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JCARDA 2oy <o International Center for Agricultural Research in the Dry Areas

18 August 1999

Dr Donald L. Winkelmann Dr Alexander von der Osten
Chairman Executive Secretary, CGIAR
Technical Advisory Committee 701 18% Street, N.W.

355 East Palace Avenue Room J-4073

Sante Fe, New Mexico 87501 Washington, D.C.

US.A. U.S.A.

Dear Dr Winkelmann and Dt von der Osten,

On behalf of the Board of Trustees and Management, we are pleased to respond to the
recommendations and observations presented in the Report of the 4th EPMR of ICARDA. First of
all, we wish to thank the EPMR Panel Chairman and Members for their cooperative attitude and
thorough analysis. We wouid also like to thank the TAC and CGIAR Secretariats for their
assistance during the Review.,

The Review Panel made a number of relevant and useful observations. On balance, the ICARDA
Board and Management agree with most of them and, indeed, ICARDA has already begun to
implement several of the more important and urgent recommendations and suggestions. Not
surprisingly, however, we differ to some degree on a few specific issues. ICARDA’s response to
the nine recommendations made by the Review Panel is attached.

The Systemwide Review recommendations formed part of the backdrop to the ICARDA External
Review process, and we believe the Panel’s findings show that the Center’s activities are fully
consistent with the recommendations of the System Review.

The Report documents ICARDA’s achievements and expresses effectively the Review Panel’s
positive appreciation of both the quantity and quality of the Center’s outputs. They were
especially complimentary of the germplasm enhancement and genetic resources activities, noting
that it is an exciting program with enthusiastic staff who have been proactive in adopting new
approaches and technologies to meet the difficult challenges they face. They were impressed that,
in the dry and often harsh environments it targets, the component projects have been successful
individually and collectively.

In the area of natural resource management the Panel indicates that the Center has assembled
capacity in some of the “tools” needed. The Panel also commends the Center for beginning to
develop a new strategic concept Anticipatory Long Term Research’ as a way to deal with long
range sustainability issues, including both water resources and small ruminant research.

In the important area of water resources the Panel also stated that the Center should strive to be
“recognized as the lead Center for integrated on-farm water management in the dry areas”. It is
very much our intention to earn such recognition.

The Panel conclusions on major issues that need additional discussion and attention are wholly
consistent with the views of ICARDA, and include:

¢ Developing increased capacity in integrated gene management (IGM) to embrace the
new scignce opportunities afforded via biotechnology.
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¢ Continuing to focus, refine and standardize multidisciplinary INRM methodologies
and tools appropriate to Dry Areas.

e Articulating a comprehensive social science agenda as it relates to integration of
social science into ICARDA’s research.

o Further developing its innovative work on farmer participatory approaches, by
generating user profiles,

The Panel endorsed the Center’s decision to provide leadership in Central Asia and the Caucasus,
which they considered to be congruent with the CGIAR’s own interests, and where crops, small
ruminants, rangelands and other natural resource issues are appropriately addressed by the Center.

The Panel commended ICARDA for developing and maintaining excellent relationships with its
stakeholders and partners in both developed and developing countries. They formally surveyed
the views of NARS and the results confirmed the great appreciation of ICARDA’s work in the
region. The long-standing tradition of forging excellent and mutually beneficial relationships with
universities was specifically noted.

ICARDA is a Center in transition. The Panel noted that the review period spanned a time of great
change at the Center. Indeed, they considered it to be a major transformation achieved through
changes both in management and program restructuring, including extensive staff changes. They
noted the rather precipitous and profound shift in the funding of the Center. Over the five-year
period of the review, core funding declined from 80 percent to 30 percent while total funding
increased .

The Panel cited the wisdom of placing an international center of excellence in the Central and
West Asia and North Africa (CWANA) region and noted that ICARDA holds in trust one-fifth of
the plant genetic resources held by the CGIAR System. The Panel concluded that the need for
ICARDA is perhaps even greater now than at its founding in 1977.

We conclude with a direct quote from the report:

In short, ICARDA has come through a period of transformation under
conditions that would have daunted most institutions. It has learned to
live and work ~ without really wishing it — in a situation where core
funding has dropped severely, below the average level today in the
CGIAR. Despite that, it has reengineered itself in such a way that it is
well positioned to deal with 21* century problems.

In closing, we commend Chapter 9 of the Report, ‘Overall Assessment and Future Directions’, for
your review. We look forward to receiving your comments.

Yours sincerely,

Adel El-Beltagy &ieﬂ D%:&'W

Director General Chairman, Board of Trustees
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4" External Programme and Management Review
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Recommendation 1

In the light of a diminished expertise in fungal pathology at ICARDA, the
Panel recommends that the Centre should strengthen its scientific capacity
Jor strategic and applied research in crop pathology, and its pathology
support to the Cereal and Legume Enhancement Programmes.

We agree with the Panel’s recommendation to increase the Center’s scientific
capacity in crop pathology. However, given the scientific profile of current staff,
we will address this specifically through legume pathology.

Diseases caused by fungal pathogens are a major factor limiting the
productivity of mandate crops in the region. In the case of the kabuli chickpea, lentil
and faba bean our ability to produce widespread adoption to diversify the cereal-based
farming system will in large part be contingent upon reducing the risk of crop losses
from diseases.

Integrated management for key diseases provides the framework for our
approach to reducing risk from diseases and raising economic returns. Host-plant
resistance will continue to underpin the Center’s overall discase management strategy.
The Center will further strengthen its ongoing collaboration and outsourcing with
NARS, many of which have significant strength in this area. We concur with the
Panel that this requires a continued and vigorous pathology input on food legumes,
and will seek to strengthen this area of our activities.

Recommendation 2

The Panel recommends that ICARDA should review the opportunities that
may be available if it should expand its research role in malting barley in
developing countries. In undertaking this review, the Panel would expect
ICARDA to complete a social and economic assessment of the potential of
work in this area to meet CGIAR priorities.

In line with the Panel’s recommendation the Center will review the opportunities
for research on malting barley, for which we will undertake the suggested social
and economic assessment.

The Center has a global mandate with respect to Barley. We recognize the
importance of malting to some NARS. Within this global context, the Center will
undertake the review of the need for assistance with this aspect of barley
improvement.



The Center will assess the potential social, nutritional and economic returns of
research into malting barley directed toward CGIAR priorities.

Recommendation 3

The Panel recommends that as a matter of priority ICARDA seek discussion
with CIMMYT to develop mutually acceptable plans for the incorporation of
doubled haploids and marker-assisted selection technologies in their joint
durum wheat, spring bread wheat and facultative/winter bread wheat
breeding programmes.

ICARDA will continue to integrate modern biotechnologies into its breeding
programmes, including the CIMMYT/ICARDA projects. Further growth in this
area, as it relates to wheat, will be through ongoing discussions with CIMMYT.,

ICARDA holds annual planning meeting with CIMMYT; we will ensure that
the next meeting addresses the technical issues appropriately raised in this
recommendation.

ICARDA is already scaling-up existing efforts on marker-assisted selection
and doubled haploid breeding for its mandate crops, including for the joint
CIMMYT/ICARDA activities. The scaling-up of these biotechnologies is done on a
cost-effectiveness basis.

As part of this expanding activity, ICARDA will insure that there is a dialogue
with CIMMYT, and that agreement is reached on a relevant plan of action and then
seek the necessary financial resources.

Recommendation 4

Given the reductions in the Genetic Resources Unit staff that have occurred,
the demands placed on the Unit for collection and conservation activities,
and so as not to threaten its existing activities, the Panel recommends the
GRU Unit make a concerted effort to seek additional P and RA level staff
from either internal or external sources, if it is to undertake an expanded
programme of research in in situ conservation, pre-breeding and the
evaluation of collections using molecular markers.

We agree with the Panel’s recommendation and we will seek appropriate
funding to address staffing levels

We concur with the Panel that collection and ex situ conservation, particularly
of FAO-designated germplasm maintained in the Genetic Resources Unit, must be
continued. We are pleased that the Panel endorses the new research directions on pre-
breeding, in situ conservation and molecular characterization, which were highlighted



in the Center’s Medium Term Plan 1998-2000 (Table 1 p 11). In West Asia we have
already begun the implementation of a GEF project to specifically address the in situ
conservation of dry area agrobiodiversity. A new P- level appointment is part of that
project. The Center has strong alliances with NARS in the area of genetic resources,
which are highly valued given the critical importance to the Center of this area of
research.

Recommendation §

In view of the critical nature of water scarcity in the CWANA region, the
Panel recommends that ICARDA place more emphasis on strategic issues of
water use/ allocation and management at rural community level, and that it
Jjoin in strategic partnerships to carry out this work.

We agree with the Panel's recommendation that ICARDA place more emphasis
on water management at the rural community level.

ICARDA's primary emphasis will remain on on-farm water management. We
also recognize the strategic importance of community-level management mechanisms,
particularly in water harvesting and water run-off systems and have already made
contributions in that area. Integrated watershed management figures prominently in
the current MTP 1999-2001. We are actively seeking, through expanded strategic
partnerships, to increase resources devoted to this work.

Recommendation 6

Regarding social science research, the Panel recommends that ICARDA
should: (i) reduce its scope and concentrate on fewer issues, selected in close
collaboration with the Center's physical and biological scientists and the
national programs, that are central to the operational mandate of the Center;
and (ii) seek to improve the quality of output by judicious
recruitment/designation of a lead social scientist, recruitment of high quality

support staff, and entering into more cooperative agreements like those
existing with IFPRI.

We generally agree with the Panel's recommendation, in line with current
resource levels, to focus our social science research, and enhance quality by
recruitment/designation of a lead scientist and high quality support staff,

The existing three MTP socioeconomics and policy projects have included
planned reductions in baseline studies, technology evaluation, and adoption studies by
ICARDA scientists. We will continue to collaborate closely with NARS to jointly
undertake these important tasks. Reduction of ICARDA’s direct input in these areas
will result in relatively more emphasis being placed on other strategic subjects such as
Center impact, poverty alleviation and gender analysis, which the center is already
addressing. Through cooperative agreements with sister Centers and system-wide



programs, we will seek to continue our research in policy, property rights, and
community management of natural resources.

Recommendation 7

In view of the importance of the Regional Programmes to ICARDA's
interactions with its stakeholders and the Programmes’ increasing share
of the total financial resources of the Center, the Panel recommends that -
ICARDA undertake a strategic review of its outreach activities to
examine issues of strategic importance including: regional coverage,
devolution/outsourcing, interaction with NARS, interplay between
research and outreach, information management and its role in the
diverse regions.

We agree with the thrust of the recommendation to review issues of strategic
importance of the Regional Programmes.

We noted that the Panel recognized the substantial positive changes in
ICARDA's Regional Programmes with respect to their contribution to the research
continuum and staffing. In particular, we are pleased the Panel recognizes the
additional financial resources accruing to the Center, as well as the justified
geographical expansion. The expansion of regional programmes has been possible
because of special project funding, which permits us to fulfill the approved research
agenda and allows to further strengthen collaboration with NARS.

ICARDA'’s research in the region reflects the concept of a “Center without
walls” whereby the research venue is based on comparative advantages in terms of
human and physical resources available.

Strategic review of interaction with NARS is a continuous process at
ICARDA, based on the feedback obtained from NARS through annual national and
regional coordination meetings. However, considering the dynamics in the NARS and
many developments in the Regional Programmes, ICARDA will further review its
regional activities within the framework of the Centers 1997 Strategy.

Recommendation 8

To improve research quality and relevance, and to help develop a more
prominent place for the conduct of multidisciplinary research at ICARDA,
thePanel recommends that the Management promote quality and
mutlidisciplinary research through recognition, rewards, and other
incentives, and by assuring that appropriate criteria are covered in its
Performance Evaluation process.

We agree with the Panel’s recommendation for further promotion of
multidisciplinary research through a variety of reward and recognition systems.



Multidisciplinary research is a keystone of ICARDA’s research strategy.
ICARDA will further promote this objective through expansion of its existing reward
and recognition systems.

We believe it will be possible to further expand our existing staff recognition
procedures. Our current system of awards to Junior and Senior Scientists of the Year
will be maintained. Additional recognition mechanisms will be developed and
implemented as appropriate.

Staff incentives for quality science prbduction and multidisciplinary activities
will be carefully reviewed, and the present system will be amended as required.

Recommendation 9

Realizing that the complexities of managing research at ICARDA require
many interactions between project managers and other units, and that staff’
productivity will be greatly enhanced if a computerized management
information system (MIS) is available, the Panel recommends that ICARDA
implement a purpose-built MIS system for project management, if necessary
acquiring the services of a consultant with experience on the recently-
commissioned Oracle financial package, so that a user-oriented system is put
in place.

We agree with the Panel’s recommendation regarding the implementation of an
MIS system for project management.

The Center has already developed the initial phase of a computerized
WINDOWS based project management system. It was installed in early 1999, and
project managers are beginning to input data.

We will plan to enhance the existing system based on the past experience and
taking into consideration the future requirements of the user community. The current
MIS system uses ORACLE RDBMS and application object library (AOL) for all of
its six modules. The enhanced project management system will be made as another
module of the existing MIS suite. The new project management system will also use
the AOL to have a user interface similar to that of the existing six modules. It will
also be seamlessly integrated with the six modules to share the relevant information
like project finance data from the general ledger.

Further, user orientation and training will be an important component to the
implementation of a fully functioning system.
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Agricultural Research and Development International
4200 Evergreen Lane, Suite 324
Annandale, VA 22003 USA

Tel. (703) 354-3423
FAX (703) 354-9565

e-mail: donpluckn(@aol.com
Aleppo, Syria
August 12, 1999

Dr. Don Winkelmann

Chair

Technical Advisory Committee

Consultative Group on International Agricultural Research
355 East Palace Avenue

Santa Fe, NM 87501, USA

Mr. Alexander Von der Osten

Executive Secretary

Consultative Group on International Agricultural Research
The World Bank

1818 H Street, NW

Washington, DC 20433, USA

Dear Dr. Winkelmann and Mr. Von der Osten,

I am pleased to submit to you the report of the Fourth External Review of ICARDA. During its
review the Panel gained a deeper understanding of the challenges that ICARDA faces in its
research in the dry areas.

ICARDA has been transformed during this review period, despite suffering a severe decline in
unrestricted core funds from 1993 to 1999, from 80% to 31%, respectively. During this same
period, the Centre gained new Board leadership, and saw the appointment of a new Director
General, a complete change in the Management team, and a restructuring of its programmes and
management systems. The 1989 Strategic Plan was revised in 1996 and became the basis of the
Centre’s 1998-2000 MTP. This new strategy called for the restructuring mentioned above, and
resulted in a downsizing of the Centre for reasons of efficiency as well as changes in priorities
and strategies. '

During its transformation, ICARDA also responded to changes in the CGIAR, and has
incorporated these into its strategies and priorities and in its MTPs. Hence, ecoregional research,
systemwide initiatives, a move to Central Asia and the Caucasus, a project management system —
all were adopted by the Centre in its restructuring.

ICARDA also continues to carry out a strategy of decentralization of research in partnerships
with NARS in the CWANA region, containing more than 40 countries. ICARDA has developed
modalities of partnership in which some regional research is carried out in NARS/NARS
relationships. ICARDA has also tested a partnership strategy of devolution of applied research
with NARS and outsourcing of upstream research to ARIs.

Despite the decline in core funds and the considerable efforts required to complete restructuring,
ICARDA has increased its total funding by some $4 million more this year as compared with



1993, The Panel considered this remarkable, in the light of the nearly 50% drop in unrestricted
core funds. ICARDA has had to work very hard to do this, but it has learned — and is still
learning -- to work in the new funding environment.

There is a downside, of course, to such a funding situation, and the Panel was keenly aware that it
will be increasingly difficult to support longer-term strategic research and retain necessary core
competence in the face of increased special project funding. ICARDA Management is keenly
aware of this problem, and has devised strategies to deal with it.

The Panel was pleased to see new approaches to research at [ICARDA, which is making strides in
a scientific approach to participatory research, particularly in barley breeding, and in Natural
Resource Management. ICARDA has proposed a new approach to long-term trials and strategic
agronomic research, called Anticipatory Long-Term Research, which has important implications
for early warning purposes and sustainability.

The Panel observed that ICARDA’s transformation has brought about a new structure for its
programs and projects which provides a continuum of research from the Centre throughout the
Region in partnersh:ps with NARS. In this way all of ICARDA’s projects can work and have
effects across the region. The Panel concluded that ICARDA is well positioned for the 21*
Century, and now needs a period of ‘dynamic consolidation’ after the changes involved in its
transformation period.

The Pane! was aided in its work by Center Commissioned External Reviews (CCERs), to which
the ICARDA Board and Management have given serious attention. Nine such reviews were
completed which became an important part of the review. Indeed, it could be that ICARDA’s
EPMR is the first in which CCERs have played a part like that envisioned by TAC as a new way
forward in conducting reviews. The Panel commended ICARDA for the attention given to
conducting and responding to the CCERs.

Our work was greatly aided by excellent cooperation from ICARDA’s Board, Management and
staff, as well as the Centre’s partners. We were hosted most graciously, and learned a lot.

Our Panel was fortunate to have a splendid group of scientists with considerable experience and
gifts. We worked well together. We were aided in our work by the experience and wisdom of
Dr. Michael Collinson, Panel Secretary, and the skills and insights of Dr. Pammi Sachdeva. The
Panel was also pleased that Dr. Tim Kelley from the TAC Secretariat was able to be with us for
part of the review.

We commend ICARDA to you as a Centre ready to meet the challenges of the next Century, and
one worthy of donor support. The dry areas are the most water-scarce areas of the world, and we
can only expect the water problems there to worsen, as will the poverty that accompanies dry
areas. Agricultural research in the dry areas can help, and ICARDA will be an important player
in boosting the level and pace of such help.

Yours SincZy,
Donald L. Plucknett

Chair, ICARDA EPMR Panel
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FOREWORD

This is the report of the External Review Panel appointed to evaluate the programme and
management of the International Center for Agricultural Research in the Dry Areas (ICARDA).
The membership of the Panel and their backgrounds are given in Appendix I. The Terms of
Reference for this Fourth External Programme and Management Review (EPMR) of ICARDA
are shown in Appendix IL

In conducting the Review, the Panel has been guided by its Terms of Reference and the
Guidelines for the CGIAR review process. The Panel’s assessment of ICARDA’s activities was
assisted by the excellent Center-Commissioned External Reviews (CCER), which allowed the
Pane! to devote more time to strategic and cross-cutting themes as these pertained to the projects
and programmes. The Centre’s response to the recommendations of the 1993 External Review 18
recorded with Panel’s comments in Appendix III.

The Panel conducted its business in a frank, participatory and open manner. The
information on which the Panel based its assessment and conclusions was gathered during staff
presentations, individual interviews with staff, Management and the Board. Four sub-panels
visited seven countries where meetings were held with government officials, research scientists,
farmers and other collaborators with ICARDA. The itinerary of the Panel is outlined in
Appendix IV. The Panel sought the views of ICARDA’s partners through a survey letter to
NARS, CGIAR Centres and other institutions collaborating with ICARDA. A staff survey was
also conducted.

Finally, the Panel examined published and internal documents produced by ICARDA
staff and some collaborators. This material included the full range of information one might
expect at an international agricultural research centre. A list of key documents used by the
Panel is shown in Appendix VIIL






SUMMARY AND RECOMMENDATIONS

This is the report from the Fourth External Management and Programme Review of the
International Centre for Agricultural Research in the Dry Areas (ICARDA). The Panel greatly
appreciates the quality of preparations by ICARDA for the review. The Synthesis 1993-1999
document provided the Panel a succinct overview of the work and evolution of the Centre
during the review period. The Centre was re-organized in 1997 into two programmes, a
Germplasm Enhancement Programme and a Natural Resource Management Programme. The
Report layout follows this new structure.

The Panel was impressed by the attention given by ICARDA Board and Management to Centre-
Commissioned External Reviews (CCERs). Nine CCERs were conducted during 1995-99, and
proved useful to the Panel in understanding the Centre’s work and in its overall assessments of
specific areas of programme and management. The Panel believes this might be the first time
CCERs were used in EPMRs in a manner similar to that envisaged by TAC as a new way
forward in conducting external reviews.

The Germplasm Enhancement Programme

Germplasm enhancement has been a major component of ICARDA's research programme since
its establishment in 1977. The five years since the last EPMR have seen radical changes in the
organization, funding and the philosophical basis of its programmes. These changes involved a
substantial reduction in the size of the programme, from 27 scientists to 20 in 1999, and a
significant shift in resources away from traditional plant breeding to biotechnology, principally
molecular marker and rapid generation turnover technologies.

They also involved the development of decentralized collaborative breeding programmes with
NARS to produce locally adapted cultivars using elite segregating ICARDA germplasm, and
increased emphasis on participatory approaches to breeding. In the case of barley, the Centre
has initiated an innovative and wide ranging programme of research in participatory breeding
that is world class.

The Germplasm Enhancement Programme at ICARDA is an exciting one developed by
enthusiastic staff who have been proactive in adopting new approaches and technologies to meet
the difficult challenges they face. In the dry and often harsh environments it targets, the
component projects have been successful individually and collectively. In excess of 240
ICARDA derived varieties of cereals, food and forage legumes have been released since 1993,
many with combinations of resistances to biotic and abiotic stresses. The group has published
over 500 articles since 1993 of which more than 286 were papers in refereed international
journals. Despite the success of ICARDA’s work scientifically, its impact in some cases has
been disappointing often due to the poor in-country infrastructure for seed production and
distribution.



