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4.1 General Procedure
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4. How to Put the Framework
into Practice
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Examples where the cornerstone concept was found helpful
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Box 6: A process plan for strategic planning (provided by CIAT)

The development of the Centro International de Agricultura Tropical (CIAT) Strategic Plan 2001-2010 followed a process that involved

three parallel lines of activities: an appraisal of the external environment; consultation with stakeholders and partners; and internal

reflection by CIAT staff. The appraisal of the external environment entailed two main activities at the outset of the process. In

September 1999, CIAT organized an international conference to examine the relationships between agricultural research and poverty.

Then, in November 1999, the CIAT Annual Review looked first at alternative scenarios for the future of CIAT; secondly, at the past

and expected impacts of alternative lines of CIAT research; and thirdly, analyzed the recent advances and future directions in

different areas of science (including for example, biotechnology, pest management, soils, and geographical information systems).

This appraisal of the external environment in terms of socio-economic trends and scientific opportunities provided an overall context

within which to frame the plan. This material is presented in the introduction in the final plan document.

Because CIAT cannot alone achieve its research objectives, consultations with partners and stakeholders were crucial. Partners

work along with CIAT to do research together around a common research agenda, while stakeholders finance CIAT’s research. To

be effective, CIAT’s new strategic plan must be aligned with both partners and stakeholders. Partners were consulted through three

mechanisms. First, there were specific planning meetings with key research partners in Colombia and Brazil. Second, there was an

ongoing discussion with key national and regional systems through the regular meetings of the Director of International Cooperation

both bilaterally and through regional bodies such as Foro Regional de Investigacion y Desarrollo Technologico (FORAGRO), Program

Cooperativo de Investigacion y Transferencia de Technologia Agropecuario para los Tropicas-Suramericanos (PROCITROPICOS ),

Program Cooperative de Investigacion y Transferencia de Technologia Agropecuario para la subregion Andina (PROCIANDINO),

and Association for Strengthening Agricultural Research in Eastern and Central Africa (ASARECA). Third, groups of senior national

research system leaders were invited to CIAT for consultation.  These included a group each from Latin America, Africa and Asia.

Consultations with stakeholders occurred through two main mechanisms. First, in 1999, there was a CGIAR External Program and

Management Review which provided a basis for assessing with stakeholders CIAT’s performance and future directions. Second, the

DG personally visited over a dozen of the major investors in CIAT to discuss with them future directions for CIAT. These consultations

provided key elements to CIAT’s strategic plan, not only in its regional strategies as laid out in the plan but also in some of the major

foci of the plan.

The knowledge of the CIAT scientific community provided key input to the design of the plan, while the commitment of CIAT scientists

to the plan is vital to its implementation. Staff consultation was initiated through a working group that developed four scenarios for the

future of CIAT, These scenarios were discussed with the BoT at the 1999 Annual Review. Subsequently, four working groups were

formed to consider the future vision of CIAT. Two working groups were comprised of experienced internationally recruited staff; one

group of more recently recruited international staff; and one group of nationally recruited staff.  Out of the work of these groups came

a brief three-page document laying out the guiding principles for the development of the strategic plan. These were considered and

endorsed at a BoT meeting in May 2000 as “CIAT’s Strategic Vision.” To translate this into a full plan, a second set of internal working

groups were formed around five scientific areas: agro-biodiversity and genetics; integrated pest management; soils; geographical

information systems; and socio-economics. Based on these reports, and the other elements developed to date, the CIAT Management

Team drafted the definitive Strategic Plan that was considered and approved by the BoT in November 2000.

The Strategic Plan presents the future vision of CIAT and the major elements of its research agenda. It does not, however, lay out the

specific research objectives, projects, organization, or assignment of resources. These instead are included in rolling three year

Medium Term Plans, the first of which, under the new Strategic Plan, was presented to the Board for 2002-2004 in November 2001.

Most of the work to develop this Medium Term Plan was carried out by the project teams that were formed earlier around the different

elements of the research agenda of the Strategic Plan.
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Box 7.  The interaction between planning levels (an example provided by ICRAF)

Strategic Plan – Institutional Priorities

Research and development plans Financial  and administrative plans

Plans for each

program/major

problem being

addressed

Plans for each

region

4.2 Guiding Principles and Core Values
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4.3 Pre-conditions
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Some attributes of a sound strategic planning
process
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Some indispensable pre-conditions
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