIBAP in various
ways. IITA is the centre with the best.plant genetic resource conservation facilities of the
entire region and with one of the broa.destcoveragesof speciesin the CGIAR System;
IITA is thus a key partner for IPGRI in agrobiodiversity, and plant genetic resources
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research, training and information activities for Africa, particularly in the context of the
Systemwide Genetic ResourcesProgramme (SGRP). A joint IITA/IPGRI/FAO training
course has been organized. The Panel encouragesIITA to play a proactive role in this
initiative. The IITA-INIBAP interaction involves joint work on training and
information/documentation. A detailed working arrangementhas been agreed in East and
Southern Africa with respect to highland Musa research. A matter of concern related to
safe exchangeof Muss germplasm has swiftly been addressedby IITA through special
project funding which will result in the development of indexing facilities.

6.3.3.

Non-CGIAR Centres and Others

ICIPE (International Centre for Insect Physiology and Ecology). New farreaching opportunities for collaboration between IITA and ICIPE have emerged with the
appointment of the new Director General of ICIPE, formerly Director of PHMD at IITA.
These range from mutual logistical support to the exchangeof scientists and integrated
research protocols. ICIPE has decided to concentrateon non-CGIAR food and
horticultural crop pests and will devolve its banana research to IITA in order to contribute
to complementarity between the two institutes.
CIRAD (Centre de Cooperation Intemationale en RechercheAgronomique pour
le Developpement). The DG of IITA is a member of the Programme Committee of
CIRAD’s Annual Crops Department.
A very positive development in the review period has been the signing in 1991
of a general agreementbetween IITA and the French Institut de la Recherche
Agronomique (INRA), CIRAD, and the Institut FranCaisde RechercheScientifique pour
le Developpementen Cooperation (ORSTOM) on the coordination of research efforts and
on research collaboration. Specific agreementswere signed with CIRAD in 1993
concerning research on yams in sub-saharanAfrica and in 1994 with ORSTOM
concerning modelling of CGM biocontrol. One CIRAD and one ORSTOM scientist are
based at Cotonou.
IBSRAM (International Board on soil Researchand Management).
Training/acid soil network/CGIAR soil, water and nutrient managementinitiative.
IFDC (International Fertilizer Development Centre). Soil, water and nutrient
managementinitiative.
TSBF (Tropical Soil Biology and Fertility Programme). Alternatives-to Slashand Bum Initiative.
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6.4.

Advanced Institutions

The 1990 EPR identified a lack of critical mass in many of the Institute’s
research programmes and also recognized that in some fast-moving fields of science, such
as biotechnology, IITA scientists could experience difficulty in keeping abreast of
developments. Consequently, it attached considerable importance to external links with
advanced institutes, both public and private, as a means of maintaining scientific
awarenesswithin the Institute.
Without making a formal recommendation, the 1990 EPR expressed its concern
that “direction and research agenda of linkage arrangementsare seldom controlled by
IITA” and it advised the Institute, her alia, to focus on relatively few priority areas in
which it played the leading role in the initiation and conduct of collaborative projects.
The further suggestion was made that IITA should consider collaboration with the
increasingly important private sector in developed countries. A modest amount of this
type of collaboration is in place, e.g. with PGS, Belgium and Monsanto. In addition, in
collaboration with the International Service for the Acquisition of Agric-biotec
Applications (Cornell University, USA), IITA has tried to link to the private sector,
especially for the acquisition of genes and recombinant DNA technology. Similarly, links
with Katholieke Universiteit Leuven (KUL) provide a way for tapping the rich vein of
anti-fungal proteins developed by the collaboration between KUL and ZENACO.
However, IITA’s experience to date in this area of prospecting, is that the private sector
are not really forthcoming. Hopefully time and further developments in this field will
cause some favourable adjustments in. the private sector’s current attitudes towards nonprofit making organizations which focus their work on the developing world.
During the present review period only four memoranda of understanding were
signed with advanced laboratories or research organizations abroad: 1992, University of
Amsterdam for quarantine of predato:r mites of CGM; 1992, University of Maryland
Eastern Shore on agricultural research and training on root and tuber crops; 1992,
Natural Resources Institutes (NRI) on postharvest technology and virology; 1993, KUL
on soil organic matter research.
This does not reflect the colnsiderableprofessional contact IITA scientists have
with colleagues abroad (sometimes within the framework of core-supplementing projects).
PHMD, in its divisional annual report for 1994, published a very long list of scientific
collaborators of whom some 50 are located in advanced institutes or universities
(excluding IARCs) outside Africa. In some casesthese contacts can be very useful as
demonstratedby the collaborative work of IITA and FIC, combined with the technical
support of the University of Minnesota for development of diagnostic tools for banana
streak virus (BSV).
CAB International collaborates with IITA on a wide range of research and
training activities in plant health managementthrough several of its institutes.
Collaboration between the International Institute of Biological Control (IIBC) and PHMD
is on the LUBILOSA project has been successful for biological control of the water
hyacinth and the mango mealybug. Through the Uganda Banana Improvement
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Programme, the International Mycological Institute (IMI) interacts with IITA on Fusarium
wilt. The International Institute of Parasitology (HP) collaborates with PHMD on studies
of root nematodesof bananasand joint work is undertakenbetween TIP and CID/TRIP on
resistancein yams to nematodes.
Current interactions with Natural ResourcesInstitute (NRI) involve the
development and implementation of the processing component of the COSCA project;
collaboration on a training programme in postharvest technology of the Non-Grain Starch
Staples (NGSS) Project in Uganda and collaboration on the epidemiology of ACMV and
feeding behaviour of the leafhopper vectors of maize streak disease. Part of NRI’s yam
research in Nigeria uses land and facilities at IITA’s Onne Station.
External linkages in CID are understandablyconcerned mostly with
biotechnology. These cover work in cowpea biotechnology with several universities in
Italy, the USA and Belgium and are fully interactive with regular reviews of progress and
the exchangeof visits. A new series of joint projects concerning yam and cowpea, and
the BSV diagnostic project mentioned earlier has been establishedwith the John Innes
Institute in the UK with subcontractsto NRI and Horticultural ResearchInternational. In
Muss biotechnology, the links forged with KUL have been maintained. Other
collaborative projects cover in vitro micropropagation of yam, cassavaroot quality and
cyanogenesisin cassavalinking with Wye College (UK), NRI and Royal Veterinary and
Agricultural University, Denmark) respectively. The importance of information exchange
and reciprocal visits and the free availability of any research outputs in Africa are key
considerationsin the initiation of any links.
There are relatively few links involving RCMD, the only new project in the
review period being that on organic matter with KUL listed above. Michigan State
University has been involved in root studies using minirhizotrons as part of the continuing
work on alley cropping. As part of a joint activity with ICRAF, the Multipurpose Trees
Screening for West Africa project launched in 1990, involves Oregon State University.
The Panel has concluded that the links being formed by IITA at present are
generally relevant to the main lines of research at the Institute and are targeted at
appropriate advancedinstitutes. For the most part, the links appear to be genuinely
collaborative and the Institute has gone some way towards countering the criticism that it
is merely the recipient of scientific services on offer.

CIIAITEIX

7.1.

7 - SPECIAL ISSUES

: Socioeconomics

7.1 .A. Rationale
Somewhat surprisingly, the last EPR made little explicit mention of the
contribution of social scienceresearch at IITA. Given the current staffing pattern in this
area at IITA, the Panel wishes to indicate the types of roles which it believes social
scientists should’take at IITA. These include (see also Collinson and Platais, 1992):*
Conducting strategic researchin social scienceto improve understandingof
human behaviour at the farrn, community, and national (policy) levels, in order
to assist the conduct of researchat IITA.
Contributing to research that will produce technologiesand strategies useful to
farmers, and their households,in improving their productivity, welfare, and
sustainability in an equitable manner.
0

Assisting IITA managementand scientistsin priority-setting and planning, and
in assessingimpact.

l

Participating in enhancing the capacity of national organizations, particularly in
research.

This list of potential roles to be played by social scientistscontrasts with the
actual presenceof social scientistsin the core programme since the 1990 EPR. The
changescan be traced to the reorientation from crop-basedworking groups to the
agroecosystemprogrammes in 1992, the significant resignations (i.e. four) that occurred
soon after, the strategy developed in the 1994 Medium-Term Plan 1994-1998, and the
budgetary crisis that IITA faced during the review period.
The five agricultural economistspresent at the beginning of the review period
(one of whom headedthe Resourceand Crop ManagementResearchProgramme
(RCMP)) were reduced to three at the end of 1994. Of these, one currently heads the
RCMD and another has been employed under the Collaborative Study of Cassavain
Africa (COSCA) project. Thus, of the four core positions indicated in the Medium-Term
Plan (including an Impact Assessor)only one is currently filled (i.e. for the Moist
SavannaProgramme). Technically one position has been “eliminated” resulting from a
transfer of responsibility for the Inland Valley Programme to the Moist Savannaand
Humid Forest Programmes, while, until recently, another one was frozen (i.e. the Impact
Assessorposition). Currently, recruiting is underway for. an agricultural economist for
the Humid Forest Programme and the processof recruiting an Impact Assessoris

1
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beginning. Apart from the Impact Assessorposition, which has not been filled to date,
all the social scientist positions are located in the RCMD.

7.1.2.

Achievements

Among its major activities, socioeconomicwork has helped to characterize
environments and technologiesin the humid and subhumid regions of West and Central
Africa. This exercise has contributed to the “benchmark area” concept, a major focus of
IITA’s current field efforts under its ecoregional mandate.
0

In the Moist SavannaProgramme considerableemphasishas been laid on
characterizing systemsas being population-driven or market-driven and as being
in a land-expansionor land-intensification stage of development.
Differentiation of systemsaccording to such criteria is designedto help in more
definitively targeting technology development. An offshoot of this has been an
analysis of the impressive successof introducing maize into the Moist Savanna
Zone. Much of the “benchmark” work to date has concentratedon the northern
part of the Guinea SavannaZone but currently the economist, in collaboration
with the NARS, is completing a proposal concerning a “benchmark area” in the
southern part of the Zone.

0

Characterization of current farming systemshas also taken place in the Humid
Forest Programme in spite of there being no core-funded incumbent. A number
of studies have been undertaken, the most notable being a survey of resource
managementin 85 villages (of which 47 were in the forest zone), conducted in
1992 throughout Cameroon. The survey undertakenwith special project
funding was implemented primarily by scientists from the Institute of
Agronomic Research. A geographic grid-coded schemeindicating native
vegetation and soils was used as a sampling frame and the results were used to
identify strategiesfor technology development, linked to a resource-use
intensification gradient, for the forest margin benchmark site in southern
Cameroon in late 1993. During 1994 survey activities continued with a
household characterization study undertakento complement the soil sampling
and rapid appraisal of vegetation in 45 villages which were selectedusing an
area grid approach. Following this, six villages have been selectedfor
intensive monitoring and on-farm technology testing.

The COSCA project started in 1989 with funding from the Rockefeller
Foundation. A large amount of information has been collected and analyzed on the
cassavagrowing areas of Africa. PhaseI, completed by 1990, addressedcharacterization
of cassavaproducing zones at village-level, while in 1992, PhaseII was devoted to a
detailed production survey. Finally, the collection of date in Phase III, which dealt with
postharvest issues, such as consumption and marketing, was completed in 1993.
Substantial data analysis has been completed on PhasesI and II, and databasesfor these
two phasesare available for release. Progress is being made on the entry and cleaning of
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data collected in PhaseIII. A large number of publications have been produced and
national reports on the 10 countries collaborating in the project are being prepared.
Examples of other activities are as follows: some work relating to
sustainability has been undertaken, particularly with respect to the total factor productivity
concept, in collaboration with ILRI (formerly ILCA). Resourceuse dynamics have been
studied in southeasternNigeria, a conceptual framework has been developed for analysis
of shifting cultivation and an assessmentof alley cropping has been made. An
interdisciplinary study involving macro-level characterization of 14 countries has recently
been completed on savannasystem characteristicsfor West and Central Africa. Social
scientists have also contributed to the characterizationconceptual framework used as a
basis for the Inland Valley Consortium (see Section 4.2.7.). Finally, the newly appointed
head of the RCMD (an agricultural economist) has played an important role in the
research priority-setting exercise that has been undertakenwithin IITA.

7.1.3.

Assessment

Unquestionably the disruption in staff continuity and the temporary reduction of
core commitments has had a negative impact on the contribution of socioeconomics
during the review period. Taking this into account, the socioeconomicinput has been
remarkably productive, thanks in large part to work undertakenas a result of special
project funding.
However, although care must be taken not to use publications too rigidly as
a yardstick in assessingthe contribution of the social science component, it is apparent
from the list of publications provided to the Panel, the publication record of the social
scientists in IITA since the last EPR has not been very impressive. There was, as
expected, a peak in terms of published papers during the 1991/92 period with a marked
decline since then. Taking into accoluntthe type of publication and the number of senior
scientist years which social scientists actually filled since the last review, the publication
record for the social scientists at 1IT.A was no better than that criticized at the time of the
last review for JITA as a whole. More than 65% of the scientific output of the IITA
social scientists did not involve rigorous, peer review, while the number of externally
refereed publications per social scientist was only about 0.83 per year. However, there
are a number of papers currently in draft form.
Perhaps of even greater colncernis that only a few of the publications appeared
to reflect genuine interdisciplinary collaboration, an unfortunate situation given the fact
that well over 90% of the IITA scientists have a technical orientation and that an informal
survey among such scientists indicated their perception that the most important function of
CGIAR social scientists was to provide guidance on technology development (Collinson
and Platais, 1992)’ In fact, even before the last EPR the number of interdisciplinary
papers was rather limited. However, as indicated earlier, there is now some evidence
that this situation is changing. For example, there appearsto have been coordination and
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collaboration across social and technical disciplines in the characterization studies of the
Moist Savannaand Humid Forest agroecosystems. Unfortunately, to date, little has been
published from work on the Humid Forest agroecosystem. Given the innovative nature of
the approach and its potential value to others, this is something that needs to be rectified
as soon as possible. The characterizationof the agroecosystems,taking into account the
interaction between the technical (i.e. biophysical) and socioeconomicvariables, is good
and helps lay a much firmer foundation for determining and targeting relevant
technologies.
The COSCA study undoubtedly constitutes one of the best commodity studies
implemented in Africa to date. Past and current trends in production and utilization of
cassavahave been quantified and documentedfor 10 countries and detailed information is
now available on cassavaproduction, consumption, and marketing. This information is
increasingly appreciatedby many both in and outside IITA. In connection with this, as
indicated above, the project has been prolific in terms of publications and still more are
planned. However, although databasesare now available on PhasesI and II, they have
still not been generally distributed to interested parties, The Panel strongly supports the
plan to make a decision on how this should be done at a meeting scheduledfor June
1995. It is also apparent the analysis and write-up of the surveys will not be completed,
as earlier planned, by the end of 1995. Therefore, now that major support from the
Rockefeller Foundation has ended, the Panel supports the plan of IITA to continue
funding the economist for a total of one SSY beyond the end of 1995 in order to ensure
that this important task is completed.
Although the Panel regrets the delays causedby the budgetary crisis and the
need to recruit a new Director of RMCD in filling the vacanciesarising from the
resignations at the end of 1992 and in 1993, it is also pleased to note that some positive
decisions have recently been made. Although, as indicated above, recruiting is underway
for two of the vacant positions, there is still a question mark about the position for an
agricultural economist in the Inland Valley Programme which, technically, has been
eliminated. In essence,the agricultural economist currently leading the COSCA project
can be viewed as filling this post. However, if this position were releasedas one for a
core agricultural economist after the termination of the COSCA project, staffing by social
scientists would still amount to less than 10% of the total IITA scientist complement,
compared with an average in 1991 of about 15% for CGIAR centres as a whole’
(Collinson and Platais, 1992)*.
The Panel believes there is strong justification for making this position
available. If plans for expanding the work in the Mid-Altitude Savannaare realised then
obviously the position could be used for fulfilling the needsof that agroecosystem.
However, for reasonsgiven elsewhere (see Section 4.2.7.), the Panel has some
reservations about doing this in the near future, unless additional research resources can
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be identified. Although it recognizes the desirability of an RCMD input right at the
beginning of Mid-Altitude Savannawork, it also recognizes that the limited core research
resources would mean that the critical massesin the other two agroecosystemswould
suffer (see Section 2.3.4.). However, there is urgent need for agricultural economists to
help in interdisciplinary work of various types, e.g. ascertaining economic feasibility of
technologies, assessingimpact ex ante in equity and welfare terms, etc. with scientists in
CID and PHMD. Thus, the Panel would prefer the agricultural economist, who ideally
should have some sociological skills, to concentrateon collaborating with scientists in
CID and PHMD. For example, PHMD has expressedan interest in a socioeconomic
input in their cassavawork.
Recommendation:
The Panel recommends that IITA maintain an effective capacity in social science
research and recruit to fill the positions approved in the Medium-Term Plan as soon
as possible.
Since the two positions for agroecosystemwork are for agricultural economists,
the Panel supports the current IITA plan to fill the Impact Assessorposition with a
representativeof another social science discipline (see Section 7.2.2.).
Finally the Panel suggeststhat, given the limitations imposed through having
only three core agricultural economist positions, the following points are taken into
consideration in charting the strategy for the agricultural economics input over the next
five years:
0

Top priority should be given by the agricultural economiststo providing
meaningful services to technical, i.e. biophysical scientists. The Panel
therefore concurs with the proposal of the RCMD Director at a presentation to
the IITA Board in December 1994 that more than 90% of the social science
agenda should focus on services for biophysical scientists, including
collaboration in on-farm surveys, studies, and trials.
Given the priority that shou18d
rightly be assignedto identification of
technologiesand strategiesfor improving farmer productivity and sustainability,
the function of ex post impact assessmentshould primarily be the role of the
Impact Assessor. However, assemblingappropriate baseline information
required for diagnosis and design purposes (which later can also be used for
expost assessment)is an appropriate function of the agricultural economists.
Another appropriate activity of such economistsis ex ante assessmentof
technologiesthrough the use of modelling techniquesto help scientists assess
the welfare and equity implications of the technologiesthey are, or are planning
to, develop.

0

Ways should be sought to collaborate with social scientists in national
organizations through not only helping in their training but also, where
domestic expertise already exists, e.g. particularly in Nigeria, in increasing the
quantity and quality of the social science, i.e. both economics and sociology
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inputs not only in the national programmes but also in IITA itself. The Panel
believes that much more can be done than is currently the case in using the
social science skills within national programmes, i.e. particularly in Nigeria,
which generally have very limited resourcesat present. Obvious examples of
where such inputs could be particularly valuable are in ex post impact
assessment(Section 7.2.2.), collaborating in surveys and on-farm trials
(particularly of an applied and adaptive nature) where they have intimate
knowledge of the local environment, e.g. the Cameroon survey mentioned in
Section 7.12.) and studies of a policy nature. What is extremely important,
however, is that, in terms of research results, joint products are produced and
published.
0

Continued encouragementshould be given also to filling perceived gaps in skills
and expertise in social science areas through the use of Post Doctoral Fellows,
Visiting Scientists and special project funding.

l

Although it has been said many times before, ways need to be sought to
encourageinter-centre collaboration to ensure more effective use of scarce
social sciencecapacity. One obvious linkage that needs to be explored to a
greater extent than it has to date is with IFPRI,’ which has a comparative
advantagein addressingpolicy issues which are likely to be very important in
facilitating/encouraging/ensuringconvergencebetween productivity and
sustainability strategies. Researchbenefits will be limited unless there is policy
reform.

In the light of the above, the Panel suggests that IITA initiate discussionswith
IFPRI regarding effective collaboration on agricultural policy research in Africa, in the
IITA mandate regions. The Panel further suggeststhat TAC should ensure that this
concern is addressedin the current Stripe Study on Policy and ManagementResearchin
the CGIAR.

7.2.

Impact Assessment

7.2.1.

Achievements

As reported in the last EPR, indicators of impact still appear to be largely
anecdotal (for example, see TAC, 1990)2except for external evaluation of the spectacular
biocontrol programme on cassavamealybug, on which development was accomplished
prior to the current review period. Some published information is also available on the
increase in maize production in northern Nigeria and the spread of improved cassava
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varieties also in Nigeria. In both casescultivars from IITA have played significant roles.
A comprehensiveand seemingly impressive but unquantified list of achievementsrelating
to technology development and adolptionis given in different parts of the most recent
Medium-Term Plan. There is little point in repeating the list in this report; but the
apparent diversity in terms of technologiesadopted and the widespread nature of adoption
that is claimed for others, do appear to imply that there has been’s substantialpayoff
from the resources devoted to research at IITA. However, the Panel could not be
absolutely certain about this, since the plea of TAC in commenting on the last EPR
(TAC, 1990: p. xiii), to develop systematic approachesto assessmentof impact at three
levels, i.e. on science, on national systemsdevelopment, and selectively on farmer
productivity, does not appear to have been heeded. In the lists given, evidence of impact
is couched in terms of words and phrasessuch as “developed,” “incorporation of
resistance,” “enhanced,” “released and adopted,” “proved to be, ” “improved, ” “adopted
extensively,” “widely adopted,” expandedconsiderably,” “being adopted,” “adapted to,”
“being released,” “widely grown,” etc.
However, as the discussion in the following section shows, the Panel is
reluctant to be too judgemental about the apparent vaguenessof the above words/phrases.
From information given to the PaneKand presentedearlier (see Section 2.1.), it is possible
to argue that there has been considerableimpact relating to the crops under the mandate
of IITA and that IITA has contributed to that success. Certainly substantialamounts of
improved germplasm have been distributed for all the crops, while impressive increasesin
production and/or area grown have occurred with respect to maize, cowpeas, and
soybean. The 1994 King Baudouin Award was given for successin breeding plantains for
Black Sigatoka resistanceand advancesin Muss research, with an estimated potential
return for every dollar invested in research of $1500. The COSCA study has revealed
that 5560% of the cassavacropped area in Nigeria is planted with improved varieties of
IITA origin, that has been estimated to provide enough “gari” for 29 million people. For
maize in 1990-92 it was estimated that 20% of the cropped area was devoted to improved
germplasm to which both CIMMYT and ETA had contributed. Certainly ETA’s work on
maize streak virus resistancehas been important in the adoption of improved varieties.
An independentimpact assessmentreport for the SAFGRAD networks revealed that in
Mali and Burkino Faso between 1988 and 1991, improved germplasm originating from
IITA accounted for 40 to 60 % of the releasedvarieties. Finally, social benefits of
cowpea research have been estimated!to range from $6.2 to $12.3 million per year in the
West and Central Africa region for tlheperiod 1987-91.

72.2.

Assessment

Although it is unfortunate that more detailed “quantitative” ex post assessments
of IITA’s impact are not available, the Panel is reluctant at this time to be too critical
about the lack of progress in this area. While, on one hand, it is regrettable that the
position of Impact Assessor specified in the MTP was frozen until recently, the Panel also
believes, as the TAC commentary indicated (TAC, 1990)’that the issue of impact
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assessmentis a CGIAR Systemwide concern and therefore needs to be tackled at that
level as well. The Panel is aware that Impact Assessorshave recently been appointed in
at least two centres (CIMMYT and ICRISAT), and the Panel is pleasedto note that the
process of recruiting one.for IITA has recently been started. The CGIAR Task Force on
Impact Assessment,consisting of donor and centre representation, is expected shortly to
complete its report. This appearslikely to recommend an independenttwo-person Impact
AssessmentUnit that will interact with Impact Assessorswithin the individual centres and
presumably encouragethe implementation of some Systemwide methodologies. The Panel
would fully endorse such an approach.
The Panel believes this is important, becausewhile impact assessmentis easy to
talk about, it can be complex and costly to implement in practice. Thus, to provide
comparative data across centres and to encourageevolution in the approachesused, those
responsible for impact assessmentneed to be able to discuss, test and hopefully adopt
new, cheaper, and more efficient methods. A number of important issues relating to the
difficulty of institutionalizing impact assessmentwithin the CGIAR System are given in a
recently-published paper by Collinson and Tollens (1994).’ A few of the major concerns
and issues that need to be recognized and, where necessary,resolved are:
0

All parties (donors, CGIAR/TAC and national organizations) need to recognize
that the products produced by IITA are generally “intermediate” in nature,
therefore complicating the issue of determining impact assessment.

0

Becauseof the “intermediate” nature of some of the products produced by
IITA, the ultimate impact of its work is dependenton prevailing national
economic policies and on the efficacy of other institutions, e.g. NARS,
extension, governments, on which IITA has little influence. Thus, becauseof
the “final (joint) product” that results, to attribute ultimate benefits almost
uniquely to the work of IARCs - which on occasion has been done - is both
unreasonableand misleading!

0

As institutions such as IITA move increasingly emphasizestrategic plus some
applied research, the impact assessmentissue will become increasingly
“intermediate” in nature and a longer time frame will need to be accepted, as
far as obtaining impact is concerned. Increasing concern and attention to
sustainability issues, which relative to evaluating productivity can usually only
be ascertainedempirically, in a relatively long time frame, further complicates
the issue of impact assessment.

0

Given the above observations, much of the impact of IITA’s work is likely to
be indirect (e.g. on institutional capacity and scientific knowledge) rather than
direct (e.g. improvement of production, sustainability, consumption and social
welfare). Unfortunately but understandably,it is the latter direct impact that
donors are most interested in and the one most difficult to achieve because, as
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mentioned above, of the critical role played by other institutions. In fact it is
probably true to say that these play an even more critical role when actions by
farmers are necessaryto achieve the desired impact. Thus, as Collinson and
Tollens (1994)’have indicated, perhaps some of the successof the biological
control of the cassavamealybug can be attributed to the fact that impact was
possible independently of decision making by the farmer. Unfortunately, as
they also emphasize, such opportunities are limited.
Assessmentof direct impact, particularly where direct action by farmers is
involved, can be a very complicated and expensiveprocess. The key dilemma
to resolve is the extent to which the benefits of collecting more detailed,
accurate and comprehensivedata outweigh the costs involved in its collection.
In reflecting about the benefits of such data collection, the Panel believes there
are three groups of clients, beneficiaries or needs:

l

l

To satisfy the needs of the different stakeholders(in particular the funding
or donor agencies

0

To help internal programme planning and monitoring within IITA itself

0

As a result of adoption studies, to help indicate new research priorities
and/or adjustmentsrequired in policy/support systems necessaryto
facilitate, for example, greater and/or more equitable adoption.

The problem therefore that urgently needs resolution is how timeconsuming and resource-intensivethe data collection exercise needs to be to
meet the above needs satisfactorily. Impact measurescan vary from the very
crude and inadequateestimation of the number of farmers who adopted a
particular technology, i.e. assuming that farmers benefited becausethey adopted
it, through determining the level and stability of the return from the new
compared with the old technology, i.e. often within the realms of a specific
enterprise, to evaluating the benefit of the new technology within the whole
farming system of the farmer, i.e. the best and most relevant measureof
impact. Obviously the complexity of impact assessmentincreasesas one moves
through this continuum but at the same time the value of the results to the three
groups mentioned above increases.
Perhaps it is worth noting here that the value of the results of direct impact
assessmentis likely to be lower, in terms of feedback to help in deciding future
activities, the further one is from the farming system end of the continuum
referred to above. Also, the maximum impact in terms of feeding back new
research priorities and required adjustmentsin policy/support systems is likely
to be achieved if such studies are done in collaboration with national
programmes, especially as they increasingly have the sole responsibility of
doing adaptive research.
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Although the Panel recognizesthat there are fairly well-developed methods for
measuring the rates of return to research investments, it is still difficult to identify the
specific component that can be attributed to research except in an ex ante or partial sense.
For example, the financial returns to maize research in Zambia in an ex post sensehave
declined markedly since the government has decreasedsupport for maize production. The
somewhat lengthy discussion given above is designedto point out additional difficulties in
estimating the unique impact of IITA’s research.
In conclusion, the Panel wishes to make three specific observations:
0

The Panel does not feel it is appropriate to stipulate exactly what should be
done, in terms of the above discussion. Rather, it believes that it would be best
for the “optimal” solution to be determined collectively by representativesof all
the relevant stakeholders,i.e. donors, CGIAR/TAC, NARS, taking into account
the nature of the products produced by the IARCs, the time frame in which
they are produced, and the limited resourcesthat can be devoted to the impact
assessmenteffort. This effort needs to include CGIAR Systemwide guidance
on the methodologiesthat would be acceptable,e.g. how much emphasis needs
to be placed on expensive quantitative measurementcompared with cheaper and
often very insightful, somewhat more qualitative farmer-participatory techniques
complementedperhaps by relatively simple cx ante modelling exercises).

0

Agreement to place increasedemphasison farmer-participatory types of
techniques, which permit ordinal ranking, holds the implication that impact
assessmentwill not only involve greater interdisciplinary cooperation, but also
will require expertise that is often not found in mainstream agricultural
economists. Thus the Panel has no problem with the plan to advertise that the
Impact Assessorposition requires a Ph.D. in social agricultural scienceswith
knowledge of mathematical programming and advancedapplied statistical
analysis.

0

As suggestedearlier (see Section 7.1.3.), ways should be sought for including
NARS personnel in impact assessmentexercises, e.g. through the Ecoregional
Consortia - see Section 4.2. Such exercisesare of vital interest to their own
clients while the results could be extremely important in highlighting new
research priorities and necessaryadjustmentsin policy/support systems
necessaryto addressadoption and equitability concerns.

In the light of the above observations, the Panel suggests IITA discuss in the
Centre Directors’ Committee the idea of setting up an ad hoc Inter-Centre Working
Group on Impact Assessmentto share experiencesand evaluate the most appropriate
approachesto impact assessment. The IITA Board is to be commended on the recent
interest it has shown in the issue of impact assessment.
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Recommendation:
The Panel recommends that IITA decide on the appropriate approach to impact
assessmentand identify specific areas/topics on which work should initially be
concentrated.
As the above discussion hiasimplied, the Panel has reservations about the
impact assessorposition being devoted to expensivedata collection techniques for
economic rate of return ex post impact assessmentstudies, unless this involves a joint
initiative with the CGIAR System. Rather, the Panel would see considerable value in
social and environmental impact studies. The former could be useful in clarifying human
and distributional benefits and consequences,while the latter would complement the
emerging emphasison natural resource management. Possible complementary roles for
the Impact Assessorcould include liaison with regional and national decision-makersto
increase general support for agricultural research, guidance on how to improve the social
and environmental benefits of research, provision of popular as well as donor evidence of
impact and coordination of CGIAR initiatives on impact assessment.

7.3.

Gender

7.3.1.

Achievements

In the last EPR there is no mention of issues relating to gender. Gender is also
not specifically dealt with in the IITA Strategic Plan 1989-2000. This is somewhat
surprising given the long experience IITA has had with farming systems research which
explicitly should take into account gender-relatedissues. However, these apparent
omissions have been rectified in IITA’s most recent MTP (1994-98) where it is stated
“gender analysis will be fully integrated into all IITA research, with a view to ensuring
that new technologies meet the needsof all”.
Predating the publication of the MTP, an informal Gender Committee was
organized in IITA in 1993, which has met intermittently since then. A total of 14 IITA
scientists have been involved in work planning, the anticipated outcomes of a gender
consultancy (see Curry discussion below) were developedand two seminars on gender
issues relating to postharvest work wseredelivered by two IITA scientists.
Two notable outcomes of the gender initiative have been the following:
0

In January 1993, Dr. H. Feldstein (affiliated with the Gender Programme of the
CGIAR Secretariat) visited IITA to assist the Group Training Unit in
developing instructional materials that could be used in training NARS and
IITA scientists on gender analysis.

0

At the beginning of 1994, the CGIAR Secretariat Gender Programme, funded
Dr. John Curry (an anthropologist with experience in gender and farming
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systemsresearch) to visit IITA to assist them in incorporating gender issues in
their 1994 workplans.
The comprehensiveCurry (1994)’report provides many insights into the
perceptions, empathy and understandingof the potential for gender analysis amongst
scientific staff in IITA. In addition, in using an analytical framework developed earlier
by Feldstein, he evaluated the 1994 research portfolio in terms of the potential gains in
research efficiency from adopting an end-user/genderperspective. This involved
evaluating research activities using criteria important to end-users. Such criteria include
value of information on current practices, timing, type and intensity of labour use,
resource constraints and benefits, and user preferences for products or by-products. A
few of the major points the Panel wishes to make about the status of gender issues, based
on the Curry report and resulting from discussionswith a number of scientists, are as
follows:
0

In general, there is a positive attitude among scientists to the importance of
gender issues.

0

However, there is often a lack of appreciation that consideration of gender
issues can have a profound impact on research, particularly when it is onstation and has more of a strategic character; although discussionsreported by
Curry indicated considerablepotential for greater appreciation, once scientists
were sensitized. Many scientists’awarenessgoes little beyond appreciating the
importance of taste in determining whether a particular variety is likely to be
adopted.

0

There was some frustration among many scientists that they were not familiar
with the “methodologies”of gender analysis, sometimescomplementedby the
opinion that gender analysis was the responsibility of social scientists.

0

In spite of the prominence of the farming systems research approach in IITA
over a period of two decades,there is little in the way of published information
relating to gender issues under practical farming conditions.

0

There is considerablepotential for gains in research efficiency in terms of
incorporating an end-user/genderperspective. In the gender “audit” Curry
reviewed a total of 722 research activities, of which 53% were assessedas
deriving little or no increase in research efficiency from adopting an enduser/gender perspective. On the other hand, another 26% already deal with
these issues or would benefit considerably from incorporating them into the
research designs. The remaining 21% were assessedas potentially being able
to experience some gain in research efficiency as a result of an end-user/gender
perspective. As would be expected, the percentageof research activities likely
to gain considerably in research efficiency through incorporating an end-
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user/gender perspective warshighest for the RCMD (39%). Percentageswere
also high for CID (27 %) and PHMD (19 %).
0

As one of the outcomes of the Curry consultancy, the plan was during the
remaining part of 1994, i.e. after the Work Planning Week, for each
programme to analyze how end-user/genderissues had been incorporated into
the research methodology, Iwith project leaders commenting on the progress
made during the 1995 Work Planning Week. However, apparently this was not
done becauseof a very full agendainfluenced by matters relating to this
EPMR.

A summary of the Curry report, together with his major recommendationswas
tabled at the December 1994 IITA Board meeting which recommendedfurther initiatives
be designed to build on progress already made. At the same time the report indicated that
“gender issues will likely require annual reignition” unless gender-relatedexpertise is
institutionalized.

7.3.2.

Assessment

IITA (with the help of the CGIAR Secretariat Gender Programme) is to be
commendedon the initiatives taken since 1993. A good start has been made but a lot still
remains to be done. It is important to build on the momentum developed over the last
two years.
In view of this, the Panel suggests six specific initiatives for consideration by
the Gender Committee, some of which are similar to those proposed in the Curry report.
As submitted to the IITA Board, they are:
The Gender Committee should be formalized and consist of a membership
reflecting the full spectrum of research and training activities representedat
IITA. The objective of the Committee, which should be allocated a small
operational budget to support its sponsoredactivities, should be to sponsor
activities to increase awarenlessof end-user/genderissues among staff and to
demonstratethat gender issuesare of concern to everyone at IITA, not just one
group.
0

Efforts should be made to plrovide better document information relating to
gender in earlier studies implemented by IITA, in order to provide relevant
“local” case studies for the gender analysis training materials being assembled
by the Group Training Unit. Material for these should be available not only
from studies implemented in the past under the farming systems research
programme but also from current work, e.g. surveys relating to the
agroecosystems,the COSCA study for which plans exist to develop a report
relating to gender issues, activities of the postharvest group, etc.
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0

Gender training courses/sensitizationcourses should continue to be
implemented/madeavailable by the Group Training Unit, to individuals/groups
inside and outside IITA.

e

Seminars on gender-relatedmatters should be encouragedby individuals from
within and outside IITA.

l

The initiative on a “gender audit” of the research portfolio should be continued
and ways sought to incorporate gender considerationsmore formally into the
planning, implementation and evaluation of research programmes.

0

When relevant, efforts should be made to ensure that gender issues are included
in impact assessmentexercises.

Given the tone of the above discussion and the implication that incorporating a
greater gender analytical capacity into the mainstream of IITA’s activities at this time
requires developmental, sensitization and nurturing activities, the Panel proposes that a
well-qualified short-term consultant be employed on a repeating basis, e.g. up to two
visits per year for three years, to help provide this expertise. The Panel proposes that
this person would work particularly closely but by no meansexclusively, with the social
science group in building up their expertise to carry major responsibility for genderrelated issues after three years. The consultant should make the fullest possible use of
expertise that is already resident in IITA, e.g. the Director of RCMD, staff in the
PostharvestEngineering Unit, Training Unit, among others. At the same time the Panel
suggests the person should be expected to facilitate the efficient implementation of the
initiatives specified above and should be expected to interact extensively with technical
scientists in the office and, when relevant and feasible, in the field. To help maximize
efficiency .and productivity, the person recruited should develop close working
relationships with the CGIAR Secretariat Gender Programme (or its successor,if any),
which could perhaps be approachedfor financing the initial visit(s) of the proposed
consultant.
Given the fact that at least three of the four core social scientists in place and/or
planned for IITA are likely to be economists, preference should be given for the
consultant to be a gender specialist who representsanother social science discipline.
The Panel believes that unless there is a sustainedand systematic follow-up to
the initiatives that have already been taken, little progress concerning gender-related
issues will be made. This would be regrettable given the role of IITA as a “peer
agricultural research institution” in West Africa.
Recommendation:
The Panel recommends that IITA appoint a short-term consultant for gender issues
on a periodic basis to help sensitize/train/advise IITA research scientists in genderrelated methodologies in order that gender concern is institutionalized.

CHAPTER 8 - CONCLUSIONS

8.1.

Major Long-Term Accomplishments

IITA has undoubtedly become the main centre of excellence for agricultural
researchin tropical Africa. This broadly acknowledgedfact stems not only from the
magnitude of the research undertakenover the years since the Institute was founded, but
also from the quality of its scientific staff and researchoutput, the institutional continuity
and the effective managementof its operations. The breadth and strength of
complementaryresearch support from sister IARCs and other advancedinstitutions tapped
by IITA’s collaborative linkages have also contributed to its regional impact.
The Panel regards the consolidation and recognition of IITA as a powerful
research institution in itself a major achievement,having significant implications for
countries in tropical Africa becauseof the severe failings in agricultural production and
food supply which confront many of them. Faced with very rapid population growth,
these countries are experiencing falling agricultural output per caput, with the consequent
need for food imports which are a drag on economic development. The intrinsic problem
for agricultural growth in the region stems from the generally infertile and vulnerable
nature of the soils and the high incidence of pests, weeds and diseasesthat determine a
generally low production capacity of the natural resource base. Traditional slash-andburn farming systemsare becoming less viable and more environmentally destructive
becauseof growing population pressure and the need to shorten the fallow periods.
Importation of agricultural technologiesfrom developedcountries is not an answer
becausethe agroecological and socioeconomicconditions make such technologies
generally non-viable in the tropical African environment. Under these circumstances,
research and development of locally adapted crop varieties and farm technologiesbecome
the most important means to break the low productivity trap of Africa’s agriculture. This
is IITA’s basic mission, focusing particularly on the principal food crops and
agroecologiesof the region as directed in its mandate. It is a hard task to accomplish due
to the basic scientific soil/plant/climate issuesinvolved, the diversity of agroecosystems
and the socioeconomicobstaclesthat constrain adoption and hence limit the range of new
technological possibilities.
IITA has already made significant contributions over the years towards the
understandingand solving of problems in this complex resource use and crop production
situation, although its impact on crop1yields obviously has not been anywhere comparable
to the case of the cereals under irrigation that gave rise to the Green Revolution. In fact,
given the poor resource base in the African situation, it is unlikely that crop productivity
under small-scalefarming conditions, relying mainly on biological inputs, can ever jump
to very high levels. Whatever improvement is achieved will take time.
The main achievements of IITA since its founding include the following:
0

Buildup and documentationof a substantialstock of scientific and practical
knowledge about the resource base and the biological, chemical and physical
processes,as well as the socioeconomicand cultural factors, that condition
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agricultural production and its long-term sustainability in the humid and
subhumid tropics of Africa. This knowledge is essentialfor the guidance,
further development and enhancedprobability of successof future research.
0

Production of a steady flow of higher-yielding, improved varieties of the major
foodcrops of concern (rice, cassava,maize, etc.) with better local adaptation to
the various agroecological zones and better resistanceto pests and diseases.
Evidence has been provided, through studies and observation, of widespread
adoption of IITA-improved varieties of all these crops. Estimates have been
made in some cases (e.g. cassava)of their large impact in economic terms in
Africa, as well as in terms of their contribution to improving the nutrition and
well-being of the poor.
Important advancesin biological control of pests and in host plant resistance
which have significantly improved crop productivity. The most dramatic and
best-known case is the control of the cassavamealybug, accomplishedin the
1980s; resistanceto Maize Streak Virus and Black Sigatoka in plantains are
other notable examples of successesin this area.

0

New farming practices as alternatives to slash-and-burnagriculture, which are
protective of the resource base, have been developed; specifically alley farming
and “live” mulches. Though not generally adopted by farmers yet, these
alternatives and new variants thereof may become increasingly attractive as
agricultural conditions become more strained in the years ahead. Also, much
has been learned about potential damagecausedby certain farming practices,
such as mechanical tillage or fertilization.

0

The training of vast cadres of African scientists and technicians (over 8,000) to
man the agricultural research systems(NARS) of the countries of West and
Central Africa. The national capacity for research has also been enhanced
through a variety of institution-building schemes,including networks, joint
research, resident scientists, among others. The “demonstration effect” of IITA
in the region probably has contributed also to raise the domestic appreciation of
the NARS, if not their funding levels.

The Panel acknowledges the merit of this long-term record of achievements,
especially in view of the fact that IITA had from the beginning a diffuse mandate
and a difficult research mission to accomplish.

8.2.

The Last Five Years

IITA has laboured under a socioeconomicscenario in Africa that has not
improved appreciably since the early 1980s; which indeed, in respect of agriculture, may
have in some measuredeteriorated. However, demographic and economic projections
indicate a fast-growing demand for food, which prompted the Institute to reassessits
overall research problems, targets and approaches. This exercise resulted in the “IITA
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Strategic Plan 1989-2000”, which defined four basic programme strategiesthat were put
into effect. They are: a focus on the humid and subhumid tropics of the continent,
priority concern with the small family farm, an agroecological orientation and
concentration on farming systems.
Nevertheless, within the above context, the Institute has undertaken some
important programme and managerial changesduring the past five years, in responseto
CGIAR Systemwide trends and in order to implement EPR and EMR recommendations,
as well as for internal institutional reasonsrelated to the appointment of a new Director
General in 1990. These changes constitute in themselves important accomplishments
because they position the Centre better to face future challenges. The key changes
include the following:

Go

Broadening of the geographic or regional scope of IITA’s research beyond
the traditional focus on the lowland humid and subhumid tropics of Central and
West Africa, to include the mid-altitude humid and subhumid areas of East and
Southern Africa.

09

Further decentralization of research as a meansto step up the implementation
of the ecoregional approach so as to focus more sharply on crop improvement,
plant health, and resource and crop managementresearch in the zones where
the mandatedcrops are grown. Thus, IITA presently operates four new
stations, besides its former three, including the Ibadan headquarters. This
decentralization is also serving the purpose of reaching closer collaboration with
the francophone countries of the region served by IITA.

Cc)

Completing the transfer of rice research to WARDA (as of 1990), while
maintaining effective participation on some aspectsof germplasm management
of this crop. Researchfocus,was thus further narrowed to the current six crops
of attention. Arrangements were clarified for stronger collaboration with sister
IARCs that have also some of these crops in their mandates(e.g. CIAT,
CIMMYT).

Cd)

Restructuring of the Institute’s management, organization and procedures,
which notably improved the internal work environment, despite the severe
financial stringencies for IITA at the time.

63

Reorganization of the research programme into Divisions and Programmes
within Divisions, with some conceptual redefinitions, which are still evolving,
especially in crop and resource managementresearch which takes the strongest
ecoregional orientation. New directors were appointed for all three Divisions.

(f‘)

Changes in the programme budget planning and management system,
which is progressively being shifted towards a project-based (bottom-up)
approach, eventually forming a soft-matrix structure. This is important as it
will facilitate greater participation in programme development by scientists in
an interdisciplinary fashion, thus enhancing the orientation to systemsand
ecoregional research sought in the Institute’s Strategic Plan.
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In sum, the Panel observes that the Institute has been substantially
revamped and renovated over the past five years - though the process will need to
continue for some time, as discussed in Chapter 4 - which leaves it reasonably well
poised to proceed with its research without further major organizational
disturbances.
Along with the important internal transformation achieved, IITA has maintained
a good rate of research output over the five-year period. The principal achievements,
as discussed extensively in Chapter 2, include the following:
0

Continued production of improved germplasm of cassava,cowpea, maize, yam,
and plantain and banana, which are passedon to the NARS for screening and
local distribution to farmers.

0

Demonstration of high-yield potential of new soybeanlines in multilocational
trials and of promiscuous nodulation of soybeanwith cowpea Rhizobium in the
field thus opening up possibilities of widespreadcultivation of soybean.

a

Techniques to induce flowering in cassavalandracesand in yam, which broaden
the scope of the breeding programme.

l

The development of methods to regeneratecowpea from cellular tissue, as a
key step in eventually achieving genetic transformation.

l

Identification and release of new exotic phytoseiid predators of the cassava
green mite, which opens very positive perspectivesfor biological control of this
serious cassavapest. This method for ecologically sustainableplant protection
in cassavais being transferred to the NARS in Africa.

0

Improvement of a screening method for maize downy mildew resistancehas
allowed rapid identification of resistant germplasm, which is now used by
Nigerian NARS in the development of varieties to combat outbreaks of this
disease.

0

Development of integrated pest managementof Striga, partly through breeding
of maize and cowpea cultivars with tolerance to this parasitic weed and the
identification of trap-crops able to stimulate Striga germination in the absence
of the host.

0

Development of high-yielding plantains cultivars with resistanceto Black
Sigatoka. (For this striking achievement, IITA received the 1994 King
Baudouin Award.)

0

In resource and crop managementresearch, studies were completed on
characterization of production systemsin inland valleys, on production
constraints for cereal farmers, on the introduction of legumes for fallow
managementand on determinantsof sustainability in certain rehabilitated lands.
Technological improvement of alley cropping has progressedwith the inclusion
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of new leguminous and woody species. An interesting development in these
studies has been the use of novel analytical tools, such as GIS and computerbased decision models.
0

The last stage of an Africa-wide collaborative study on cassava(COSCA) was
completed, which shows that 60% of the area planted is with IITA-derived
varieties. Improved cassavapopulations for further selection have been widely
distributed to NARS in the region.

0

IITA has developedprototype small tools and equipment for cassava
processing, which are coming into use in some countries.

0

Postharvestprocessesand foods and beverageshave been developed for some
of IITA’s commodities, particularly cassava,soybean, plantain and banana.
These open valuable new consumption and nutritional options, while expanding
market opportunities for these crops.

l

Training of researchersfolr the NARS continued at a strong pace, with
approximately 2,400 persons having participated in courses and research
activities conducted by the Centre.

0

Support for national research has been provided through various means, notably
through several regional research networks.

The Panel commends the Institute for its sustained delivery of research
results and collaborative activities with the NARS, achieved while the Centre was
adjusting to new directions and organizational modes and at the same time
strengthening management and scientific staff. The Panel wishes to stress that some of
the research findings have been of practical value to farmers, and are reported to be
having an impact on the welfare of rural families and consumersalike.
In sum, IITA has shown over the past five years strong vitality, innovation
and improved staff commitment and enthusiasm, notwithstanding the financial
stringencies and consequent belt-tightening measures that it had to implement. The
Panel considers that these achievements merit recognition and support within the
CGIAR System.

8.3.

Current Directions

As mentioned earlier, IITA developed its “Strategic Plan 1989-2000”which has
set the course of the research progra:mmefor at least the current decade. Some
adjustmentswere introduced to this long-term strategy in the Medium-Term Plan 19941998, in responseto changing conditions and views in the interim. It should be noted
however that most of the changesproposed have already been substantially implemented
in the past few years - as was described in the foregoing section - so that the research
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programme, with the exception of the resource and crop managementpart, can be
expected to proceed without major alterations from its present composition and goals.
The geographic area and ecoregionsof IITA responsibility within Africa have
been set as broadly as can be and the Centre has a big task just to consolidate and deepen
its research activities in the regions incorporated more recently, especially the midaltitudes of East and Southern Africa. The Institute should resist the temptation of
“folIowing its crops” into areas throughout SSA which transgress its ecoregional
mandate, but should rather establish effective collaborative agreements with other
CGIAR centres where crop/ecoregion overlaps occur.
By the same token, decentralization of the Institute’s operational capabilities
appearsto be presently at its maximum reasonablelevel, with seven active stations,
including headquarters. It may be expected that the relative emphasisof research may
shift somewhat from its current balance and this would obviously need altering the size of
some stations. However, the Panel strongly advises that the Institute refrain from
further major investments in buildup of infrastructure in outlying areas, that it
adjust the administration to a decentralized mode, and that it concentrate on
implementing vigorously the research activities it has laid out in its current Plans.
The six crop commodities in the Institute’s mandate (cassava,cowpea, maize,
yam, soybeanand plantain/banana)have well-defined research priorities and strategies, as
do the plant health programmes, which are all reasonably consolidatedat present and with
a balanced ecoregional perspective. Researchers,however, must be alert to new
challengesand opportunities and these may determine occasional shifts from present
directions. Thus, it is probable that greater emphasis may progressively be placed on,
say, soybeanversus cowpea and maize. Similarly, IPM may be expected to receive
greater emphasis than any of its component technologies. Dynamic programme
adjustments, if well conceived, are a positive feature of research institutions and the Panel
feels that IITA should not shy away from them, as long as it stays well-focused and
within its mandate.
The research programme at IITA that needs greater attention in the re-direction
of its past strategiesis that of resource and crop management. This revision and
rethinking is welcome because,as said earlier, the problems of resource use and
sustainablefarming production in the African humid and subhumid tropics are especially
complex and intractable. IITA’s resource and crop managementprogramme seemsrather
to have lost its way over the past few years, concentrating too much on resource and
ecosystemcharacterization studies, to the detriment of technological development efforts
in conjunction with the crops and plant health research staff, that might generate viable
farming practices and production systemsfor small farmers’ adoption. The Panel urges
the Institute to devote particular attention to the definition of a clear programme
strategy for research in resource and crop management, and to its implementation
and follow-up. This will require rebuilding the appropriate staff strength and making use
of intermittent, top-level, scientific advice to ensure a sound foundation for this key area
of the Institute’s mandate. Since the Division concerned is driving the ecoregional
orientation of IITA’s research programmes, the importance of having a very sound and
clear strategy for it cannot be overstated.

170
IITA currently continues to devote a substantial share of its resources to
training and international cooperation for agricultural research. This is a key function
becausein the Institute’s development strategy the NARS must play the crucial role of
technological intermediaries between the IARC and the farmers, as ultimate clients of the
research. The Panel commends IITA for the contribution it has already made in this
area and encourages it to sustain its international cooperation activities (as
recommended in Chapter 3).
The Panel also notes the strong collaborative ties establishedby IITA with
many sister IARCs, such as ICRAF, CIAT, WARDA, etc., which enhancethe CGIAR
System’s capacity to do research in a cost-effective way. IITA is encouragedto take part
actively in the inter-IARC opportunities that are appearing in Integrated Pest
Management, Systemwide ecoregional initiatives and plant genetic resources, etc.

8.4.

IITA’s Future Role

The sub-Saharancountries will have to rely heavily on their agriculture for a
long time to come in order to maintain their fast-growing populations and to contribute to
economic development. Researchand technology transfer are crucial factors for the
growth and sustainability of agriculture in the region, given the fragile resource base.
Unfortunately, the economic weaknessof most of the countries concerned and relatively
low priority assignedby governments to their agricultural research do not permit its
support at the level and scale that is neededfor rapid agricultural improvement and
expansion. In this typically vicious ci.rcle of development, external assistancefocused on
research for agriculture can play an extraordinary catalytic role.
IITA is called upon to continue providing the leadership for the massive
international research effort required to move African agriculture forward. The
Institute has a good record of continui.ty, scientific strength, and productivity, and an
understandingof the region’s problems and potential to fulfil the role suggested. IITA
has gained a solid reputation in the region and is welcomed by the countries to assist them
in the complex research tasks that are holding them back. The large investment already
made by IITA in training national research scientists and in strengtheningthe NARS
constitutes a big advantagefor the future working of the Institute. In fact, it can now
rely on a much better base of local research capability than it could have years ago; even
if these NARS still lack sufficient domestic support, it can be hoped that they will be
gradually strengthened. This capacity,-buildingcan be further stimulated through effective
collaborative schemeswith IITA, as is being done by meansof networks, consortia, and
other mechanisms(see Chapter 6).
The accumulatedscientific a.ndapplied knowledge at IITA, not only on the
complexities of the natural resources, but particularly in respect of the staple food crops
and the socioeconomicconditions of the small farmers that grow them, gives the Institute
both advantagesand responsibilities that no other international agency based in the region
can assumeat this time. The task undertakenby IITA of promoting agricultural
development while focusing directly on the resource-poor small farmers and on the
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relatively cheaper food crops for local consumption is a difficult one, but with a high
human welfare content. The Institute must also strike a careful balance between seeking
technology for rapidly increasing production, with the development of farming practices
that conserve the soil and permit the long-term sustainability of agriculture. IITA’s
linkages with scienceand research institutions of the developed countries, as well as other
CGIAR centres, further augment its capacity to serve the region efficiently in the various
aspectsof this complex agricultural scene.
IITA’s future role in Africa, holding to its current mandate, is also quite likely
to continue becausethe crops it works on will remain in high demand by the people,
regardlessof the course economic development takes in the next decades. Most likely
they will be fully used internally for direct human consumption, but eventually they can
have alternative uses, giving rise to agroindustrial possibilities. The work on postharvest
technology by IITA for some of the crops is an interesting start in this sense. Besides,
IITA’s research on the key problems of resource managementis known to require longterm efforts, and only a fairly large and well-planned centre of an international nature can
have the capacity to take on these resource and sustainabihty issues.
Within the CGIAR System, IITA’s responsibility on the African humid and
subhumid tropical agriculture has been clearly defined. But within this, the ecoregional
approach to research must be further defined, made operational and implemented. IITA
has already taken a lead in this direction. As the CGIAR expandsthe concept of
ecoregionality on a Systemwide basis, IITA can be expected to play a key role on the
subject. For this reason, it is especially urgent that the Institute strengthen its
resource and crop management research, which must serve as focal point or main
channel for organizing and coordinating the ecoregional orientation stated in IITA
Plans.
Finally, in tracing its future course, IITA must recognize the overriding effect
that economic policies have on agriculture and on technological progress. Hence, the
Institute must seek to develop a limited capacity to analyze and understandthe
macroeconomicenvironment, as an input for its main agricultural research responsibility.
The Institute is encouragedto invite IFPRI and ISNAR to collaborate with it on this
aspect of CGIAR activities in Africa.
The Panel wishes to conclude by emphasizing the view that IITA is presently in
a privileged position to serve the research needs of developing African agriculture and
believes that big contributions can be expected to come from the Institute in the next few
years. The Panel encouragesthe Institute to move forward into the next century with
determination and clarity in the execution of its proposed research priorities and
strategies.
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Postdoctoral stay at Purdue University, USA (1972) and Instituto Biologic0 de Sao Paulo,
Brazil (1976).
Researchexperience covers host-parasiterelationships, epidemiology and control of
bacterial and fungal diseasesof crops in temperateand tropical regions, fungicide
resistance, applied entomology, organization of research and extension in crop protection
for cereals, roots and tubers, banana, grain legumes, rice and vegetables. Has consulted
for several international organizations, and has (or had) collaborative research projects
with CGIAR centres including CIMMYT, IITA, ICRISAT and IPGRI.
Name: David NORMAN (UK)
Position: Professor of Agricultural Economics and Rural Sociology, Kansas State
University (KSU), Manhattan, Kansas, USA.
Expertise: Agricultural Economist
Education: N.D.A. (Royal Society 1JK) (1961); B.Sc. Wye College, London University
(1961); M-SC. (1963), Ph.D. Oregon State University (1965).
Experience: 1965-1976: Head of Rural Economics ResearchUnit and ResearchFellow
to Professor and Head of Department of Agricultural Economics, Ahmadu Bello
University, Northern Nigeria. 1977-1982: Associate to full Professor, Department of
Economics, Kansas State University. 1982-90: Chief of Party, MIAC/USAID
Agricultural Technology Improvement Project, Gaborone, Botswana. 1991-Present:
Professor, Department of Agricultural Economics, Kansas State University.
Frequent consultancies,participation in seminars and workshops including those of
CIMMYT, CIP, ICRISAT, IITA, ILCA, IRRI. Farming systemsresearch major
orientation. Member of 2nd EPR (1986) and 3rd EPMR (1992) of ILCA. Participates
frequently in design and evaluation m:issionsfor donors funded projects (ODA
Netherlands, FAO, etc) in Africa, Asia, and Latin America.

APPENDIX II
TERMS OF REFERENCE FOR EXTERNAL REVIEWS
OF CGIAR CENTRES
BACKGROUND
The Consultative Group on International Agricultural Research (CGIAR) has
charged its Technical Advisory Committee (TAC) with the responsibility of conducting
External Programme Reviews (EPRs) of those International Agricultural Research Centres
(Centres) that it supports financially. The CGIAR has assigned a similar responsibility to
its Secretariat for External ManagementReviews (EMRs).
TAC and the CGIAR Secretariat normally discharge these responsibilities by
commissioning either separate panels or a joint panel to conduct the reviews. In
commissioning panels, neither TAC nor the CGIAR Secretariat delegatesits responsibility
for reviews, but both use panels to facilitate the process. Panels submit their reports for
considerationby TAC and the CGIAR Secretariatbefore they are transmitted to the CGIAR.
While the main recommendationsmade by panels are normally endorsed both by TAC and
the CGIAR, such endorsementcannot be presumedby either the panels or the Centre under
review. Equally, as autonomous institutions, Centres are not obliged to implement the
endorsed recommendations. In practice, however, they usually implement most, if not all
of them.
PURPOSE
Through its support of International Centres, the CGIAR aims to contribute to
increasing sustainablecrop, livestock, fish and tree production in developing countries in
ways that improve the nutritional level and general economic well-being of low-income
people. The purpose of external reviews is to help to ensure that the Centres continue to
implement strategiesand programmes that are relevant to these goals; that they maintain or
enhancetheir record of achievement;and that they are efficiently managed. In these ways,
external reviews reinforce mechanismsof accountability within the System.
EPRs and EMRs are also essentialcomponentsof the CGIAR’s integrated planning
process. The context in which they are undertakenis to be found in the document “Review
Processesin the CGIAR” .
THE REVIEW
Against this background, the panel is requested to make a thorough and
independentappraisal of the Centre and all its activities, following the broad topics below,
as well as the appendedlist of questionsand guidelines. Panels are encouragedto set their
findings in the broader context of the CGIAR System, where this is relevant to the activity
or programme under review.
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A.

Recent Evolution of the Centre
Important changesaffecting the Centre since the previous external review.

B.

Mandate
The continuing appropriatenessof the Centre’s mandatein relation to the mission
and goals of the CGIAR.

C.

Strategy and Programmes
The policies and strategiesof the Centre, their coherencewith CGIAR strategies,
and the mechanismsused folr monitoring and revising them.
The extent to which the Centre’s strategy is reflected in its current programmes; the
rationale for any proposed changesby the Centre and their implications for future
activities.
The quality of current programmes and activities.

D.

Centre Guidance, Values and Culture
The overall effectivenessof the Centre’s Board of Trusteesin governing the Centre,
and the effectivenessof leadership throughout the Centre.
The Centre’s guiding values and culture, and their influence on the Centre’s
performance.

E.

Programme Organization and Management
The mechanismsin place at tlheCentre to ensure the excellenceof the programmes
and cost-effective use of resources.
The adequacyof the Centre’s’organizational structure, and the mechanismsit uses
to manageand coordinate its research programmes and related activities.

F.

Resources and Facilities, and their Management
The financial resourcesavailable to the Centre in relation to its present and future
programmes.
The land, laboratories and services available for supporting the programmes.
The Centre’s human resources.
The Centre’s information resourcesand facilities.
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G.

External Relationships
The Centre’s relationships with national researchsystems’in developing countries.
Collaboration with advancedinstitutions in researchand training, in both the public
and private sectors.
Collaboration with other CGIAR Centres and international agricultural research
institutions, and undesirable overlap of activities.
The Centre’s relationships with the government of its host country or countries and
with institutions therein.

H.

Achievements and Impact
The Centre’s overall impact, its contribution to the achievementof the mission and
goals of the CGIAR, and the methods used for making such assessments.
Recent achievementsof the Centre in research and other activities.
The potential of the Centre’s current and planned activities for future impact.

THE REPORT AND RECOMMENDATIONS
Panels are requestedto prepare succinct reports in plain language (understandable
to non-technical readers), in which factual material is kept to the minimum necessaryto set
the conclusions in context. Reports should include clear endorsementsof the Centre’s
activities where appropriate, as well as recommendationsand suggestionsfor changes.
Recommendations should be justified by the analysis and approved by panel
members. Recommendationsfor increasesin staff or activities should be accompaniedby
analyses of their resource implications. Reports should be formally transmitted to the
Chairman of TAC and the Executive Secretary of the CGIAR by panel Chairs.

National research systemsinclude all those institutions in the public and private
sectors, including universities, that are potentially capable of contributing to
research related to the development of agriculture, forestry and fisheries.

Appendix II - Page 4
LIST OF QUESTIONS FOR EXTERNAL REVIEWS
These questions supplement the Terms of Reference and illustrate the types of
question the panel should consider in each category. They apply to most, but not necessarily
to all CGIAR Centres. In addition, TAC and the CGIAR Secretariatusually compile a short
list of questionsthat are specific to the Centre under review. In preparation for each review,
the questionsare circulated to the members of the CGIAR and the Centre inviting them to
comment and, if considered essential, to add supplementary questions. The panel is not
required to answer all questionsexplicitly, but to take them into account in making its own
assessmentof the most important ones.
A.

Recent Evolution of the Centre

1.

What important changeshave taken place in the Centre since the previous external
review? What were the principal reasonsfor change? What are the likely effects
of these changeson the future performance of the Centre?

2.

How responsive was the Centre to the previous review.

B.

Mandate

3.

How appropriate are the Centre’s operational mandate and mission statement in
relation to the changing mission and goals of the CGIAR?

4.

How well do the present and planned activities of the Centre relate to the mandate
and the mission of the Centre?

C.

Strategy and Programmes

5.

Does the Centre have an up-to-date and well-reasoned strategy statement? In
particular, does it:
(a) reflect a thorough understandingof the needsof the Centre’s principal clients
and of the relevant activities of its partners and collaborators?
(b) take into account the major changesexpectedto occur in the Centre’s external
environment?
(c)

spell out the Centre’s aims and objectives in different programme areas and
provide a clear justification for them?

(d) take into account the Centre’s internal strengths and weaknessesand the
financial constraints likely to be faced?
(e) provide a clear justification for the future scale of the Centre’s operations?
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6.

Are national authorities satisfied with the Centre’s strategy and did they have
adequateopportunity to contribute to its formulation?

7.

Does the Centre’s allocation of resources to its programmes reflect the priorities
appropriately? Are the planned directions and priorities within programmes
appropriate?

8.

Does the Centre’s strategy sufficiently take into account the determinants of
sustainableproduction, the alleviation of poverty and preservation of the quality of
the environment?

9.

Has the Centre analyzed the operational implications of its future strategy and
priorities in terms of finance, staff and other aspects?

10.

How well is the Centre’s current strategy reflected in its programmes and activities?

11.

How successfulhas the Centre been in reaching its major objectives in each major
programme area since the previous external review? Have the approachesadopted
been the most appropriate for the problems to be solved? What has been the
quality of the Centre’s work in each programme area?

12.

How effectively does the Centre’s training programme meet the needs of national
research systems?

13.

How much attention has the Centre paid to gender considerationsin planning and
implementing its programme activities. Is this adequate?

14.

Does the Centre give appropriate attention to post-harvest technology?

15.

Has the Centre made adequateprovisions from its core funds for work on genetic
resources? How effectively is this work exploited for the benefit of developing
countries?

D.

Centre Guidance, Values and Culture

16.

Is the Centre’s legal status appropriate for fulfilling its mission?

17.

How effective has the Centre’s board been in determining policy and providing
oversight? How effective has it been in managing its internal affairs (e.g.,
planning, internal board structure, member selection and development, managing
meetings, etc.)?

18.

Are board-managementrelationships based on openness,respect for each other’s
roles, and mutual trust? Does the board regularly assessand provide feedback on
the performance of the director general on the basis of explicit and objective
criteria?

-
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.

19.

How effectively has the Centre been led by the director general and the
management team since the previous external review? How well do senior
managerswork as a team?

20.

What principal guiding philosophies appear to shape the action of the board,
managementand staff! Are they conducive to high performance? (Among others,
consider attitudes towards creativity, accountability, efficiency, and organizational
change.)

21.

What are the main features of the Centre’s current organizational culture? Do
aspects of this culture serve as barriers to performance? Is the Centre’s
organizational culture in harmony with its strategy, structure and management
practices?

E.

Programme Organization and Management

22.

Has the Centre developed an organizational structure suited to good programme
performance? What coordination mechanismsare in place? Are they effective?
Are there alternative structures that could serve the Centre better in the future in
the light of the Centre’s strategy?

23.

How effectively are the Centre’s decentralized activities linked with those at the
headquarters? Do the staff outside the headquartershave adequateopportunities to
contribute to overall planning and decision making?

24.

How effective are the Centre’s strategic and operational (i.e. medium term and
annual) planning processes? How well are they linked to budgeting? Do these
processesensure sufficient consideration of the views of the Centre’s clients and
other key stakeholders?

25.

Does the Centre have an effective planning and managementsystem for projects or
activities?

26.

How effective are the Centre’s programme monitoring and internal review systems
and processes? Does the Centre have an effective peer review or a similar quality
control process?

27.

Do staff work effectively in teams? Do the structure and operating procedures of
work-groups facilitate cooperation and teamwork?

28.

Do the Centre’s programme organization and management processes ensure
efficiency and internal accountability? Are they conductive to innovation?

F.

Resources and Facilities

29.

How effective has the Centre been in organizing, staffing and managing its human,
financial, administrative and information resources?
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Human Resources
30.

Has the Centre been able to attract and retain international and local staff of the
highest calibre? Is the turnover rate one that ensuresprogramme continuity as well
as healthy infusion of new staff into programmes?

31.

Does the Centre have appropriate personnelpolicies for international and local staff
stationed at the headquarters and outside it? Are they seen to be fair and
consistent? (Consider policies for staff recruitment, orientation, compensation,
performance planning and assessment, career development, tenure, spouse
employment, retirement, etc.)

32.

Does the Centre actively promote recruitment, retention and career developmentof
women? Are there barriers to women’s advancementin the Centre?

33.

How successfulare managersand supervisors in managing people? In particular,
how skilful are they in planning, coordinating and delegating work, communicating
effectively, and motivating, developing and rewarding staff?

34.

How satisfied are staff at all levels with their jobs? How are morale, trust,
communication and teamwork perceived among the staff?
Finance

35.

How successfulhas the Centre been in securing funds for its activities? How stable
is the Centre’s funding? Does the Centre have a fund/raising strategy, and how
effectively is fund-raising managed?

36.

Does the proportion of the Centre’s budget received as restricted funding distort the
Centre’s strategy and the priorities accorded to its various activities?

37.

How effective are the systems and processesused for financial managementof
headquartersand field operations? (Consider financial planning, analysis, reporting
and control, accounting, budgeting, internal and external auditing, and cash and
currency management.)

38.

How strongly is financial managementlinked with programme management?How
much financial responsibility do the programme staff have?
Administration

39.

How successfulhas the Centre been in establishingan administrative infrastructure
that meets the needs of staff in an efficient manner?
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40.

How cost-effective are the systemsand policies used for managing the Centre’s:
property (e.g., maintenance,development, construction, rental);
general services (e.g . , security, housing and dormitories, food services,
transport, travel services);
procurement operations(e.g . , foreign and local purchasing, receiving, stores)?
Information

41.

How successfulis the Centre in acquiring, generatingand managingthe information
it needs for decision-making, communication and integration of activities?

42.

How effectively are information services and technology managed? (Consider
computerization, telecommunications,records management,archives, library, and
documentation.)

G.

External Relationships

43.

How successfulhas the Centre been in managing its relations with:
clients in developing countries;
institutions in the host country of its headquartersand of its substationsin
other countries;
public and private sector institutions in developed and developing countries
(including other CGIAR centres);
donors, the CGIAR and TAC;
the media and the general public?

44.

Is the Centre’s strategy for collaboration with national researchsystemsappropriate
considering the sizes and stages of development of these systems? Are the
priorities for collaborative wlork accordedto individual countries (in particular, the
host country) appropriate? Does the Centre actively promote a strategy of
collaboration in international research with national systemsand regional research
organizations?

H.

Achievements and Impact

45.

What mechanismsdoes the Centre have in place to monitor its achievementsand
impact? Are these adequate‘?

46.

How does the need to demonstrate impact influence the Centre’s priorities and
strategies? Is there a tendency for long-term consideration to be sacrificed for
short-term gains?
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47.

What have been the most notable achievementsof the Centre since the previous
external review?

48.

What benefits have developing countries derived from the Centre’s work since the
previous review? What contributions has the Centre made to strengtheningnational
research systems through training, institution building, collaborative research and
technical assistance?

49.

What is the Centre’s potential for further impact, given its planned activities? Do
thesejustify continued donor support for the Centre? Is there a case for increasing
the Centre’s funding level? Could funding be reduced without seriously affecting
the Centre’s potential for further impact?

APPENDIX III

LIST OF INSTITUTIONS VISITED AND PERSONS MET
1.

BENIN (5 December 1994)
IITA - Benin
Mr. Bob Akinwumi, Engineering
Dr. Christian Borgemeister, Post-Doctoral Fellow, Entomologist
Dr. Braima James, Coordinator, ESCaPP
Dr. Georg Goergen, Post-Doctorate Fellow, Biosystematist
Dr. Winfred Hammond, Technology Transfer & Training Unit
Mr. Thomas Haug, Mass Rearing Expert
Ms. Birgit Kristensen, Associate Expert
Dr. Jurgen Langewald, Post-Doctoral Fellow
Dr. Chris Lomer, Leader, Biological Control Programme, Insect Pathologist
Mr. Benoit Megevand, Entomologist Associate Expert
Dr. William Meikle, Post-Doctoral Fellow
Prof. Wester Modder, Entomologist (vs)
Dr. Peter Neuenschwander,Director, PHMD
Mr. Jacob Quaye, Station Administrator
Dr. Manuele Tamo, Leader, Habitat ManagementProgramme
Mr. Marc Versteeg, ResearchLiaison Scientist, RCMD
Dr. Steve Yaninek, Acarologist
Mr. Matthias Zweigert, Head, Technology Transfer & Training Unit
Mr. M. Dumont, CIRAD-CA, Yam Characterization
Institut National de RechercheAgronomiaue Benin, Ministrv of Agriculture
Dr. E. HOUSSOU,
Director
Dr. G. Agbahungba, Deputy Director
Ministry of Education
Prof. N. Aho, Minister of Education and Director of the ComitC de Suivi
Service de Protection des V&Ctaux (SPV). Pot-to Novo
Mr. Yacouba Bourdima, Ingenieur Agronome
Mrt Aim6 Bokonon-Ganta, Ingenieur Agronome
Mr. Jean-CharlesHeyd, Chef de Mission Allemande, GTZ/SPV
Mr. Andre HOUSSOU,
Controleur de 1’Agriculture
Dr. Chabowu Lawani, Chef, Service de Protection des Vegetaux
Mr. Symphorien Saizonou, Ingenieur Agronome
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2.

CAMEROON (4-6 December 1994)
IITA Station for Humid Forest Zone Research(Mbalmavo Station)
Dr. Emmanuel Atayi, IITA Resident Representative
Dr. Doyle Baker, Director RCMD
Mr. Stan Claassen,Station Manager, HFS/IITA
Dr. Stefan Hauser, Soil Physicist/Biologist, HFP/RCMD
Dr. JacquelineHenrot, Special Project at HFS, AB-DLO/IITA
Mr. Nakato M. Kidza, M.Sc. Student
Dr. Neal Menzies, Consultant Soil Chemist, University of Queensland
Ms. Lindsey Morgrove, Student Researcherin Soils
Mr. Nkem Johnson Ndi, ResearchAssociate (Soil Physics)
Dr. OusseynouNdoye, Agr. Forest Economist, HFP/RCMD
Mr. Edward Ngallame, Agricultural Technician (Soil Chemistry)
Mr. Tarcisius Nyobe, Ph.D. Student
Mr. Edward Nyoge, Technician
Dr. &belle Riviere, Crop Ecologist
Mr. Nicodeme Tchamou, Botanist (ResearchAssociate)
Dr. StephanWeise, Weed/Vegetation Management, Programme Leader,
HFP/RCMD
Institut de RechercheAgronomique (IRA)
Dr. J. Ayuk-Takem, Director
Mr. Francois Kaho, Agronomist
Mr. Blaise Nguimgo, Agronomist
Dr. Pauline Zekeng, Agronomist
International Centre for Researchin Agroforestrv (ICRAF)
Dr. D. Duguma, Regional Coordinator
Dr. D.O. Ladipo, MPT Specialist
Dr. T. Tiki Manga, ASB and ,4FNETA Coordinator
Ministrv of Scienceand Technlologv
Dr. Jean-BlaiseNyobe, Director of Research

3.

COTE D’IVOIRE (8-10 December 1994)
Food Crops ResearchInstitute JFCRII
Dr. Sylvestre A. Aman, Soil Scientist, IDESSA-DCV, AFNETA
Dr. N’Dri Coulibaly, Chercheur, Filieres Racines-Tubercules
Dr. Sekou Doumbia, Chef du Departement
Ms. Alice Ngoran, Chercheur, Filiere C&ales
Ms. Boni N’ZuC, Chercheur, Filiere Racines-Tubercules
Mr. Johan Stessens,Chercheur Agro-economiste, IDESSA-K.U.LEUVEN
Mr. G. Subreviue, Chercheur, Filiere Racines-Tubercules
Mr. Gbatto Topka, Chercheur, Filiere Racines-Tubercules
Dr. Kassoum Traore, Directeur Scientifique
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IITA - C&e d’Ivoire (WARDA Facilities)
Dr. B. Badu-Apraku, Maize Breeder, West and Central Africa Maize Research
Network (WECAMAN)
Dr. A. Diallo, IITA/CIMMYT Maize Breeder
Dr. J. Fajemisin, Maize Breeder, ResearchLiaison Scientist
.
IITA - FerkessedoueouStation
Mr. Anoh F. Assamoi, Sorghum Breeder, IDESSA
Mr. Bamadou Coulibaly, Technicien, IITA-WECAMAN
Mr. Nienfoun Siaka Coulibaly, Technicien, IITA-WECAMAN
Mr. Yagouba DOSSO,Technicien, Striga
Mr. Bernard Koffi, Site Supervisor
Mr. Kouatto Kouatto, Sorghum Breeder, IDESSA
Mr. Berth6 Nouhoun, Mass Rearing
Mr. Yves GneneramaSekongo
Mr. Valentin Zana Soro, Technicien
Institut des Savannes(IDESSA)
Dr. Koffi Goli, Directeur General
Dr. Felix Coulibaly, Directeur GCnCralAdjoint
Mr. Kassoum Traore, Sous-Directeur Scientifique
Ms. Alice Ngoran, Agronomie du Mdis
Ministrv of Agriculture
Dr. B. Ouayogode, Director of Scientific Research
West Africa Rice DeveloDmentAssociation (WARDA)
Dr. Peter Matlon, Director of Research
4.

GHANA

(6-7 December 1994)

Biotechnologv & Nuclear Agricultural ResearchInstitute, Ghana Atomic Energv
Commission. Legon
Dr. Delphina A. Adabie Gomez, Head, Department of Animal Sciences,
Cocoa ResearchInstitute of Ghana
Dr. Beatrice Padi, Entomologist
Council for Scientific and Industrial Research(CSIR) Secretariat
Prof. W.S. Alhassan, Director General
Mr. Biney, Secretary to the Director General
Prof. K.A. Haizel, Chief Technical Advisor, CSIR/NARP
Dr. S. Koli, Acting DDG, Agriculture Research
Dr. Odei, Chair, Deputy Director General, Agricultural Research
Mr. Saka, Secretary
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Crops ResearchInstitute (CRI‘). Kumasi
Mr. K. Amoo-Baffoe, Ministry of Food and Agriculture (MOFA), Ashanti Region
Dr. F.O. Anno-Nyako, Virologist
Dr. B. Asafo Adjei, Legume Breeder, GGDP Coordinator
Mr. S.R.K. Ashiamah, Ext. Communication Specialist, MOFA/CRI
Mr. Kofi Boa, Agronomist
Dr. 0-B. Hemeng, PRO/Coorldinator,NRTCIP & Plantain Project
Mr. A.F.K. Kissiedu, Agronomist (Root/Tuber)
Dr. K.O. Marfo, Legume Breeder, SavannaAgricultural ResearchInstitute (SARI)
Dr. M. Owusu-Akyaw, Entomologist
Ms. Regina Sagoe, Agronomist (Root & Tuber)
Dr. P.Y.K. Sallah, Maize Breeder
Food ResearchInstitute (FRI1
Mrs. Abigail Andah, Acting Director
IITA - Ghana
Dr. M.A. Hossain, Legume Breeder
Dr. Petra Schill, Entomologist
Dr. J.B. Suh, Entomologist and ResearchLiaison Scientist
Plant Protection and Regularotarv Services Dept. (PPRSD). MOFA
Ms. Eunice Adams, Assistant Director, PPRSD
Dr. David Q. Annang, Agricultural Economist, PPRSD
Dr. Ben Blay, Pathologist, PP:RSD
Dr. A.R. Cudjoe, Senior Agricultural Officer, Entomologist, PPRSD
Mr. Poa-Kwesi Entsie, PPRSD
Ministry of Food and Agriculture (MOFAl
Hon. Victor Atsu-Ahedor, Deputy Minister Crops
Mr. S. Korang Amoako, Director, Department of Extension
Mrs. E. Ashitey, Rep. Directos, Women in Agriculture
Mr. H.P. Batsa, Agr. Director, Agric. Eng. Service Dept.
Dr. S.K. Dapaah, Chief Director
Mr. G.A. Dixon, Director, Dept of Plant Protection & Regulatory Services,
MOFA
Dr. Franklin Donkoh, Deputy Director, DAES
Mrs. Ester Kwawu, Regional Director, GAR
Dr. F. Ofori, Director, Department Crop Services
Dr. P. Schroder, Advisor, GTlZ
SasakawaAfrica Association & Global 2000
Mr. Toshiro Made, Programme Officer
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Universitv of Ghana. Legon
Dr. K. Afreh-Nuamah, Entomologist, Agric, ResearchStation, Kade
Prof. J.N. Ayertey, Department of Crop Science
Mr. L.L. Delimini, Ghana Soil and Water Management
Mr. E. DOSOO,Agricultural Officer, Department of Crop Sciences
Dr. D. Wilson, Department of Zoology
5.

KENYA (7 December 1994)
Centro Intemacional de la Papa (CIPl
Dr. Peter Ewell, Regional Representative
International Centre for Researchin Agroforestrv (ICRAF)
Dr. Pedro Sanchez,Director General
Dr. Roger Leakey, Deputy Director General and Director of Research
Dr. Kwesi Atta-Krah, Coordinator, AFRENA

c
Dr. J. Kabira, Coordinator, Roots & Tubers Programme
Mr. J. Kamau, Coordinator, CassavaProgramme
Dr. A. Mailu, Deputy Director, Crops and Soils Programme
Mrs. M. N. Wabule, Assistant Director, Horticulture/Industrial Crops
International Centre for Insect Phvsioloev and Ecologv (ICIPE)
Dr. H. Herren, Director General
Dr. A. Hassanali, Principal ResearchScientist
Dr. S. M. Lux, Senior ResearchScientist, Biocontorl Programme
Dr. W. Overholt, Head, Biocontrol Programme
Dr. K. V. SheshuReddy, Programme Leader, Crops Pest ResearchProgramme
6.

NIGERIA

(2-4 December 1994 and 24 April 1995)

Bauchi State Agricultural Development Project (BSADP)
Ms. Mallam Dauda Abdullahi, Assistant Director Agronomy
Mallam M. G. Ahmaj, Deputy Director, Extension, BSADP Headquarters
Engr. Ibrahim Babbaji, Director, Fadama, BSADP
Ms. Jummai Bappah, Programme Officer, Development Exchange Centre (NGO)
Ms. H.M. Gadam, Assistant Director, WIA
Mr.’ Yakubu D.G. Hassan, Officer-in-Chagre, Blacksmith Program
Engr. A.D. Kwatra, Irrigation Engineer
Engr. Ahmed A. Maigari, Farm Mech. Officer
Mallam R.Y. Massam, D/Agric., BSADP
Mallam A. Umar Tilde, Assistant Director, Extension
Mallam Mohammed Tufail, Irrigation Agronomist, BSADP Headquarters
Mallam Bala 0. Suleiman, Director PME
Ms. Rista Y. Yakubu, Deputy Director Research
Dr. 1.0. Akobundu, IITA, MSP
Mr. Ishaya B. Bajama, Village Leader, Bajama Village, Alkaleri LGA, Bauchi
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Dr. R.J. Carsky, IITA, Ibadan
Ms. L. Halos-Kim, IITA, Ibadan
Dr. B.T. Kang, IITA, Ibadan
Mr. Ado Lawal, Assistant Leader, Community Farmers, Bajama Village, Bauchi
Dr. M. Manyong, IITA, MSF’
Dr. N. Sanginga, IITA, MSP
Federal Ministry of Agriculture and Natural Resources (24 April 1995)
Dr. Alhaji Gambo Jimeta, Honourable Minister
Prof. A. Adesina, Honourable Minister of State for Agriculture
Dr. A.G. Lamorde, Director General
Dr. Adamu Aliyu, Director, Department of Agricultural Sciences
Dr. B.A. Adelaja, Director, NIHORT, Ibadan
Mr. J.O. Apochi, Agricultural SciencesDepartment
Dr. 1.1. Dafwang, NAERLS, ABU, Zaria
Dr. I.E. Ero, Director, FRIN,., Ibadan
Dr. E.N.O. Iwuafor, IAR, ABU, Zaria
Dr. B.A.O. Ogunbodede,IAR & T., Ibadan
Mr. Patrick S. Ogundare, IITA, Abuja
Dr. J.E. Okeke, NRCRI, Umudike, Ummahia
Mr. O.G. Olabanji, Lake Chad ResearchInstitute, Maiduguri
Dr. S.M. Misari, Director, NCRI Badeggi
Mr. Mohamed Magaji Senahi, Department of Agricultural Sciences
IITA Kano Station
Dr. Olupomi Ajayi, Entomolqgist, ICRISAT-Kano
Dr. S. Blade, Agronomist
Dr. L.C. Dempster, IITA/ODA Virologist
Mr. G.I. Diggol, Kano State, Ch. ADB, Ministry of Agriculture
Dr. I. Ekanayake, Physiologist
Prof. A.M. Emechebe, Director, Institute of Agricultural Research(IAR), ABU,
Zaria
Dr. D.A. Florini, Pathologist
Dr. S.C. Gupta, Breeder, ICRISAT
Mr. Wm C. Mayaki, Officer-in-Charge,IAR, ABU, Kano
Dr .D.S. Murty, Breeder, ICRISAT-Kano
Dr. B.B. Singh, Cowpea Breeder, Officer-in-Charge
Dr. R. Tabo, Agronomist, ICRISAT-Kano
Dr. T. Terao, Physiologist (JIIRCAS), IITA-Kano
National Root Crops ResearchInstitute (NRCRI), Umudike
Dr. O.B. Arene, Plant Pathologist, Assistant Director, Planning, Monitoring and
Evaluation
Dr. T.N.C. Echendu, Entomol:ogist, Coordinator IITA/ESCAPP-Nig. Project
Mr. O.M. Ejimonye, Secretary
Dr. John Ikeorgu, Agronomist, Coordinator Farming Systems Programme
Mrs. E.M.A.

Mbanaso, Plant Physiology and Tissue Culture

Dr. Boniface 0. Njoku, Soil Scientist, Coordinator, Ginger Programme
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Dr. E.C. Nnodu, Coordinator CassavaProgramme
Mr. H.N. Nwokocha, Plant Pathologist, Coordinator Sweet Potato Programme
Dr. S.O. Odurukme, Agronomist, Assistant Director, Farming Researchand
Extension Department
Mr. J.E. Okeke, Agronomist, Root Crops Research
Dr. 0.0. Okoli, Acting Director
Dr. Elmer Okoro, Abia State, ADP, Umuahia, Nigeria
Dr. G.C. Orkwor, Agronomist, Coordinator Yam Programme
National Agricultural ResearchSvstems(NARSl and related Personnel
Dr. Stanley Akele, NAOC-Green Rivers Project
Prof. ‘Bose1Okoli, UNIPORT
Mr. A. Lawrence, Shell Extension Service
Port Harcourt - Onne Station
Dr. Piers Austin, Head of IITA ResearchFarms Unit and Onne Station Manager
Dr. J.H. Crouch, Breeder and Molecular Biologist
Dr. S. Ferris, Plantain PostharvestSpecialist
Dr. C. Gauhl, Plant Pathologist
Dr. F. Gauhl, Plant Pathologist
Dr. M. Gichuru, Soil Fertility Scientist
Dr. R. Ortiz, Breeder/Geneticist, Officer in Charge, Onne Station
7.

UGANDA (8-9 December 1994)
IITA’s East and Southern Africa Regional Centre (ESARC). Namulonrre
Dr. Dirk Vuylsteke, ResearchTeam Leader
Dr. Cliff Gold, Entomologist
Mr. Paul Hartley, Project Manager
Mr. PheneasNtawuruhunga, Head, CassavaProgramme, TSAR, Rwanda/ESARC
Dr. Jim Whyte, EARRNET Coordinator
National Agricultural ResearchOrganization (NARO)
Prof. Joseph Mukiibi, Director General
National Agricultural and Animal ResearchInstitute (NARO). Namulonge
Mr. Antony Bua, Socio-Economist, CassavaProgramme
Dr. Richard Gibson, CassavaVirologist, NRI
Dr. Justus Imanywoha, ResearchOfficer, Breeder, Maize Programme
Dr. Bill Khizzah, Breeder, CassavaProgramme
Dr. I. Kikafunde, Maize Economist
Dr. W.K. Ndyanabo, Programme ResearchOfficer, Animal Nutritionist
Dr. William Nyanado, Acting Director
Dr. James A. Ogwang, Entomologist, Head, National Biocontrol Programme
Dr. Ssemakula-Nankenja,Breeder, CassavaProgramme
Mr. P. Tukamuhabwa, Breeder, Soybeans/Beans
Dr. Romeo van de Grift, Food Technologist
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National Banana ResearchProgramme. Kawanda
Dr. E. Karamura, National Coordinator, Breeder
Ms. Imelda Kashaija, Nematologist (Banana)
Dr. Israel Kibirige-Sebunya, Director, KARI
Ms. JoskphineNamayanda, Nematologist (Root Crops)

APPENDIX IV
SURVEY ON IITA PROGRAMMES
1.

APPROACH

In June 1994, on behalf of the Fourth IITA External Programme and Management
Review Panel, the Executive Secretary of TAC distributed questionnairesto 250
individuals, in various institutions in the different regions of sub-SaharanAfrica, who had
professional or official links with IITA’s research and related activities. The basis for
selection of participants was the mailing list provided by IITA.
The objective of the survey was to elicit respondents’opinion on:

(4

the importance to them of various programmes and activities of IITA over the past
five years (i.e. 1989-93);

(b)

expected importance of IITA’s work during the Medium-Term Plan (MTP) period
(i.e. 1994-98);

@I

the value of IITA’s collaborative mechanisms,particularly Networks and Country
Projects; and

(4

their views on IITA’s mission and goals; on IITA’s long-term research strategies
and priorities for crop improvement and for the developmentof sustainable
production systems; and

69

their satisfaction regarding their interactions with IITA during its last medium-term
planning exercise.

Respondentswere asked to evaluate IITA’s programmes and collaborative
mechanisms(i.e. objectives a, b and c above) in terms of a ranking using the scale: 1, not
valuable; 2, slightly valuable; 3, moderately valuable; 4, very valuable; 5, extremely
valuable. Each programme was evaluatedin terms of research, training and information
dissemination activities. Respondentswere asked to evaluate their views on IITA’s
mission and goals, and on long-term research strategiesand priorities (i.e. objective d
above) on the scale: 1, do not agree; 2, slightly agree; 3, moderately agree; 4, mostly
agree; 5, completely agree. Respondentswere asked to evaluate their opinion on their
satisfaction with regard to their interaction with IITA during its last medium-term
planning exercise (i.e. objective e above) on the scale: 1, not satisfactory; 2, slightly
satisfactory; 3, moderately satisfactory, 4, mostly satisfactory; 5, completely satisfactory.
In addition to the above numerical evaluation, respondentswere requestedto
comment on IITA’s strengths and weaknesses,and on IITA’s major contributions to their
respective countries.
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2.

RESULTS

Although responseswere anonymous, the respondentswere asked to indicate their
current position, their regional location, and relationship and period of association with
IITA. Of the 60 responsesreceived (representing some 25% return), 35 were from West
Africa, 12 from Central Africa and 8 from East Africa and Southern Africa. The
regional location of the remaining 5 responsescould not be identified. Of the total, 31
respondentswere research scientists or managers,and the rest were administrators and
policy-makers. There were 34 respondentswith more than 5 years of associationwith
IITA, where as 45 respondentshad more than 2 years of association. There were 11
respondentswho were active collaborators of IITA, and another 23 respondentshad
participated in IITA organized workshops. In all, there were 52 respondentswho were
users of IITA generatedinformation.
Responsesby programme area for each activity type (i.e. research, training and
information dissemination) for the past five years are summarized in Table 1, and for the
MTP period in Table 2. ResponsesIITA’s collaborative mechanisms(i.e. Networks and
Country Projects); IITA’s mission anldgoals; long-term research strategiesand priorities;
and interactions with national collaborators during the last medium-term planning exercise
are presentedin Table 3.
2.1.

Numerical Evaluation

Table 1 records the combined score assignedby respondentsfor all IITA’s
activities for the past five years (19891-93). The overall score for all activities combined
was 3.6 (above moderately valuable). The overall scores for crop improvement activities,
plant health managementactivities, and resource and crop managementactivities were
similar, i.e. 3.6, 3.5 and 3.5 respectively.
In terms of specific programmes within crop improvement, the cassavaand maize
programmes were considered the most valuable (mean overall scores of 4.0 and 3.8
respectively), and banana/plantainand soybeanprogrammes the least valuable (3.1 and
3.3 respectively). Within plant health management,the biological control programme
was considered the most valuable (3.8) and the habitat managementprogramme the least
valuable (3.0). Within resource and crop management,determinants of sustainability in
cropping systemsprogramme was the least valuable (3.2), whereas the rest of the
programmes were ranked higher but received similar scores (3.5 or 3.6).
Overall, research scientistsplaced relatively lower values than
administrators/policy-makerson IITA’s activities (3.3 vs 3.6 respectively for research and
information dissemination; and 3.3 vs 3.5 respectively for training).
Table 2 records the survey results on IITA’s activities during its current 1994-98
MTP period. All activities were rated generally higher than those during the past 5 year
period. The overall assessmentfor all activities combined was 4.1 (very valuable) against
3.6 (above moderately valuable); for crop improvement activities it was 4.0 vs 3.6
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respectively; for plant health managementactivities, 4.1 vs 3.5 respectively; for resource
and crop managementact&ties, 4.1 vs 3.5 respectively.
Among crop improvement activities, higher overall importance was given to
cassavaand maize programmes (4.2) followed by cowpea; banana/plantainand yam
programmes were given lower importance (3.7 and 3.8 respectively). Among plant health
managementactivities host plant resistanceand biological control programmes were given
higher importance (4.2 and 4.1 respectively); habitat managementprogramme was given
lower importance (3.8). Among resource and crop managementactivities, biology and
control of weeds and biology and fertility of soils were given higher importance (both
4.3); alley cropping was given lower importance (3.8).
There was insignificant difference in the mean responsesbetween scientists and
administrators/policy-makers on IITA’s activities: research, 4.0 vs 3.9; training, 4.0 vs
3.9; information dissemination, 4.2 vs 4.1.
Table 3 records the responseson IITA’s: collaborative mechanisms(networks and
country projects); mission and goals, long-term research strategiesand priorities, and
interactions with national collaborators during the last medium-term planning exercise.
With regard to collaborative networks, respondentsconsidered CORTIS and COMBS to
be more that “very valuable” (mean scores 4.2 and 4.2 respectively), and ESARRN to be
less than “moderately valuable” (2.9). SAFGRAD, AFNETA and SPALNA were
considered less than “very valuable” (3.9, 3.8, 3.8 respectively).
With regard to collaborative country projects, respondentconsidered IITA’s
strengtheningresearch capacity as “very valuable” (4.0) and information dissemination as
nearly “very valuable” (3.9). Strengtheninginstitution capacity was considered less than
“very valuable” (3.6), and strategic and long-term planning to be “moderately valuable”
(3.1).
Respondentswere “mostly in agreement”(mean score 4.0) with IITA’s mission
and goals. They were less than “mostly in agreement”(3.8) with the statement “IITA has
a sound long-term strategy for the improvement of its mandatecrops and for the
development of sustainableproduction systems, and its priorities are clearly defined”. The
respondentsconsider the interaction with IITA during the last MTP exercise to be more
than “moderately satisfactory” (3.3).
2.2.

Respondents’Comments

Respondentscomments on IITA’s strengths and weaknesses,and IITA’s major
contributions provide further supplementaryinsights to some of the views summarized
above. The following is a selection of comments to indicate respondents’views, and to
note some interesting individual comments.
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(a)

Strengths:

0

Crop improvement; multidisciplinary training; knowledgeable scientists and
good working environment. (West Africa)

0

Strong and result-oriented research and support team. (West Africa)

l

Researchin crop improvement. New cassavavarieties leading to increased
profits. (West Africa)

0

Dissemination of information, collaborative trials, training, capacity for
organization and planning; crop development and improvement. (Central
Africa)

0

High level of organization; data bank, training and information
dissemination. (Central Africa)

0

Good researchers;knowledge of topics. (East Africa)

0

Qualified scientists; accessto information and funds; impressive collection
of germplasm. (Central Africa)

(b)

Weaknesses

0

Political instability in host country; mandatecrop not for international
trade; inadequatecontacts with national systems. (Central Africa)

0

Must improve on stability of researchers;high scientist turnover. (Central
Africa)

0

NARS not adequatelyinvolved; puts more emphasison field research than
research management.(West Africa)

0

Lacks research in physical and biophysical factors of production. (East
Africa)

8

High staff trrmover due to job insecurity and absenceof career development
in the system. (West Africa)

0

Lack of joint planning with NARS; IITA distant from East Africa, thereby
reducing interaction; mandateoverlap with other CGIAR centres thereby
resource use efficiency reduced. (East Africa)

e

Researchon agronomy of mandatecrops not strong enough. (West Africa)
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(cl

Major contribution:

0

Biocontrol of cassava mealybug. (Central Africa)

0

Immense contribution on research and training. (Central Africa)

0

High yielding varieties; manpower development and revival of cassava
industry through mealybug control. (West Africa)

0

Releaseof improved varieties of maize, soybeanand cassava. (West
Africa)

0

Dwarf cowpea cultivars releasedfor commercial production. (East Africa)

0

Research through AFNETA and ESARRN; training and information
dissemination. (East Africa)

0

Development of improved and high yielding crop varieties of cowpea and
cassava;diseaseand pest control. (West Africa)
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Table 1: Survey on IITA Programmes for the Past 5 years (1989 - 1993)
Research

Training

Information

Mean

cowpea
soybean
Cassava
Maize
Banana/plantain
Yam

3.7(0.17)
3.3(0.18)
4.1(0.16)
3.9(0.14)
3.1(0.23)
3.4(0.18)

3.6(0.16)
3.0(0.21)
4.0(0.13)
3.6(0.17)
3.1(0.27)
3.5(0.18)

3.5
3.4
4.0
3.8
3.0
3.6

(0.19)
(0.20)
(0.15)
(0.17)
(0.24)
(0.23)

3.6(0.10)
3.3(0.11)
4.0(0.08)
3.8(0.09)
3.1(0.14)
3.5(0.11)

Mean

3.6(0.07)

3.5(0.07)

3.6 (0.08)

3.6(0.04)

3.7(0.21)
3.5(0.22)
3.1(0.26)

3.8(0.22)
3.6(0.23)
3.0(0.29)

3.8(0.19)
3.6(0.23)
3.1(0.26)

3.8(0.12)
3.6(0.13)
3.0(0.15)

3.5(0.13)

3.5(0.14)

3.5(0.13)

3.5(0.08)

Characterization of environments, resources and constraints
Adaptability and adoptability of alley cropping
Adaptability and adoptability of improved cropping systems
Determinants of sustainability in cropping systems
Development of resource management models and decision support system
Biology and fertility of soils
Biology and control of weeds

3.6(0.19)
3.5(0.20)
3.6(0.21)
3.2(0.22)
3.1(0.24)
3.6(0.22)
3.3(0.23)

3.5(0.19)
3.6(0.19)
3.6(0.19)
3.3(0.24)
3.6(0.22)
3.5(0.24)
3.5(0.19)

3.6(0.19)
3.5(0.20)
3.7(0.18)
3.1(0.26)
3.7(0.23)
3.6(0.27)
3.7(0.27)

3.6(0.11)
3.5(0.11)
3.6(0.14)
3.2(0.14)
3.5(0.14)
3.6(0.14)
3.5(0.13)

Mean

3.5(0.08)

3.5(0.08)

3.5(0.09)

X5(0.05)

3.6(0.05)

3.5(0.05)

3.6(0.05)

3.6(0.03)

Programme Area
Crop Improvement
1.
2.
3.
4.
5.
6.

P!ant Hez!th MmQment
1. Biological control
2. Host plant resistance
3. Habitat management
Mean
Resource and Crop Management
1.
2.
3.
4.
5.
6.
7,

Overall Mean
Note:
Scale:

Values in table are mean scores, with standard error of the mean in ( )
1 - not valuable; 2 - slightly valuable; 3 - moderately valuable; 4 - very valuable;
5 - extremely valuable

Appendix IV - Page 7
Table 2: Survey on IITA Programmes for the Current MTP (1994 - 1998)
Research

Training

Information

Mean

cowpea
soybean
Cassava
Maize
Banana/plantain
Yam

4.0(0.16)
3.7(0.15)
4.3(0.15)
4.2(0.12)
3.8(0.20)
3.7(0.20)

4.0(0.16)
3.7(0.16)
4.1(0.16)
4.1(0.13)
3.6(0.21)
3.8(0.18)

4.3(0.12)
4.0(0.15)
4.3(0.16)
4.3(0.11)
3.8(0.21)
3.9(0.20)

4.1(0.08)
3.8(0.09)
4.2(0.0!9)
4.2(0.07)
3.7(0.12)
3.8(0.11)

Mean

4.0(0.07)

3.9(0.07)

4.UO.06)

4.0(0.04)

4.0(0.15)
4.1(0.14)
3.8(0.17)

4.1(0.15)
4.2(0.12)
3.8(0.17)

4.2(0.14)
4.3(0.11)
3.8(0.17)

4.1(0.09)
4.2(0.07)
3.8(0.10)

4.0(0.09)

4.1(0.09)

4.1(0.08)

4.1(0.05)

Characterization of environments, resources and constraints
Adaptability and adoptability of alley cropping systems
Adaptability and adoptability of improved cropping systems
Determinants of Sustainability in cropping systems
Development of resource management models and decision support systems
Biology and fertility of soils
Biology and control of weeds

4.0(0.14)
3.7(0.16)
4.2(0.11)
4.1(0.14)
4.0(0.14)
4.4(0.12)
4.2(0.12)

4.0(0.13)
3.8(0.15)
4.2(0.09)
4.1(0.15)
3.9(0.14)
4.2(0.14)
4.3(0.11)

4.1(0.15)
4.0(0.16)
4.3(0.10)
4.3(0.12)
4.1(0.15)
4.2(0.14)
4.3(0.11)

a.O(O.08)
3.8(0.09)
4.2(0.06)
4.2(0.09)
4.0(0.08)
4.3(0.08)
4.3(0.06)

Mean

4.1(0.05)

4.1(0.05)

4.2(0.05)

4.1(0.03)

4.UO.03)

4.0(0.03)

4.2(0.03)

4.1(0.02)

Programme Area
Crop Improvement
1.
2.
3.
4.
5.
6.

Plant Health Management
1. Biological control
2. Host Plant Resistance
3. Habitat Management
Mean
Resource and Crop Management
1.
2.
3.
4.
5.
6.
7.

Overall Mean
Note:
Values in table are mean scores, wrth standard error of the mean m ( )
Scale: 1 - not valuable; 2 - slightly valuable; 3 - moderately valuable; 4 - very valuable;
5 - extremely valuable
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Table 3 : Collaborative

Mechanisms (Networks and Country Projects) and General Considerations

Networks
1. Collaborative Group on Maize Based Systems (COMBS)

4.0(0.28)

2. Collaborative Group on Root and Tuber Improvement (CORTIS)

4.2(0.16)

3. Semi-Arid Food Grains Research and Development (SAFGRAD)

3.9(0.20)

4. East and Southern African Root Crops Research Network (ESARRN)

2.9(0.55)

5. Alley Farming Network for Tropical Africa (AFNETA)

3.8(0.21)

6. Soil and Plant Analytical Laboratory Network of Africa (SPALNA)

3.8(0.31)

Overa!! Mean

1
2
3
4
5

= not valuable
= slightly valuable
= moderately valuable
= very valuable
= extremely valuable

3.8(0.11)

Country Projects
1. Strengthening Research Capacity

4.0(0.17)

2. Strengthening Institutional Capacity

3.6(0.26)

3. Information Dissemination

3.9(0.19)

4. Strategic and Long-term Planning

3.1(0.35)

Overall mean

3.7(0.12)

General Considerations
1. Assessment on mission and goals
2. Agreement on long-term strategy
3. Assessment of effectiveness of interactions

Note: Values in the table are means, with standard error of the mean in ( )

4.0 (0.10)
3.8 (0.10)
3.3 (0.19)

1
2
3
4
5

=
=
=
=
=

not agree or satisfactory
slightly agree or satisfactory
moderately agree or satisfactory
mostly agree or satisfactory
completely agree or satisfactory

APPENDIX V
DOCUMENTS PROVIDED TO THE REVIEW PANEL
A.

Documents Provided by the TAC and CGIAR Secretariat

1.
2.
3.

Review Process in the CGIAR, 1988
Report of the Third External Programme Review of IITA
Report of the Third External Programme and ManagementReview of the West
Africa Rice Development Association (WARDA) - (as an example of a recent
review)
TAC Priorities and StrategiesPaper - Parts I and II
Relevant extract from TAC 59 report on IITA MTP submission.
Relevant extract from Review and Approval of Centre Medium-Term Plans
Report of the Stripe Study of Genetic Resourcesin the CGIAR
The Role of Biotechnology in the CGIAR
The CGIAR in the 21st Century: Options for Structural Change
1992 CGIAR Annual Report
CGIAR Directory
1990 EMR of IITA
1993 volume of “CGIAR - The Boards of Trustees of the International
Agricultural ResearchCenters”
“Organization and Managementof the CGIAR System: A Review” (Ozgediz,
1993)
CGIAR 1993 Financial Report
Review and Approval of Center Medium-Term Plans 1994-98
1993 ICW Summary of Proceedingsand Decisions
1993 Core Program Funding Update (June 28, 1993)
Re: Trends in CGIAR Funding -- Preliminary Observations (May 24, 1993)
Re: Overhead Recovery
Re: Financial Management Indicators
Accounting Policies and Reporting Practices Manual
CGIAR Resotirce Allocation - Annual Budget Manual for 1993
IITA Draft 1993 Financial Statement
CGIAR Governanceand Organization: Is There a Need for Change?
Interim Recommendationson Organizational Matters
SustainableAgriculture for a Food Secure World: A Vision for the CGIAR
“Governance and Managementof the CGIAR Centers” (Ozgediz, 1991)

4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.
17.
18.
19.
20.
21.
22.
23.
24.
25.
26.
27
28.
B.

Standard Documents Provided by IITA at the Request of the TAC and
CGIAR Secretariats
Documents urovided by the IITA mior to the Panel’s initial Briefing

1.
2.
3.

1993 IITA Annual Report
IITA 1989 - 2000 Strategic Plan
IITA 1989 - 1993 Medium - Term Plan
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4.
5.
6.
7.
8.
9.

The 1995 Programme and Budget document
The current Organizational Chart
IITA agreementswith other centers and institutions on cooperative activities
List of on-going and recently completed contracted projects
Papers summarizing the main achievements,constraints and impact of IITA
programmes 1990 - 1994 by Division
Summary of:
actions taken in responseto the last External Managementand
Programme Reviews; and
other significant managementchangesIITA since the last External
Review
Documents provided bv the Center at the time of the Panel’s initial visit

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.
17.
18.
19.
20.

International Staff list with summary of qualifications
Summary of Staff minimum qualifications, characteristic for generic titles
Table summarizing staffing pattern, with the number of staff in each category per
programme and location for the current year, and an indication of the male:
female ratio in each staff category
IITA Library and Documentation Center - a summary
Reports of major planning conferences,internal reviews, expert meetings, etc.,
which have had a major influence on the direction of the specific programmes of
the Centre
Charter and other basic documentsestablishingthe Center, along with subsequent
amendments
A paper describing the evolution of the mandateof the Center over the years
Table showing composition of the Board over the last five years, along with an
indication of the term of office of current members and their roles on the Board
The Board handbook
Set of minutes covering Board and Board committee meetings since the last
External Review (and reports of Board committees to the full Board if not included
in the minutes)
Description of the internal managementstructure, including the composition and
terms of reference of each committee
Set of minutes of the meetings Iof the Director General’s managementcommittee
covering the period since the last External Review
Staff manual or a description of current personnel procedures for international and
locally-recruited staff
Table showing allowances, benefits, and salary ranges for each category of staff
Local compensationsurveys used by IITA
Table showing personal data on internationally recruited staff by programme,
including each job title, incumbent’s location, tenure, gender, nationality, age,
salary over the last three years, and source of funding (Names to be excluded)
Tables summarizing turnover of staff over the last five years by staff category
List of international staff vacanciesand how long positions have been vacant
Reports of external auditors, including managementletters, and financial officer’s
reports to the Board since the last External Review
Most recent internal audit reports
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21.
22.

23.
24.
25
26.
27.
28.
29.
30.
31.

Internal managementreports or reports written by consultantson assetsof the
Center’s managementthat are of a non-confidential nature
Brief description of IITA’s:
- managementinformation systemsand procedures
- library and documentation systems
- archives and records managementsystems
- computer and information technology systemsand procedures
Summary information on each administrative and finance unit
Annual Report - 1993 Plant Health ManagementDivision
Annual Report - 1993 Plantain and Banana Improvement Program
Archival Report - 1989 - 1993 Root & Tuber Improvement Program
Legislation Governing & Legal Status of IITA in Nigeria
IITA Project Summary Sheets& ResearchProtocols
Crop Improvement Division - EPMR Briefing session
IITA Review & Planning meeting - 1990 - 1994
IITA’s Publications Review Panel and Publications output of IITA scientists:
A retrospective summary

APPENDIX

VI

ASSESSMENT OF IITA’S PROGRESS IN IMPLEMENTING
THE RECOMMENDATIONS
OF THE 1990 EXTERNAL REVIEW

The 1990 External Programme and Management Review made 36
recommendations of which 19 were on programme and 17 on management.
IITA’s response to the 1990 Review have been taken into account in
appropriate sections of the Report, and are tabulated in this Appendix together
with this Panel’s comments and implementation scores.
Of the 36 recommendations, IITA has implemented 21 recommendations
fdi, and 19 partially. Six recommendations have not been implemented.

in

Appendix

1.
Recommendations
Recommendation 1 - The Panel
recommends that IITA establish a
capacity for crop management research
outside the systems groups and which
addresses the better understanding of
plant-soil interactions.

PROGRAMME

RECOMMENDAl
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IONS

IITA’s Response and Panel’s Comments
Response 1990: IITA acknowledges the Panel’s view that crop management research (CMR) should be
strengthened, but would prefer to do so within the framework of the “Systems Research Groups.” This
is not just a superficial difference with the above recommendation, but it reflects a significant
divergence in view of the fundamental basis of the Systems Working Groups.
IITA’s philosophy regarding the Systems Working Groups is that they provide a systems approach to
issues of food production for small scale farmers. This involves more than simple descriptive diagnosis
of these farming systems, but rather analyses which lead to an understanding of the farmers’ needs,
their resources and their current and potential uses of these resources. This quantitative diagnosis and
feedback role is coupled with adaptive research and “descriptive” diagnosis, through on-farm activity
carried out in collaboration with NARS. In contrast, the Panel’s recommendations focus on the adaptive
research function. IITA believes that their approach would move research back to conventional On
Farm Client Oriented Research (OFCOR) as practiced by NARS. The Panel rightly saw the adaptive
function devolving to the NARS as they deveiop increasing strength, and thus recommend the eventual
termination of the Systems Research Groups. IITA differs in that it believes that such devolvement
should free resources for the Systems Working Groups. This would enable them to increase quantitative
analyses of farming systems with a longer term perspective and particular orientation to the on-farm
sustainability of improved technologies.
IITA believes that effective systems research is critically dependent on teams of scientists (representing
biological and social sciences) working within the same unit, on the same project, in a concerted effort.
Hence IITA’s modification of the Panel’s recommendation concerning the structure of this research.
Response 1994: Since the last EPMR, attempts have been made to implement the systems working
groups, but d’1ff iculties have been encountered not because the rationale was faulted, but because their
organizational structure lacked a sustaining element and the groups’ operational structure did not fit a
zonal framework. The need for a research structure with an ecoregional mandate persisted until the
reorganization of the Resource and Crop Management Division (RCMD) into two programmes along
agroecological zones, the Moist Savanna Programme and the Humid Forest Programme. This
reorganization provided the needed impetus to implement the Institute’s research within an
agroecological framework. Thus the former systems working groups becamesubsumed
inthe new
research programmes.
This made it possible for IITA to maintain both a geographical focus in its technology development
efforts and a systems perspective in its resource management research. Within each of these broad
agroecological zones, IITA has undertaken a tripartite research initiative on characterization and

score: 0 - not implemented, 1 - partially implemented, 2 - fully implemented
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diagnosis, analysis of operational processes in the ecosystems, and development of technologies based
on principles derived from these analyses. The agroecological framework has encouraged interdivisional cooperation, thus making it possible to fit improved varieties and plant health management
practices to specific requirements of the major agroecosystems within IITA’s mandate area. These
activities are carried out at various levels in partnership with NARS in each of the two main
agroecological zones.
Panel’s Comments: The recommendation
RCMD in 1991 and 1992.

Recommendation 2 - The Panel
recommends a shift from a crop to a
zonal base for the systems groups.

VI - Page 3

has been addressed by the structural

reorganizations

of

Response 1990: The Systems Working Groups were established three years ago to provide integration
and a systems focus to the research of the Institute. They were explicitly recognized as an institutional
innovation that would require careful assessment and possible modification after a three year trial
period. The review of the Systems Working Groups started with the Internal Programme Review of
RCMP in 1989. The Panel noted the “strong debate ongoing in the Institute on improving the
operational effectiveness. The Systems Working Groups were established three years ago to provide
integration and a systems focus to the research of the Institute. They were explicitly recognized as an
institutional innovation that would require careful assessment and possible modification after a three
year trial period. The review of the Systems Working Groups started with the Internal Programme
Review of RCMP in 1989. The Panel noted the “strong debate ongoing in the Institute on improving the
operational effectiveness of the SWG” and the fact that “one option under consideration is reorienting
them from a crop to a zonal base. ” The Panel has contributed constructively to this evaluation process,
and IITA agrees with their recommendation that SWG should shift to a zonal base, concentrating within
these zones on the major food crop systems within IITA’s commodity improvement mandate.
Response 1994: The Humid Forest and Moist Savanna Programmes of RCMD reflect IITA’s
implementation of the Panel’s recommendation. Each programme concentrates on the management
both the resources and the major food crop systems within IITA’s agroecological mandate area.
Panel’s Comments: The recommendation
programmes in RCMD in 1993.

Score: 0 - not implemented, 1 - partially implemented, 2 - fully implemented
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Recommendation 3 - The Panel
recommends that, in collaboration with
CIAT, IBPGR and the Genetic
Resources Unit, a characterization of
the most important African cassava
varieties is undertaken without delay

VI - Page 4

IITA’s Response and Panel’s Comments
Response 1990: IITA agrees with this specific recommendation for the formal characterization of
important African cassava varieties. There are now more than 1500 clones in collections held by various
African NARS, and 400 clones at IITA in Ibadan. For the collections held by IITA, the Institute will
allocate resources for their characterization without delay, and will share the records with IBPGR and
CIAT. Because the other collections in Africa cannot be easily moved from the countries where they
were collected, their characterization must be done in situ. This is a large task for which assistance from
IBPGR will be sought.
That the characterization of this African genetic resource has not been systematically carried out does
not mean that the resources are not formally used for the improvement of cassava in Africa. IITA has
systematically introduced as seed, genes of this material through selective hybridization
in situ of
improved clones with the best materials of the local collection and through seed collections in the
country which are transferred to IITA. Some of these materials used and maintained as breeding lines,
will also be added to the cassava collection being characterized by IITA.
Response 1994: A computerized database, developed with the software ORACLE, was established in
1991 to document information on cassava genetic resources. IITA then began a more concerted effort to
characterize cassava germplasm. By year ending 1993,400 accessions of cassava planted at IITA, Ibadan
had been characterized and evaluated for up to 57 agro-botanical descriptors (31 shoot characters, 11
inflorescence characters and 15 root characters).
The 400 accessions comprised African land races (102 accessions), pre-1988 introductions from Brazil
and CIAT (63 accessions) and pre-1988 hybrids between local and exotic germplasm (235 accessions).
The pre-1988 dating identifies germplasm movement from Latin America which occurred before the
CIAT liaison scientist post was established at IITA. In the course of this characterization work, it was
found that 18 African local materials, 25 accessions from IITA old breeding materials and one accession
from CIAT appeared highly resistant to ACMV. Work on agro-botanical characterization has continued
in 1994. Over the forthcoming five year period, 2000 accessions of cassava will be characterized. In 1992
and 1993, the cassava breeding programme characterized the IITA improved (elite) clones and the
breeding lines which had reached the uniform yield trial (UYT) evaluation stage or beyond. An archive
is available giving details of this characterization and the associated database is held by TRIP. The
intention is that national programmes will have copies of this database. Currently a test version on
diskette (database and ‘help’ documentation) has been given to the EARRNET Coordinator to determine
its usefulness.

Score:0 - not implemented, 1 - partially implemented, 2 - fully implemented
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The database covers up to 69 descriptors for two batches of germplasm: (1) 428 improved clones and
breeding lines which were evaluated at three locations (On&e and Ibadan in Nigeria, and Niaouli in
Benin); (2) 566 improved clones and breeding lines which were evaluated at the IITA Humid Forest
Station at Mbalmayo, Cameroon.

Score

We are aware that the above information only partly satisfies the recommendation of the last EI’MR.
That panel focused their attention on the collection, characterization and documentation of African land
races, envisaging one centralized place for conservation of this germplasm, presumably IITA, Ibadan. Ir
reality, we cannot assemble landraces from all relevant African countries at one single location owing tc
quarantine regulations for germplasm movement and the prohibitive time and costs that would be
required to comply with them. The scale of what is required makes the objective (a consolidated
collection) untenable, certainly in the medium term. But there is a positive side to this. A number of
national programmes have decent collections and we are aware that we could assist them to do more.
We have in fact already made progress in this direction in Nigeria, Uganda, Benin, Cameroon, Congo,
Guinea and Ghana (GRU Annual Report, p 4-6 and Table 1 refers). We can see that comprehensive
adoption of a strategy of decentralized collections and centralized documentation could work.
Probably a special project approach would be the best way to achieve faster progress in this area. We
can nevertheless report progress in conservation of African land races even if not quite as envisaged by
the last EPMR.
Panel’s Comments: Proportion of African landraces is rather low in those characterized so far. The
Panel does not see why a centralized collection should not be considered in the long run.
Recommendation 4 - The Panel
:ecommends that IITA should provide
stronger support for its plantain and
,anana breeding programme at Onne
Nith the major focus on the
levelopment of black Sigatoka
:esistance in plantain.

Response 1990: The Institute appreciates the support and high praise given by the Panel for recent
research achievements with plantains, and will continue to provide strong support for this work.
Indeed, urgent action has been taken to recruit a pathologist within TRIPP primarily for work on black
Sigatoka disease of plantains and a short list of three candidates has already been drawn up. In
addition, a senior administrative officer is being recruited for the management of the Onne station.
Response 1994: Actions taken, and research outputs since the EPMR of 1989 have conformed entirely
with the EPMR recommendation. Black sigatoka resistance in plantain has been a major research focus
over the past five years. A breeder/geneticist
joined the research team of the Plantain and Banana
Improvement Programme (PBIP) in January 1992, replacing a Muslz agronomist. A plant pathologist
(one post, two persons) for Musa was appointed in January 1991. The entire research team of PBIP (CID)
and the Muss pathologists of the Host Plant Resistance Programme (HPRP /PHMD) are based at the
Onne

Score: 0 - not implemented, 1 - partially implemented, 2 - fully implemented
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High Rainfall Station, the main site for IITA’s plantain and banana research for the humid lowland
tropics. At the same time, the relationships between diseases, banana weevil, and nematodes are being
addressed in the East African highlands and West African lowlands through special project support.

Score

Commencing in 1992, the Belgium Administration
for Development Cooperation has funded a project
for the upgrading of 0nne Station. Additional research land (20 ha) has been acquired and fenced.
Infrastructural improvements include expansion of office facilities, improvements in laboratory space,
housing including hostel accommodation for trainees, and road improvements. This project will be
completed by the end of 1994.
By 1991, four years after the crossing programme began, a number of interesting tetraploid hybrids (3x
x 2x crosses) had been selected for advanced evaluation. By 1992, fourteen improved tropical Musa
plantain hybrids (TMPx) with BS resistance and offering three times the yield of existing varieties were
submitted for registration to Journal Hortscience to place them in the public domain (HortScience 28(9):
cxm\ Based on excellent progress in breeding for BS resistance in the period 1987 to 1993,
957=959, 1r,YJI.
combined with new findings on Musa genetics, IITA submitted the research for the King Baudouin
award in March 1994.
Panel’s Comments: Full and adequate response. IITA received the 1994 King Baudouin Award for the
development of high yielding Black Sigatoka resistant plantain. The Panel notes that while
pathologist(s) have been appointed to Onne, the interaction with CID is unsatisfactory.
Recommendation 5 - The Panel
recommends the inputs of an
mtomologist and a pathologist to the
Zrain Legume Improvement
Programme at Kano as soon as
possible.

Response 1990: A pathologist appointed to GLIP in 1989 has a primary
the cereal system of the savanna zone where Kano is located.

research focus on cowpeas in

Research on the control of cowpea insect pests for this zone is a different and more complex issue. The
Institute ‘s major thrust in this programme, described in the Medium Term Plan, is to seek host-plant
resistance to cowpea pests. In making difficult choices for the allocation of scarce resources, priority in
entomological research in this programme has therefore been given to the search for sources of
resistance.
This work, which includes the study and collection of wild Vigna species, is conducted at the lbadan
headquarters and is linked to collaborative research with advanced biotechnology laboratories in
Europe and the United States.
A systems analysis of cowpeas and its pests with their associated enemies in the cereal-cowpea systems
of the savanna zone is presently a component of the work of the Biological Control Programme. Such

Score:0 - not implemented, 1 - partially implemented, 2 - fully implemented
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work will identify opportunities and needs for further studies to develop components
pest management for the savanna.

VI - Page 7
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for integrated

Response 1994: The analysis of pests and associated natural enemies is done in the Habitat
Management Programme (HMP) and covers both savanna and forest zones. Another entomologist and
pathologist working on cowpea are in HPRP. Priorities are being discussed on the basis of information
from HPRP/HMP, in close collaboration with CID and the scientists of the Biotech Unit. The final
modalities of this priority setting still have to be worked out.
Panel’s Comments: The pathologist is based at Ibadan and is also the Head of the Seed Health Unit.
Complementary pathology input from Seed Health Unit and a post-doctoral fellow in bacteriology.
Entomological input through post-doctoral fellow and support from Host-Plant Resistance programme
at Ibadan and Habitat Management programme at Cotonou.
Recommendation 6 - Given the
widespread and increasing importance
of Striga and other parasitic weeds to
[ITA mandate crops, the Panel
:ecommends the appointment of a
<triga biologist as soon as possible.

Response 1990: IITA agrees with the Panel’s assessment of the importance of Striga. Unfortunately the
CGIAR is currently underfunded so that the Institute is unable to proceed to implement all the priorities
in the Medium Term Plan. However, while management had to impose a freeze on new recruitment in
1990, the Trustees approved an exception to permit an appointment in the maize programme to deal
with Striga and other pathogens. Management has decided that first priority should be given to the
recruitment of a pathologist with special interest in Striga for the maize programme. If funds are
available in 1990, a second exception will be made to permit the recruitment of a Striga biologist, but
this may have to be delayed until 1991.

2

Response 1994: A Striga biologist has been appointed in PHMD. Striga is being tackled in a Research
Working Group involving all three divisions This Working Group has become an excellent example of
how a complex problem can be effectively addressed in a multi-disciplinary
manner.
Panel’s Comments:
Recommendation 7 - The Panel
*ecommends in view of the important
economic constraints caused by
)athogens the input of a pathologist at
he international scientist level to the
viaize Research Programme.

The multi-disciplinary

working

group on Striga has obtained valuable results.

Response 1990: It should be noted that the maize research programme pathologist left the Institute in
December 1989. Highest priority is therefore given to the recruitment of a replacement, as described in
the response to recommendation 6.
Response 1994: Constraints in maize are being compared in HMP. Pathology has acquired special
urgency with the increasing spread of downy mildew in Nigeria, occupying a good part of the time of a
pathologist. Additional studies in HMP concern stored maize, where Aspergihs and post harvest pests,
among them the newly introduced larger grain borer, interact. The streak resistance project, on the

Score: 0 - not implemented, 1 - partially implemented, 2 - fully implemented
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other hand, is winding down and being transferred to NARS. Finally, a Seed Health Unit has been
developed in PHMD., under the leadership of a HPRP pathologist, with major involvement in maize.
Panel’s Comments: Screening technologies for downy mildew
post-harvest problems.

Recommendation 8 - The Panel
recommends in transferring the IITA
Rice Research Programme to WARDA
that:
(i) WARDA appoint and fully support
a rice breeder to be based IITA as of 1
January 1991 in order to complete the
evaluatinr” y ,4nm.Tnw40t;rr
UVLLY LbIL,Ulun and
successful transfer of rice germplasm to
the Association, and that
(ii) the INGER liaison scientist be
transferred to WARDA as soon as
office, laboratory and field facilities are
available, in order to service African
requirements as an IRRI/WARDA
activity from the Association’s
headquarters in Cote d’Ivoire. The full
cost of the INGER programme shall be
the responsibility of WARDA and IRRI
as of 1 January 1991.

VI - Page 8
Scan

were developed and focus is now on

Response 1990: IITA is pleased that its excellent relations with WARDA are recognized. The location of
a WARDA rice breeder at the Ibadan campus would be welcome. This would permit effective use of the
rice paddies developed at the IITA Ibadan station which represent a considerable investment of CGIAR
resources. It would also strengthen inter-center collaboration, particularly for systems research for the
inland valleys.

2

The transfer of the IRRI liaison scientist responsible for INGER from IITA to WARDA is in line with
policy agreed upon between the three Centers. IITA would like to see the transfer implemented as soon
as possble because significant resources of the Institute are devoted to this work (housing, laboratories,
land, and seed stores).

Response 1994: The INGER liaison scientist is still located at IITA due to disagreement between IRRI
and WARDA about the overall operation of INGER in Africa. Further proposals have been prepared
recently and arrangements have now been worked out for the transfer at the latest in early 1995.

Recommendation 9 - The Panel
Response 1990: IITA has been conscious to promote more contacts between scientists of the same
recommends that the Biological Control discipline, and it agrees with the concept of the Thematic Working Group. IITA prefers to name the
Programme evolves into a Biological
proposed programme the Pest Management Programme to reflect the entire concept within which
and Integrated Control Programme
Biological Control is an important component.
(BICP) and that a Thematic Working
Group on Plant Protection is
Response 1994: All plant protection activities are now concentrated in the new Plant Health
established, including all plant
Management Division, which collaborates closely with the Crop Improvement and Resource and Crop
protectionists, no matter where they are Management Divisions. The new Division replaces the suggested Biological and Integrated Control
located.
Score: 0 - not implemented, 1 - partially imp leimented, 2 - fully implemented
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-Programme and favors a holistic approach. It encompasses three programmes, namely the Biological
Control Programme (BCP), the Habitat Management Programme (HMP) and the Host Plant Resistance
Programme (I-IPRP).

Score

This latter programme constitutes a logical enlargement of the recommendation. Through this action
the institute acknowledges that entomologists and pathologists have a larger role in their collaboration
with breeders than the production of insects for homogeneous infestation or the development of
scoring scales. Though this support role remains, new dimensions are being added in the HPRI’,
namely the study of resistance mechanisms and interactions of these resistance mechanisms with
The HMP goes beyond studies on cultural control and
biological control and habitat management.
focuses on the study and later exploitation of interactions at all tropic levels between the crop, other
crops, and the environment (fallow fields, natural vegetation).
In addition to these vertical structures, the institute has started to develop horizontal projects of various
topics executed by scientists drawn from several Programmes within the various Divisions. In PHMD,
the implementation of this project structure is complete; but some of the cross-divisional linkages still
need to be worked out. In PHMD, there are generally two types of projects. In a first step, pests,
diseases, or weeds of a particular region are characterized and losses attributed. In a second step,
according to the results of the characterization, particular pest problems are being tackled through
integrated pest management. Special emphasis then is either on biological control, on habitat
management, or on resistance breeding, the latter in collaboration with CID.
Panel’s Comments: The creation of PHMD is a success in increasing collaboration
protectionists for development of IPM strategies with CID and RCMD inputs.
Recommendation 10 - The Panel
recommends that IITA secures as soon
as possible a location for conservation
>f its valuable yam collection.

among plant

Response 1990: The greater part of IITA’s yam germplasm is already safely preserved in vitro, and the
entire collection will soon be so in the near future. IITA agrees with the need to duplicate it and to
provide better facilities for the storage of tubers. IITA proposes to discuss with the IBPGR the
duplication of the yam germplasm at a suitable West African national programme. This discussion must
include the need for funding to enable the national programme to receive the collection.
Response 1994: Responsibility for the conservation and management of yam germplasm was
transferred from TRIP to GRU at the end of 1990. In 1991 and 1992, yam germplasm management
focused on the improvement of the field gene bank conservation technique, using minisett propagation
combined with intensive care of the germplasm in the field and in storage. Details are reported in the
/GRU Annual Report for 1992 (section 4 refers).

Score: 0 - not implemented, 1 - partially implemented, 2 - fully implemented
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In order to strengthen the conservation of yam biodiversity, a proposal has been developed for yam
germplasm collection and conservation. Submission to possible donors was a joint undertaking
between IITA and IPGRI. The proposal is linked to NARS through the African Yam Network which
was inaugurated in 1993.

VI - Page 10
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Panel’s Comments: It is not clear what progress has been achieved with IBPGR with regard to the
duplication of the yam germplasm. No duplication location yet identified.
Recommendation 11 - The Panel
recommends that IITA seeks funds to
ensure the conservation of its unique
bambara groundnut collection.

Response 1990: IITA agrees that the conservation of its unique Bambara groundnut collection is
important. However, the crop is not presently within the focus of IITA’s research, nor is the Institute
able to allocate the resources needed for the essential evaluation, documentation and preservation
implicit in the term “conservation”. In response to this recommendation the Institute will therefore take
up the matter with IBPGR.
Response 1994: The present collection of 2000 accessions of bambara groundnut (Vignu subterranea)is
preserved at -2OOCfor conservation. Over 1200 accessions have been characterized with up to 46
descriptors. This information and the passport data are available in a computerized database. Some 50
selected germplasm accessions are kept in active collection (5OC) for distribution on request. Demand
for seeds of this crop is relatively high. During the past 10 years, IITA has distributed 1349 samples of
the germplasm to researchers world-wide. During 1988-1993, we received 47 requests from Nigerian
scientists and supplied 538 samples to them.
Panels Comments:

Recommendation 12 - The Panel
recommends that IITA defers activities
in molecular biotechnology at Ibadan
and concentrates on cellular
biotechnology, cytogenetics and
modern serology.

A proposal has been formulated.

Response 1990: IITA accepts the recommendation
to defer activities in molecular biotechnology, with
the exception of the use of RFLP probes. The Institute places high priority on the use of RRLP probes as
“enabling techniques” for its current breeding programmes. There are already a number of advanced
laboratories collaborating with IITA in developing probes that will be of use in marking genes for
African specific constraints.
The Institute has developed plans
in the necessary method. IITA will
construct the probes. Because the
renovating a suitable facility away
the biotechnology unit which will

Score:0 - not implemented, 1 - partially implemented, 2 - fully implemented

for the use of such probes, and several of its scientists are experienced
send the necessary germplasm to the advanced laboratories that will
use of RFLP probes requires a radio-isotope laboratory, IITA is
from the crop improvement laboratories that will be a component of
include cellular biotechnology and eventually cytogenetics.
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Response 1994: The Biotechnology Research Unit (BRU) was formally opened in November 1990.
Additional facilities (laboratory, containment rooms and screenhouse) were recently completed which
will enable IITA to expand biotechnology research.

Recommendations

Score

In the four year period (1991-94) research was undertaken in four main fields: cellular biotechnology,
cytogenetics, modern serology and molecular markers. The first three fields accord with the EPMR
recommendation. Research in the fourth field was anticipated in IITA’s response at the time of
theEPMR. Onwards from 1993, IITA assisted the Nigerian Government to develop Biosafety
Guidelines. These were submitted for ministerial signature in April 1994.
Wi+h the increased effort to identify insect resistance genes in wild Vigrm, we anticipate that we move
into the field of molecular cloning in one year’s time. Building on existing links with advanced
institutions, we expect some sharing of information and research materials e.g. gene promoters and
selection markers.
Panel’s Comments:
been ignored.

Molecular biotechnology

is now the major component.

The recommendation

has

- Recommendation 13 - The Panel
recommends that IITA appoints a
second statistician.

Response 1990: The Institute agrees with the concern expressed by the Panel about the need for a
second biometrician. Indeed, this need was expressed forcibly in recent internal programme reviews at
IITA. The search process has been in progress since mid-1989, and interviews of two potential
candidates have been held.
Response 1994: The position of a second biometrician was never filled in part because several scientist:
made extensive use of packaged computer softwares for their data analysis. The need for a second
biometrician was however kept under review and was to be met whenever it was judged necessary.
There is a need for the Biometrics Unit to have capacity to get into mathematical mode&g
and
programming. This second international position could be used with cost savings, by hiring a
postdoctoral fellow, or by establishing a consultancy arrangement with a biometrics group of another
research institute, e.g. the Institute of Arable Crops Research at Rothamsted, UK.
E‘anel’s Comments:

Budgetary constraints have prevented action.

Score: 0 - not implemented, 1 - partially implemented, 2 - fully implemented
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Recommendation 14 - The Panel
recommends that IITA management
encourage the publication of the
findings of IITA research in peerreviewed, international scientific
journals.

VI - Page 12
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Response 1990: IITA agrees with the Panel’s concern about the publication of research findings, and
will continue its efforts to improve the situation. Among the steps which have been taken to achieve this
are: the consideration of scientists’ refereed publications record in their annual evaluation and salary
adjustments; research organized into clearly defined projects, for each of which there is the expectation
of a published result and; an internal peer review of papers submitted for publication to ensure high
scientific standards.

Score
2

Response 1994: This recommendation has been implemented fully. A system for internal peer review of
research papers was established in December 1989. It has worked well, a considerable proportion of the
papers published by IITA scientists now appears in peer-reviewed scientific journals or as book
chapters that are readily available to the external scientific community. See also the list of IITA staff
publications.
Panel’s Comments: Production of refereed journal articles has steadily increased during
period. Hnweveri
the publication record varies enormously with individuals.
~--..__
Recommendation 15 - The Panel
recommends that wherever possible,
Research Leaders be relieved of
undertaking travel for other than
primarily scientific purposes.

the review

Response 1990: Management recognizes that travel by IITA research leaders has been extensive and
attributes this partly to the need to support IITA outreach projects and NARS in Africa. In fact, the
demand for such services has always been greater than IITA staff have been able to meet. IITA agrees,
however, that some of this travel has been at the expense of their responsibilities to their research
programmes at headquarters.
This has been an important reason for initiating the Research Liaison Scientist scheme which will relieve
directors of some of their responsibility to travel in response to requests from NARS. Research travel
budgets for 1990 have already been reduced.
Response 1994 : Research leaders’ (Programme Leaders, Unit Heads) professional
work-related.

Score:0 - not implemented, 1 - partially implemented, 2 - fully implemented

travel is now entirely

2

Appendix
Recommendations
Recommendation 16 - The Panels
recommend that: research
management at IITA should be
reorganized to bring the crop-based
working groups’fully into the research
structure to enable collaborative
research projects based on cropping
systems to involve scientists from
Resource and Crop Management
(RCM), Crop.Improvement
(CI), and
Biological and Integrated Control (BIC)
1. Research projects should have a
leader drawn from any part of the
collaborating team whether from RCM,
CI or BIC and that projects should be of
fixed duration with evaluation points
and a budget: the portfolio of projects
should be dynamic with continual
turnover.
2. Research Leaders who are close to
the working scientists should be
responsible for the research groups
working on resource management and
crop management, crop improvement
and biological and integrated control:
they will ensure that research quality
and output are high.
3. There should be three Directors
respectively for Resource and Crop
Management, Crop Improvement and
Biological and Integrated Control: this
will reduce the heavy load presently
borne by the DDG(R) and enable him tc
delegate and to concentrate to a greater
extent on broad strategic issues.
Score: 0 - not implemented, 1 - partially imp
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Response 1990: IITA invited the two panels to contribute to current discussions underway _ by
management on the organizational structure of the research programme. It was clear the present
structure impaired the DDG(R)‘s ability to deal with longer-term issues of research policy and planning
but this problem had been deferred until recently when other related issues had been resolved.
&

a

IITA appreciates the efforts the two panels devoted to this important issue. Management benefited
greatly from the constructive interaction with the panel chairmen in the discussion of alternative
organizational arrangements. The specific recommendations in the chapter, written jointly by the two
panels, are welcomed as useful contributions to the advancement of deliberations on this topic. Brief
comments on the five specific points follow.
1. IITA agrees with the concept of research projects as described in the chapter, and several such
projects are being developed.
2. IITA agrees that research leaders should be close to the working scientists; in fact, they should be
“hands on” scientists themselves. This is amplified in the answer to recommendation 15 in the EPR on
travel.
3. The organization structure recommended will be discussed internally at all levels of the research
programme before final recommendations are formulated by management for consideration by the
Board of Trustees in April.
4-5. IITA appreciates the panels’ strong support for its decentralization of research and for the Farm
Unit, as well as their endorsement of planned arrangements for management of the substations and the
farm.
Response 1994: In the course of 1991 the crop-based working groups were transformed into the humid
forest programme and the moist savanna programme, which included most of the staff of the Resource
and Crop Management Division (RCMD). Staff of the other two research divisions are closely
cooperating with these programmes.
1. In the course of 1993 all the research activities undertaken by IITA were organized into projects with
well defined objectives, expected outputs, time frames and manpower requirements. In line with the
ecoregional approach of the CGIAR, these projects have been grouped according to five research
domains (crop improvement and agronomy, integrated pest management, systems development and
management, soils and vegetation management, and diagnosis and impact), and three agroecological
zones (humid forest, moist savanna and mid-altitude).
nented, 2 - fully implemented
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4. The Institute confirms its intention
2. Each research division is divided into programmes that are headed by programme leaders. These
to have each substation in the control of programme leaders are selected in consultation with the programme members, the present research
an active scientist designated as
leaders indeed are hands-on scientists. The new structure places responsibility for research coordination
Officer-m-Charge who should report to in the Research Directors Committee and has, with general approval, eliminated the post of a single
the DDG(R).
DDG(R).
5. The Farm Unit, as the principal
research tool of the Institute, should
report to the DDG(R).

Through the fact that two of the three
decentralization has gone far beyond
wisdom of this decision. The Institute
grips with the requirements imposed

research directors are now located outside Ibadan, the proposed
what was envisaged in 1989. Recent developments confirm the
needs, however, some more discussions and decisions to come to
by such decentralisation.

In addition certain Research Working Groups have come into being: Striga; Post-harvest; Cowpea
Wide-Crosses and Biotechnology; Legumes.
_I rnarrer
...-I.- concerned
1, 1&7&&g Groiip- 3 are partly or filly kivolved hi the su’bjecr
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and come from various divisions. The team of the East and Southern Africa Regional Center (ESARC )
has some similarity to a research working group except that the Research Team Leader has official
recognition (i.e. an additional salary remuneration).
Given the nature of the ESARC project, this official
status clearly is needed.
Each Research Working Group, (except ESARC) has a divisional reporting channel through the
Chairperson of the Group: Strip to PHMD; Post-harvest and Cowpea to CID; and Legumes to RCMD.
Working Groups do not have cost center codes but budgets have been allocated to them from time to
time e.g. Strip Working Group had a budget in 1993. ESARC has a multi-disciplinary
work plan and
budget.
3. In 1991 three research divisions were established: Crop Improvement (CID), Plant Health .
Management (PHMD) and Resource and Crop Management (RCMD). The three division directors,
together with the DDG for international cooperation and the DG constitute the Research Directors
Committee (RDC). This committee is chaired by the DG. The DDG research upon his departure to IRRI
in the course of 1991 has not been replaced, his functions being overtaken by the RDC and the DG.
4. Each of the substations is headed by an Officer-in-Charge,
Cotonou Station which is headed by the Director of PHMD.
5. The Farm Unit now reports to the Director of CID.

Score:0 - not implemented, 1 - partially implemented, 2 - fully implemented

who is an active scientist, except for the
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Recommendations
Recommendation 17 - The Panel
recommends that future Resident
Scientists are appointed as IITA core
staff and wherever possible drawn
from existing personnel.

Appendix VI - Page 15
IITA’s Response and Panel’s Comments
Score
Response 1990: IITA has been seeking to minimize the differences between scientists supported by core
1
funds and scientists on outreach projects supported by special-project funds. To this end,IITA
*
proposed in its Medium Term Plan that about half of the Resident Scientists be classified as “essential”
or “core” staff. The TAC rejected this proposal, with the consequence that all Resident Scientists will
continue to be classified as “desirable” and to be dependent upon special project funding. While IITA
must continue to employ Resident Scientists on the basis of contracts with bilateral donor agencies, it
will endeavor to provide conditions of service as similar as possible to those of “core” staff. The terms o:
employment of Resident Scientists are identical to those of core staff, but the support services that can
be provided for them are strictly limited by the terms negotiated with individual donors. There has
been some transfer of scientists between core and special project positions, and it is agreed that this
should be done whenever possible.

T
4

Response 1994: During the last EPR in February 1990, IITA had a total of 37 staff classified as Resident
Scientists. Since then, all the projects have been phased out with the exception of the Ghana Grains
Development Project, and only one additional project, the Rwanda socio-economics project with one
staff, has been implemented. Therefore, to date, IITA employs only two Resident Scientists. As a result,
even with its willingness to do so, IITA could not fully implement the Panel’s recommendation
because
only one resident scientist was recruited during the period under review.
The sharp decrease in number of Resident Scientists is due to (1) the end of the two large institutionbuilding type projects in Cameroon and Zaire, and IITA had decided that it will no longer be involved
in such large projects (2) the general improvement at NARS level in Africa of scientific capability
because of the considerable efforts made in training during the past 20 years by countries themselves,
donors and CGIAR centers.
However, with the recruitment of network
during the period under review.

and outstation

scientists significant

progress has been made

In addition to the Research Liaison Scientist scheme, PHMD established a Technology Transfer and
Training Unit (TT&TU) with special project funding, which developed an informal network of national
biological control programmes. Recently, these programmes have become the basis for the wider
implementation
of plant protection activities, but the focus remained on biological control. Activities an
planned jointly by scientists from different organizations within a country, joined in a national
committee, and IITA scientists. In each country, biological control activities are only undertaken on
demand from this committee. Apart from the support of technical activities (importation of beneficials,
release, and monitoring, impact assessment) TT&TU assists national programme development and
training (courses, degree related training), to enable participating countries in developing their own
projects with or without IITA involvement.
score: 0 - not implemented, 1 - partially implemented, 2 - fully implemented
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Recommendations
Recommendation 18 - The Panel
recommends that the Research Liaison
Scientist scheme be reviewed and
rejustified after two years of operation.

VI - Page 16

IITA’s Response and Panel’s Comments
Response 1990: The Panel has accurately captured the rationale for the new Research Liaison Scientist
scheme in paragraph 2 of page 68 of their report. To quote: “The production of new technologies by
IITA should be demand pulled, the clients being the NARS and ultimately the farmers of the region.”
Thus, IITA needs ongoing monitoring of demand for technology. Such demands will be influenced
primarily by the general macroeconomic environment, by the resource endowments of the farming
community, and by the capacity of the NARS to respond to farmers’ needs. Because this is a new
scheme, it will be reviewed after two years as a matter of standard Institute policy.

Score
2

Response 1994: In April 1991, following intensive discussion within the IITA community and a broad
endorsement by the Board of Trustees, the Research Liaison Scientist (RLS) scheme was revised,
decentralized and restructured. RLS are now based in carefully selected host countries based on
agroecologies, logistics and absorptive capacity for IITA technologies: Ferkessedougou (Cbte d’lvoire)
for the moist savanna, Kumasi (Ghana) for the forest savanna transition zone, Cotonou (Benin) for the
coastal savanna, and Brazzaville (Congo) for the humid forest. In addition to resident research
activities, consistent with host NARS priorities, they have liaison responsibilities for the host NARS
and IITA, and additional lead neighbouring NARS. Because of political problems, the RLS office in
Congo has been temporarily closed. The new scheme will be reviewed in 1995.
Recommendation 19 - The Panel
recommends that unless the existing
and sound agreement between IITA
and CIMMYT for maize research in
Africa can be operated productively in
1990, TAC advise the system and the
donors that the two Institutes have
failed to resolve their differences.

Response 1990: The Institute notes the recommendation on page 70 of the report, and confirms its
commitment to the agreement with CIMMYT which it believes to be sound and workable. IITA is in the
process of operationalizing it, and is moving forward with plans to develop a sub-station in CBte
d’Ivoire. A CIMMYT adjunct breeder has already joined the IITA office operating in CBte d’Ivoire.
Response 1994: Differences between IITA and CIMMYT have been resolved. In early 1993, soon after
the arrival of the CID Director, the Director of the CIMMYT Maize Programme, Dr. D. Hess visited
IITA. He was accompanied by Dr. D. Jewel1 (CIMMYT entomologist, who was transferring to
CIMMYT’s Africa-base in Harare) and Dr. A. Diallo (CIMMYT plant breeder based in C&e d’Ivoire).
After several discussion sessions, an agreement was drafted, along similar lines to that of 1988. After
some further revisions, it was endorsed by all parties (dated 24 November 1993). The CIMMYT
varieties which are developed in CBte d’Ivoire are routinely included in the IITA West and Central
Africa Regional International Trials.
Panel’s Comments: The Agreement between IITA and CIMMYT defines the division of labour rather
than collaboration. Lowland maize breeding activities of CIMMYT maize breeder (for West Africa)
introduces again a certain element of overlap with the lbadan-based Maize Improvement Programme.

Score:0 - not implemented, 1 - partially implemented, 2 - fully implemented
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Recommendations
Recommendation 20 - Upon gazetting
of the headquarters agreement, IITA
should initiate efforts to get &e decree
modified to include the agreement and
reflect the recommendations of the 198: 1
EMR as it relates to the role of the two
Foundations.

Recommendation 21- Members of the
Board of Trustees should make every
effort to interact informally with their
scientists, trainers and other specialists
to improve their understanding of the
Institute’s work.

MANAGEMENT

VI - Page 17

RECOMMENDATIONS

IITA’s Response and Panel’s Comments
Response - 1990: The Decree has been amended twice since it was first promulgated on July 27,1967.
The most recent amendment was in October 1989. IITA agrees that it would be desirable to tidy up the
decree in respect of the role of the two foundations. Since the process of amending the decree is a major
undertaking this will be done when it is necessary to amend the decree for other additional reasons.
Response 1994: The changed role of the foundations, the headquarters agreement and other relevant
modifications have been included in an amendment to the degree. This amendment has been approved
by the authorities concerned, but the official publication is still pending.
Response 1990: The Board of Trustees has already adopted several ways of interacting with staff working lunches, breakfasts and dinners during Board meetings; going on field trips; being observers at
internal reviews; arriving early before and leaving late after Board meetings with the purpose of having
discussions with individual staff members. However, the Board continues to explore further ways of
interacting with staff.

-l

Response 1994: Board members continue to be encouraged to interact with staff.
Panel’s Comments:
needed.

The steps taken are useful, but given IITA’s complexity,

additional

efforts are

Recommendation 22
More participatory forms of
management should be instituted
IITA.

at

Response 1990: The Board is particularly pleased to note that the panel mentions that “no praise is too
high for the determination and skill with which the present Director General has planned and carried
through major improvements in the personnel, fiscal and management processes at IITA.” It may be
that the style adopted to accomplish these improvements gives rise to the impression of a top down
style of management, but it was, in the Board’s view, the appropriate way to bring order to what the
panel rightly describes as a “disturbed system”.

Notwithstanding
this impression IITA reviewed its communication processes in 1989. In consequence
its Executive Management reinforced its commitment to programme meetings of all its scientific and
professional staff. In addition, fora were established to involve junior staff in a consultative mechanism
which cut across all programmes. Currently, no cross programme body exists for scientific and
professional staff and the appropriate form is still being examined. The suggestion of creating a
scientific council will be considered. At the same time IITA intends to reinforce its efforts to stimulate
its monthly scientific seminars to become more interactive. IITA does not believe that mechanisms
alone can stimulate greater freedom of debate which it agrees is essential for a healthy research
institute. It will continue to encourage free exchange of views and to demonstrate by its response that
this is an essential element of its management process.
5core: 0 - not implemented, 1 - partially imp lernented, 2 - fully implemented
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IITA’s Response and Panel’s Comments
Response 1994: In 1991, management requested IITAemployees
to form three new associations: The
Senior Staff Association, The Management Staff Association and the International Staff Association.
The associations comprise national senior staff grades 6 to 10, national management staff grades 11 to 15
and Internationally recruited staff respectively. The primary objective of these associations is to
encourage discussions among their respective constituents on matters of concern and convey these and
related recommendations to management. Each association has a governing group elected by the
members and a constitution formulated and agreed by the members.
The staff associations have been active and meetings are held regularly. The International Staff
Association (ISA) in particular has been meeting and interacting with management on a regular basis.
This association was very much involved with the revision of the Internationally Recruited Staff
Personnel Policy Manual. The Senior and Management Staff Associations meet with management at
least two times annually. There is no staff association for regular staff. Regular staff of Pay Grades 1
through 6 belong to a national agricultural workers union.
1 The Executive Management Committee (EMC), the Management Consultative Committee (MCC) and
the Research Directors’ Committee (RDC) now have formalized Terms of Reference that were reviewed
by and discussed with the International Staff Association (The MCC is referred to as the General
Management Committee, or GMC, in the 1990 External Review). These clearly define membership,
periodicity of meetings, scope of activities, and minutes distribution.
The DDG(IC) is now a regular
member of the RDC.
Detailed minutes are now kept of each MCC meeting. The lack of a record of this committee’s meetings
was criticized by the 1990 External Review panel: “Moreover, no record is kept of the GMC’s (MCC’s)
business although the Institute describes it as being involved in......the formulation of policies and
decision making.....“.
The Director General organizes an annual Work Planning Week in February. During this week, all
division directors, programme leaders, and scientists discuss the detailed research agenda to be
followed the upcoming year.
A representative from management attends all Community Council meetings. Although this is not a
group associated with the official activities of the Institute, the nature of the IITA community requires
community issues be heard and acted on before they affect community morale which, in turn, has a
negative effect on research.

Score:0 - not implemented, 1 - partially implemented, 2 - fully implemented
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Recommendations
Panel’s Comments:
Recommendation 23 - IITA should
examine by internal review the
management of the International
Cooperation Programme to assess
where improvements in efficiency can
be made and take appropriate action.
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IITA’s Response and Panel’s Comments
Considerable progress has been made in setting up these mechanisms.

Response 1990: IITA recognizes that management of the International Cooperation Programme which
comprises widely scattered components throughout diverse countries with poor communication is both
complex and difficult. It is particularly aware that “back-stopping” of a large number of resident
scientists by Ibadan-based scientists has not always been sufficient. The problem will decrease in future
because the Medium-Term Plan indicates that it is the intention to more than halve the number of
resident scientists over the next few years. IITA does not believe that the difficulty arises from the line
of reporting of Resident Scientists or the possibility that there may be “crossed lines of reporting”
regarding the DDG(IC) and DDG(R). The two DDG’s are closely located and frequent liaison should
Appointment letters clearly set out reporting
minimize the amount of “crossed lines of reporting”.
relationships. As already indicated, managing the International Cooperation Programme is an
extremely complex and challenging task and IITA agrees that an internal review is necessary.
Response 1990: Since the last EPMR of IITA, three important steps have been taken to address
internally the management of the now International Cooperation Division.
1. In April 1990 a discussion paper was prepared for the Board on “Interactions between International
Cooperation and Research Programmes in strengthening National Agricultural Research Systems”. It
looked critically at all the mechanisms used by IITA to collaborate with NARS, including Research
Liaison Scientists(RLS), Resident Scientists(RS), Visiting Scientists and Training. It analyzed how
effectively Research Programmes(IW’) and International Cooperation were interacting in the
implementation of these mechanisms. It concluded that (1) there was little support from RI’ for the RLS
scheme, (2) technical backstopping of outreach scientists working in special projects as Resident
Scientists was insufficient and (3) overall commitment of RI? to training was uneven, many scientists
viewing training as not being a part of their duties, but as added responsibilities on top of their research
activities.
2. To follow up on issues raised by the April 1990 paper and to try to address the shortcomings
identified, a new paper was prepared for discussion by the Board in April 1991 on “Relationships
between IITA and NARS in Africa: an issues paper”. The different mechanisms were assessed against
three criteria: impact of IITA research, contribution to IITA research efforts, and cost effectiveness. The
following decisions were taken: (1) to phase out IITA’s involvement in large institution building
projects, (2) to concentrate work on small resident teams and research networks and to address the
backstopping issue by integrating backstopping visits into the research programmes’ annual workplans
and (3) to decentralize the RLS scheme. The status of the implementation
of these is reported in the
document dealing with the EPR recommendations (recommendations
17 and 18).

Score: 0 - not implemented, 1 - partially implemented, 2 - fully implemented
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IITA’s Response and Panel’s Comments
3. The December 1990 Board meeting took the decision to conduct an internal review of the Training
Programme. The review was conducted from 26-28 November 1991. It reconfirmed that training at IfiA
was a research based activity. It was recommended to decentralize production-oriented
group training,
in concert with NARS. This recommendation has been vigorously pursued during the last two years.
In addition a set of steps has been taken to better integrate training and special project management
the Institute level, and to cope with budget reductions faced by the Institute.

Score

at

1. Consistent with the management structure adopted for research, an International Cooperation
Division(ICD) was formally created.
2. The former position of Director of Training has been eliminated, reducing the international positions
in training from 3 to 2. The new head of training has been redesignated as Leader of the Training
Programme.
3. In view of the termination of several outreach projects with resident scientist staff (only 2 remaining
as of -Alugtrst 1??4), one of the two Project Coordinator positions has also been eliminated.
4. The DDG of International Cooperation is member of the Research Directors Committee and brings
to the Committee technical and management issues of the projects under his supervision.
Panel’s Comments:
Recommendation 24 - Systematic
evaluation of scientific staff be given
priority by management, programme
leaders, scientists, and the Human
Resources Department.

The reviews were done in 1990 and 1991, but follow-up

has achieved mixed results.

Response 1990: This recommendation reflects IITA management’s view. The systematic evaluation
scientists is a high priority and steps are already in hand to improve this process, namely the
establishment of criteria by which contribution to research can be evaluated.

of

Response 1994: Human resources administers a staff appraisal system covering senior and
management grades of national staff as well as internationally recruited staff. For internationally
recruited staff, this system takes into account the differences between scientific and support
responsibilities.
For scientific staff, the system comprises individual detailed goals and objectives set by the respective
division director following the broad outlines of the Medium Term Plan and, more specifically, the
annual Work Planning Week mentioned in the Senior Management section above. These
goals/objectives must be agreed to by the scientists concerned. Individual goals/objectives are then
given priorities or “weights”, thus imparting work focus as desired by the division director. Goals and
objectives are reviewed periodically as required. The annual appraisal is the division director’s
evaluation of a scientist’s performance with respect to the goals/objectives agreed at the beginning of
the period. These are discussed with the Director General before a final appraisal score is established.

score:0 - not implemented, 1 - partially implemented, 2 - fully implemented
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IITA’s Response and Panel’s Comments
For support staff, the system is similar, but the goals and objectives are related to the tasks required of
the department concerned. These are established by the department head in collaboration with the
DDG-Management.
In all cases, the concerned individual must agree to the goals. As with scientists,
these are reviewed periodically as required and a final score given at the end of the period. These are
reviewed by the DDG-Management and the Director General.

Score

The primary objectives of the staff appraisal system are to provide a mechanism whereby directors can
communicate their objectives to staff, obtain agreement from staff on how to reach those objectives,
control progress, and take corrective actions or make changes as work is performed. Ideally, the system
will “drive” staff resources toward agreed Institute objectives. The system requires the involvement of
all staff starting with the Director General and ending with the staff member responsible for the
research or support activity.
Panel’s Comments:
a problem.
Recommendation 25 - The Human
Resources Department give priority to
management development of managers
and scientists.

The evaluation system has been formalized,

but its effective implementation

is still

Response 1990: IITA is pleased that the panel endorses its work in this area. Currently senior staff
participate in CGIAR training programmes. IITA is now developing a programme of resource
management training for its scientists. It is intended to run such courses at IITA using resources from
UK based business schools. Exploratory discussions are already in progress with London and Cranfield
Business Schools.
Response 1994: As reported after the 1990 EMR, IITA currently sends senior internationally
recruited
staff to CGIAR sponsored management training programmes. This training is allowed to be put in
practice by management changes that were initiated in 1991: Prior to 1991, many of the management
tasks within scientific and support programmes were relegated to the administrative and human
resources departments of the Institute. These included all aspects of personnel management such as
remuneration policies, recruitment, staff promotions, disciplinary actions, and appraisals; capital
budgets/policies
and control; and operating budget planning/control.
As a result, many management
activities were identified with individual “personalities” instead of with transparent, policy driven
systems through which managers/scientists could have direct access to management processes and
affect strategic action on issues of concern. In 1991, major management processes were “opened” to
include representation from both research and support staff:
- Human Resources: An Establishment Committee was formed. Members of the committee included
representatives from all major divisions and programmes (10 management members). This is a
standing committee and has the following Terms of Reference:

Score: 0 - not implemented, 1 - partially implemented, 2 - fully implemented
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IITA’s Response and Panel’s Comments
The Establishment Committee examines IITA’s objectives, assesses actual existing and projected noninternational manpower resources in Nigeria, and recommends allocations to programmes/divisions
on a three-year cycle.

Score

The existence of this committee is not only helping to dissipate dissatisfaction with past personnel
management practices, but is involving all layers of Institute management in the personnel
management process, thus providing “hands-on” management training.
All managers are part of the staff disciplinary

process.

- Capital and Operating Budget Planning/Policies/Control:
In addition to human resources, all
Budgets are done on an
managers are involved in capital management and budget planning/control.
annual basis in collaboration with the Director of Budget & Finance and the DDG-Management.
Once
the capital and operating budgets are agreed, the individual division directors, programme/unit
heads,
and managers are responsible for control of those budgets. Management, as a team, discusses and
An ,.c
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agrees on policies affecting capital and budget spendiing. Control is placed in L ++
through the monthly Financial Information System reports.
Panel’s Comments: Senior managers have been sent for training, but the management
function has not yet been institutionalized.
Recommendation 26 - The policy of
offering continuing employment to
international staff be changed to
renewable fixed-term contracts.

development

Response 1990: This recommendation is noted. Greater definition of contract terms has been a major
achievement in 1989 and the issue of fixed term is one which the senior management is continuing to
debate.
Response 1994: This recommendation has been put into effect by IITA Board ruling. All internationally
recruited staff at IITA now have renewable, fixed-term contracts. Any contract renewal beyond 11
years total requires approval from the IITA Board of Trustees. Contracts are for periods of 1,2,3,4, and
5 years depending on contract type.

Score:0 - not implemented, 1 - partially implemented, 2 - fully implemented

2

Appendix

Recommendations
Recommendation 27 - The Board of
Trustees approve a resolution outlining
the borrowing powers of the Director
General. The Board of Trustees should
also approve an investment policy
outlining the financial instruments in
which IITA may invest and any
limitations they wish to place on the
level of investment in any one
institution.

IITA’s Response and Panel’s Comments
Response 1990: IITA agrees with both recommendations and appropriate
before the Board of Trustees at its April 1990 meeting.

Recommendation 28 - The current
budget process continue to be reviewed
to ensure that the budget reflects the
goals of the Institute, that the process of
budgeting is simplified and
consultative and provides only the
necessary information to monitor the
performance, and that the process is
automated.

Response 1990: IITA strongly supports this recommendation
process which is already under way.

VI - Page 23

resolutions will be placed

Score
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Response 1994: The IITA Board of Trustees, in the April, 1990, meeting, passed resolutions governing
the investment policy of IITA, securities in which IITA may invest, and borrowing powers of the
Director General.

which endorses the user orientated

2-

Response 1994: The IITA budget attempts to reflect the Medium Term Plan. Each annual budget is
planned by the Director of Budget and Finance in collaboration with the research division directors, the
DDG’s, and the Director General. Once agreement is reached, the budget is presented to the Board of
Trustees for approval. Over the past several years, approved budgets have had to be modified due to
funding shortfalls. Necessary modifications are performed in collaboration with the same team of
managers. Reporting of operating costs compared to budget, by cost center, is monthly and a budget
report is presented and discussed at each Executive Management Committee meeting by the Director of
Budget and Finance. Budget control is possible through the cost center reports issued by the automated
Financial Information System to each cost center manager.
The budget planning process is presently being modified to make it even more user oriented. This will
involve starting the process earlier in the planning period, thus allowing managers below director and
DDG level to become more involved.

Recommendation 29 - The system
personnel be instructed to review the
reasons for the lengthy processing time
and to make whatever adjustments are
necessary technically to improve the
software. This should be followed up
by transferring the FIS System staff to
Computer Services.

Response 1994: IITA is aware that the reasons for the long processing time are a combination of several
factors including: the size of the chart of accounts; the large number of cost centers; the high volume of
transactions; and hardware capacity. IITA agrees that it is ultimately desirable to combine the FIS staff
md the staff in Computer Services into a single unit.
Response 1994: The reasons processing time is lengthy are already presented under the 1990 response.
I’he first three items have been thoroughly reviewed by the Director of Budget and Finance and have
3een modified to the extent possible given the nature of the Institute’s reporting requirements. The

5core: 0 - not implemented, 1 - partially implemented, 2 - fully implemented
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IITA’s Response and Panel’s Comments
head of Computer Services, the Director of Budget and Finance, and the head of Internal Audit are
presently investigating the best hardware/software
environment that will resolve the last item. This
investigation involves visiting sister institutes that have upgraded their systems. It is expected the new
system will be in place by middle 1995.

Score

Presently, FIS is viewed as one user, among many, of Computer Services. Combining these staff with
Computer Services may not be desirable in a multi-user environment in which the final system
architecture will be a decentralized network. This issue will be further reviewed as the new system
architecture and operating environment become familiar.
Panels Comments:

Users remain concerned about this.

Recommendation 30 - The immediate
creation of a task force to review the
number of accounts required and to
determine the levei of detail required in
monthly reports. It is doubtful that
more than 10 line items are required to
manage a project or department.

Response 1990: Any reduction in
individual donors who sometimes
provided by 10 line items. By the
reviewed the number of accounts

Recommendation 31- When and only
when the above two steps have been
taken and management is satisfied that
it has done what can be done to
streamline the process, should it
consider a minor upgrade to the
hardware which would then be able to
operate the latest version of the
software package currently in use. The
cost of this investment definitely
appears desirable as it would provide
more on line capability, speed up the
processing time and is not considered
unduly expensive.

Response 1990: IITA agrees that once these steps have been completed it will then be appropriate to
consider upgrading the system. Since the cost of such upgrading is unknown any upgrading will be
dependent on budgetary considerations.

Response 1994: As mentioned

the number of accounts must recognize the reporting requirements
require significantly more detailed information than could be
time this report is presented a task force of IITA will already have
required.

of

above, this review has been done.

Response 1994: Computer industry hardware and software advances have overtaken this
recommendation.
The changes envisioned by the Institute include a complete replacement of hardware
from a centralized mainframe CPU to decentralized networked PC’s or minicomputers.
The software
will also be entirely new in order to be compatible with the new system architecture. The software will
not be a proprietary product, but a standard FIS package.
Panel’s Comments:

VAX upgrade is being purchased.

Score: 0 - not implemented, 1 - partially implemented, 2 - fully implemented
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Recommendations
Recommendation 32 - The Institute
should refrain from making a large
investment on any new mainframe for
the FIS. All major new investments
should be in establishing decentralized
systems which are interactive and more
user friendly.

IITA’s Response and Panel’s Comments
Response 1994: The direction the Institute is now taking, as stated above, is in complete agreement with
this recommendation.

Recommendation 33 - Assuming the
operating costs are acceptable, IITA
proceed with the purchase of a
telephone satellite dish and establish
the controls necessary over the use of
the facilities.

Response 1990: IITA is presently investigating the cost implications of using a telephone satellite
communications system and will adopt such a system if expected operating costs are shown to be
consistent with budget constraints. IITA is also investigating other possible ways of improving
international communications using new network systems available ln Nigeria such as “EXECNET”.

Recommendation 34 - Management
place a high priority to the
improvement of Materials Management
in general. We support the actions
taken to date to strengthen this
function and believe further support
will be required for some time.

Response 1990: Recruitment of an experienced Materials Manager in March 1989 was a first step in the
process of making the needed improvements.
Much needs to be done and is being accomplished on a
phased basis. The overall aim is to improve further control over purchasing, standardizing materials
and equipment supplies, reducing inventory levels and eliminating all unnecessary paper work. This is
1 major undertaking.

Panel’s Comments:

Score
0

VAX Alpha is being purchased.

2

Response 1994: The recommendation was implemented in 1991 with the purchase of an INMARSAT
facility allowing the Institute to communicate via satellite in three different modes: voice, email and
fax. Use of the system is controlled by the executive office which records user time and affects charges
to appropriate user budgets. Total operating costs of this system are included in FIS reports.

Response 1994: As reported to the EMR panel in 1990, IITA had created a Materials Manager position
n 1989. This position was judged to be Management Staff level PG 14 by the Establishment Committee
mentioned in Chapter 6 above (Only three nationally recruited staff have pay grades higher than 14),
hus attesting to the importance of that position in the Institute. In 1993, all PI’S stores and PI’S
ourchasing were placed under the responsibility of the Materials Manager. This was the last phase of
ilacing all purchasing, outside small local purchases, and all IITA, Ibadan materials stores under the
iontrol of the Materials Manager. The Materials Manager has issued a purchasing policy manual. This
department continues to refine purchasing procedures, establish approved supplier lists, set
minimum/maximum
stock levels, and standardize imported materials clearing procedures. This
department also maintains close relations with IITA’s two buying agents in the UK and the US.
?anel’s Comments: The addition of a professional
Jut system needs further improvement.

jcore: 0 - not implemented, 1 - partially implemented, 2 - fully implemented

materials manager has been a positive development,
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Recommendation 35 - The publications
arrangements be carefully reviewed by
establishing a Publications Committee
and perhaps by centralizing the
publications budgets.
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IITA’s Response and Panel’s Comments
Response 1990: IITA agrees a mechanism must be established to determine priorities between scientific
and other publications. This mechanism could be a Publications Committee which, after consideration
of priorities, would make decisions based on editing and printing capacity, internal/external
printing
costs, time constraints, and budget controls. The suggestion that publication budgets be centralized is
being examined by management.

Score
0

Response 1994: The publications programme was carefully reviewed shortly after the External Review
of 1990, and again during the Internal Review of Information Services held during 23-25 April 1992. As
a result, the publications programme has been streamlined and a Publications Committee established.
The matter of centralizing all publications budgets was discussed extensively.
centralized budget might lead to avoidable bureaucracy in our circumstances;
divisions may budget for certain publications.
Panel’s Comments:

It was concluded that a
therefore, research

The Co_rmmittee has not met so far.

Recommendation 36 - IITA establish a
Response 1990: IITA accepts the need for a Library Policy. This policy will be developed by
Library Policy against which to assess
management for approval by the Board of Trustees. The need for additional library space must be
the long-term space requirements of the determined from the policy and its impact on the quantity/scope
of publications held.
Library and if necessary provide
additional space by reexamining the
Response 1994: A new Library Policy was approved by the Board of Trustees at its April 1990 meeting.
use of existing buildings.
A small amount of additional space (30 square meters) was provided for the Library, but the overall
space requirements have not been fully met due to budget constraints.

Score:0 - not implemented, 1 - partially implemented, 2 - fully implemented
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APPENDIX VII
GLOSSARY OF ACRONYMS
Ahmadu Bello University
Audit Committee
Alley Farming Network for Africa
Global Initiative on Alternatives to Slash and Bum
Administration g6nCralede la cooperation au developpment (Belgium)
Biological Control Programme
Board of Trustees
Banana streak virus
Consultative Group on International Agricultural Research
Cassavabacterial blight
Cassavagreen mite
Cassavamosaic virus
Crop Improvement Division
Canadian International Development Agency
Centro Intemacional de Mejoramiento de Maiz y Trigo
Centro Intemacional de la Papa
Centre de Cooperation Intemationale en RechercheAgronomique pour le
D&eloppemen t
Cyonogenic potential
CNP
Collaborative Group on Maize-BasedSystemsResearch
COMBS
Conference des responsablesde la recherche agronomique africains et
CORAF
francais
Collaborative Group for Root and Tuber Improvement SystemsResearch
CORTIS
Collaborative Study of Cassavain Africa
COSCA
Director General
DG
Directorate General for Development Cooperation (Netherlands)
DGIS
EARRNET East African Root Crops ResearchNetwork
Executive Committee
EC
European Economic Community
EEC
East and Southern African Regional Centre
ESARC
East and Southern Africa Root Crop ResearchNetwork
ESARRN
Ecologically SustainableCassavaand Plant Protection
ESCaPP
Grain Legume Improvement Programme
GLIP
Deutsche Gesellschaft fiir TechnischeZusammenarbeit
GTZ
Hydocyanic acid
HCN
Humid Forest Programme
HFP
Habitat ManagementProgramme
HM
Host Plant ResistanceProgramme
HPRP
Institute of Agricultural Research
IAR
International Cooperation Division
ICD
International Centre for Insect Physiology and Ecology
ICIPE
International Crops ResearchInstitute for the Semi-Arid Tropics
ICRISAT
National Agricultural ResearchInstitute for the Savannas
IDESSA
International Network for Improvement of Bananasand Plantain
INIBAP
Institut National de RechercheAgronomique
INRA
International Plant Genetic ResourcesInstitute
IPGRI

ABU
AC
AFNETA
ASB
AGDC
BCP
BoT
BSV
CGIAR
CCB
CGM
CMV
CID
CIDA
CIMMYT
GIP
CIRAD
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Integrated pest management
International Development ResearchCentre
International Rice ResearchInstitute
International Service for National Agricultural Research
International Soils Researchand Information Centre
Japan International Cooperation Agency
Maize Improvement Programme
Moist SavannaProgramme
National Agricultural Researchand Extension Service
National Agricultural ResearchSystem(s)
National Biological Control Programmes
Nominating Committee
Non-governmental organization
National Root Crops ResearchInstitute
Natural ResourcesInstitute, UK
OverseasDevelopment Administration (UK)
Institut Francais de RechercheScientifique pour le Developpement en
Cooperation
Pan-African Striga Control Network
PASCON
Plantain and BananaImprovement Programme
PBJP
Programme Committee
PC
Protection 6cologiquementdurable du niebe
PEDUNE
PostharvestEngineering Unit
PEU
Plant Health Management Division
PHMD
West and Central Africa Cowpea ResearchNetwork
RENACO
Random amplified polymorphic DNA
RAPD
Resource and Crop ManagementDivision
RCMD
Restriction fragment length polymorphism
RFLP
ResearchLiaison Scientist
RLS
SAFGRAD Semi-Arid Food Grains Researchand Development
SARRNET Southern Africa Roots Crops ResearchNetwork
Southern Africa Development Community
SADC
Systemwide Genetic ResourcesInitiative
SGRI
Systemwide Genetic ResourcesProgramme
SGRP
Seed
Health Unit
SHU
Special Programme for African Agricultural Research
SPAAR
Soil and Plant Analysis Laboratories Network for Africa
SPALNA
Systemwide Programme for Integrated Pest Management
SPIPM
Sub-Saharan
Africa
SSA
Senior Staff Year
SSY
Technical
Advisory Committee
TAC
Root and Tuber Improvement Programme
TRIP
Technology Transfer and Training Unit
TT&TU
United Nations Environment Programme
UNEP
West Africa Rice Development Association
WARDA
WECAMAN West and Central Africa Maize ResearchNetwork

IPM
IRDC
IRRI
ISNAR
ISRIC
JICA
MlP
MSP
NARES
NARS
NBCPs
NC
NGO
NRCRI
NRI
ODA
ORSTOM
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