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Summary 

The CCER team have reVIewed the work of the so!ls (PE-2) and product10n systerns 
(PE 5) proJeCts, wluch fall wttlun the area of natural resource management research at 
CIAT These proJects serve central funct10ns wttlun CIAT' s overall natural resources 
management strategy As such, the revtew team used the NRM strategy to frame the 
revtew of these two proJect areas 

It ts useful to go beyond proJect purpose and obJectlves to tdentlfy the funct10ns of 
these two proJects wttlun CIAT s overall research and development program Wttlun 
CIA T s NRM strategy s01l and water are the pnnctpal resource areas where there 1s a 
dedtcated research program/proJect-tlus complements the biOdtverstty resource 
embodted m CIA T s germplasm development program area The s01ls proJect thus 
embodtes most of the strategtc and apphed research done on resource management 
and thus frames most of CIA T' s btophystcal research on resource management The 
research agenda developed Wltlun the s01ls proJeCt ts thus cntlcal to CIA T s 
development of tmproved Jand management opt10ns 

The product10n systems proJect (PE-5) serves a very d!fierent funct10n wtthm CIAT s 
program/proJect structure The proJect coordmates the mtegrat10n of NRM 
research-both s01ls research and dectston support tools and mformatiOn-wtth 
germplasm research potentially complemented by post harvest and IPM research 
Tlus mtegratlon focuses on mtegrat10n of technology components wttlun the farmmg 
or product10n system and apphcat10n of dectston support tools and orgaruzatlonal 
models at the landscape/watershed scale Tlus ts done wttlun a farmer parttctpatory 
adaptlve research mode wttlun etther commodtty based adaptlve research networks or 
m reference or benchmark sttes PE 5 thus coordmates the field research done by 
CIA T tests the tools and technology components ansmg from CIA T s research 
proJects and contnbutes to methods development from Jts act10n-onented research 

The quahty and quanttty of work outputs from these proJects IS most tmpresstve 
although each generales a very dtfferent type of research product In PE 5 the team 
notes the 1mpacts of the cassava and forage networks wttlun Asta on both mtroducmg 
1mproved s01l and germplasm technologtes and mtroducmg farmer parttctpatory 
research methods In PE 2 the team notes the research on management of savarma 
so!ls and the recent synthests of tlus body of research 

The team notes that the mtegratlve adaptlve research funct10n ts spread across three 
proJects namely PE-2 PE-3 and PE-5 The team s mam concem ts that the present 
project structure and orgaruzatlon ts not conductve to the effictent conduct and 
mtegratwn of research across the three ecoreg10nal zones-forest margms, htllstdes 
and savarmas recogmsmg that thts ts a product of the recent restructunng of CIA T 
mto proJects The tcam beheves that a more mtegrated structure wtll not only 
mercase effictency but also mercase the relevancy and responstveness of the research 
teams by addressmg research needs across levels of ecosystem orgaruzatlon ( eg Sotls 
- productlon - land use management) An early response to these organtzatlonal 
concerns wtll help CIA T to mamtam and enhance tts comparattve advantage m 
natural resource management research whtch 1s dtrected at land use mtenstficatJon 
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The team recommends that tlus exerc1se should mvolve all proJect managers and key 
team members m an open, partJc1patory manner m order to develop an effectJve new 
structure and orgamzanonal mteractJon between scJentJsts and partners 

The team also feel there should be contJnumg efforts to mtegrate the strateg1c, 
scJentJfic research endeavor WJth adaptJve, partJc1patory resource management 
systems and perspectJves wluch address the conunumg problems faced by small and 
poorer farmers m the hwrud trop1cal reg10ns 
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1 Introducnon 

Thts report represents the outcome of a Centre Conuruss1oned Extemal ReVIew of the 
Overcommg Soil Degradanon (PE-2) and Sustamable Systems (PE-S) projects 
The reVIew has been camed out by Mana Cnstma P Neves, John K Lynam Michael 
H Beare and David P G1bbon, over the penod November 13th to 20th 1999 Two of 
the team VISited the Pucallpa s1te m Peru (CN and DG)1 and two VISited the San 
D10rusio s1te Nicaragua (JL and MB) The team were g1ven access to a large amount 
of pubhshed matenal and also d1scussed the proJect actlVltJ.es With project staff (and 
collaboratmg partners) m the field and dunng semmars and mdlVldual discussions 
held at CIAT headquarters m Cal! 

It 1s ev1dent that there are many lmkages and mterdependences With other CIAT 
proJects wluch need to be evluated ¡f one Wished to understand the fui! s¡gruficance of 
the contributJ.on that these proJects are makmg 

The terms of reference for the CCER covered the research plan and obJectlves, the 
research process and resources and partnerslups 2 

2 CIA T's Natural Resource Management Research Strategy 

The smls and systems proJects reside Withm CIAT's NRM area ofmterest, and therr 
strateg1es and log frames are nested Witlun tlus larger program or area structure (NRM 
at CIAT 1995-1999) Smce the overall NRM strategy puts boundanes on the two 
prOJeCt areas under rev1ew sorne overv1ew of the NRM area 1s necessary to set the 
context for reVIeW 

21 Mandate 

CIAT's mandate Witlun the CGIAR system has lustoncally been defined as 
worldWide mandates for cassava, bean and tropical forage germplasm, a LAC 
mandate for nce germplasm, and an ecoreg1onal mandate for tropical LatJ.n Amenca 
CIA T has therefore tended to focus 1ts germplasm work on LAC Afuca, and As1a and 
1ts NRM work mamly on LAC W1thm LAC 1tself, CIAT has used an agroecology 
zonatJ.on to define relative pnontJ.es for NRM research, namely between lullsides, 
forest margiDS, and savannas, With responsibihty for the lugh Andes bemg under the 
CODESAN ecoreg1onal program coordmated by CIP and With the semi and areas 
havmg no pnonty 

The team makes two observalions related to the currently perce1ved mandate (wh1ch 
prov1des the pnnc1pal boundar1es on the curren! and very broad mission statement) 
F1rst the agroecolog¡caJ zones (lulls1des savannas and forest margiDS) m LAC 
prov1de a reasonable framework for pnontlzmg CIA T s work on NRM m LAC We 

1 So me field notes and comments on the components of thts proJect are gtven tn Appendtx 2 
2 The full tenns are presented m Appendax 1 
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are aware that acttVltles m these three zones mvolve severa! other projeCts , and m the 
case of lullstdes m LAC, the H!llstdes Management ProJect (PE -3) plays a 
stgruficant role However the pnonties between these three agroecologtcal zones are 
not clearly articulated, even m a quahtative sense The team accepts that sorne 
presence m each zone ts needed, but agreement on the relative pnonties ts essential m 
relat10n to dectstons on how new research ts taken up and to how overall strategtes m 
the two proJect areas are defined 

Second, we note that acttvtttes m Asta draw on NRM research m LAC The team ts 
aware that gwdelmes for tlus work are contamed m the Asta Strategy Paper wluch has 
recently been completed and that tt w!ll now be necessary to refer to tlus m any 
relation to any new lnltlatives m these reg10ns 

2 2 Research Strategy 

The research strategy ts encapsulated m the term tmproved land management 
opt10ns Such options are defined across levels of system orgaruzat10n from plot 
s011/crop management to field to production system, farm catchment and landscapes 
Research focuses on two pnnctpal areas 1) tools and process development to tdentify 
management and product10n system opt10ns and to support land use plarmmg and 2) 
teclu!ology components and management opt10ns that support sustamable product10n 
systems Too! development m turn focuses on dectston support tools for dectston 
makmg at dlf"ferent levels mcludmg mdtcators of envtronmental health and 
sustamabthty and orgaruzatlonal models both for commuruty based orgaruzat10n and 
for tnstltuttons facthtating tmproved NRM The outputs m the two proJects are framed 
m terms of the development of etther these tools or the teclu!ology components 

We have two mam observations on tlus The efficacy of the research strategy rests 
heavtly on the not10n of commuruty based plan~~mg and assessment of land use 
Much of the focus ts on developmg effective tools for the planrung process 
However NRM 1mpacts rest on whether there are mecharusms or 1nstruments by 
wluch current land use can be changed to correspond more closely to that plarmed 
For tlus reason, a key component of NRM research Wltlun such a strategy should be 
on the "change tnstrument ' effectmg land use change rather than on the assessment 
too! The proJeCts that were revtewed by the team tend to rely pnnctpally on the 
teclu!ology and management components to contnbute to land use change, but tlus 
pnnctpally addresses farm leve! Such mecharusms as land tenure resource pncmg or 
taxmg or land use regulations (etther formal or tnformal te collective act10n) al! 
come pnnctpally at the pohcy leve! CIAT has made a dectston not to develop a 
capactty m pohcy research nor to focus on mterventtons at tlus leve!, and that these 
two proJects should rather focus on mtervent10ns at the leve! of the product10n system 
However W!thout a mechantsm to mfluence pohcy change at the landscape leve! (and 
the research necessary to understand tt), the tool development work would seem to 
lack the necessary overarclung structure for successful apphcat10n 

2 3 Operattonal Strategy 

The operat10nal strategy mcludes the development of -
Orgaruzahonal models for commuruty based natural resource management 
Dectston support tools 



7 

Component technolog¡es 

These are tested, when appropnate, m the framework of reference or benchmark s1tes 
The development of productton systems !S pnnc!pally the functlon of the systems 
proJect Accordmg to the NRM strategy paper thls 1s done through two pnnc1pal 
means, narnely crop and forage system expenments and the farmer partlc1patory 
research processes CIAT operates one ecoreg¡onal reference s1te m the forest 
margms at Pucallpa, Peru, one m the savannas at Puerto Lopes, Colomb1a and two m 
the h!lls!des m Honduras and Nicaragua Not al! the refemce s1tes have systems 
expenments and there are systems expenments outs1de these s1tes There 1s one 
system expenment m Canmagua, CUL TIC ORE no system expenments m the forest 
margms, and system 'demonstratlons m the two Central Amencan h!lls!de s1tes 
SOL Farmer partlc1patory development of productlon systems 1s done Wlthm the 
lnlls¡des s1tes and the forest margm s1te but not m the savanna s1te 

The team has severa! observatlons on the operatlonal strategy 

• not al! reference s1tes have systems tnals 
• there are systems tnals m Canmagua and Cauca, Colomb1a, outs1de the 

ecoreg10nal reference s1tes for lnstoncal reasons 
• not al! reference sltes mvolve part!c!patory development of product10n systems 
• respons1b1hty for systems research 1s m the system proJect (PE 5) but 

operatlonally each reference s1te 1s coordmated by a d!fferent proJect Wlch 1s a 
so urce of meffic1ency 
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3 ReVJew of proJed PE-5 Sustamable Systems for Smallholders 

3 1 ProJed FunctJon and OperatJon 

The funct!On of ProJect PE-5 1s to develop product10n systerns that underhe the 
developrnent of land rnanagernent optlons frorn farm to landscape-level, the central 
cornponent of the NRM strategy As such, the systerns proJect prov1des the 
mtegratlon of systern cornponents drawn frorn across the centre as a whole and m 
partlcular the mtegratlon of germplasrn, rnanagernent opt10ns and NRM strateg1es 
To date tlus has cons1sted pnnc1pally of germplasrn cornponents espec!ally nce 
cassava and forages and sml rnanagernent cornponents although there 1s potentlal to 
mclude IPM cornponents as well The proJect works alrnost purely Wlthm an adapuve 
research rnode, utlhsmg a range of farmer part!Clpatory approaches, Wlth sorne 
cornplernents of apphed research W!tlun proJect s1tes Most of the research work 1s 
executed through nat10nal collaboratmg mstltut10ns The proJect works Wlthm two 
pnnc1pal operauonal rnodes, namely germplasrn based networks and benchmark s1tes 
The proJect unplernents CIAT s programs m As1a and mteracts Wlth the bean proJect 
(IP 2) m Afuca PE-5 plays a key role m the ¡rnplernentat!On of CIAT s NRM 
strategy, rnanagmg as 1t does the field based research one benchmark s1te and the 
product10n systerns research 

The rev1ew team has severa! observat10ns on the funcuon of the systerns proJect 
Fust the team feels that the funcuon of the systerns research 1s relauvely clear and 1s 
central to the execuuon of CIA T s rn!SSIOn Nevertheless tlus funct10n 1s currently 
spread across the systerns smls, and hills!des proJeCts The team apprec1ates the 
histoncal underpmnmgs of the current structure, but notes that the current set of 
overlappmg responslbllitles lun1ts closer mteract10n between PE 2 PE-3 and PE-5 
and results m loss of clanty on pnont1es and strateg1es Second, Wlthm PE-5 the 
NRM cornponent of the productlon systerns work cons1sts almost solely of smls 
rnanagernent optlons-apart that 1s frorn the selecuon of crop optlons such as bananas 
or upland nce The team notes httle flow of sml rnanagernent opt10ns frorn PE-2 to 
PE-5 nor the eluc1datlon of other NRM research areas of relevance to product10n 
systerns ( eg IPM) G1ven the locatlon of the field research areas smls are m rnost 
respects the key resource rnanagernent 1ssue Sorne clanty on what the NRM research 
agenda 1s m each of the field research sues would better help to focus both the s1te 
leve! research strateg1es as well as the proJect leve! research strateg1es Third, the 
systerns project understands the relatlve strengths and weaknesses of the two 
operauonal rnodes m the developrnent of product10n systerns The systerns group 
expressed sorne uncertamty as to wh!ch path to ernphas1se m 1ts future work The 
team sees no problern Wlth deeperung each rnode of operat10n G1ven the clear 
unpacts that have been achieved m As1a and Afuca Wlth the commod1ty-based 
networks and CIA T s h1stoncal rnandates o ver those crops these are the log¡cal 
operauonal rnodes and entry pomts m those two contments They pro\ 1de a valuable 
framework around which to deepen NRM research The benchmark S!tes serve as the 
obv10us operat10nal rnode m Latm Arnenca, allowmg the add1t10n of other 
commod!tles to the developrnent of land rnanagernent opt10ns 
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3 2 Research obJectJves, outputs and mllestones 

Smce 1997, PE 5 has undergone contmual revlSlon and redefiruuon of proJeCt 
purpose and goals due to a vanety of changes Wltlun CIAT , the NRM focos and the 
need to mtegrate Wlth other prOJects 

The project has brought together a range of sub-proJeCts and actlVItles wluch fall 
Wltlun the 4 prmc1pal mtended outputs of the proJect, narnely 

• Altematlve land use opt10ns for agncultural systems 
• Component technolog1es for sustamable product1on development throught farmer 

paruc1patory research 
• Models and frameworks developed to target research mtegrate results, assess 

~mpact and extrapolate results 
• Increased effectlveness of CIA T and partners to conduct appropnate research for 

developmg producuve and sustamable land use practlces 

In relat10n to each of these planned outputs are between 5 and 7 acuv1t1es al! of 
wluch mvolve a h1gh degree of mteract10n Wlth other projects, and each of wluch are 
now generatmg sorne lughly s1gruficant outputs, both of a spec1fic and strategiC 
nature 

The rrulestones, and many other outputs, md1cate that the proJect has, Wlthm a very 
short penod of t1me estabhshed 1ts 1dentlty and JUStlticatiOn Wlthm CIA T NRM 
research The qual1ty ofthe research, ansmg from the competence, comm1tment and 
energy of the staff tearn members colleagues and the1r support staff, 1s of a lugh 
standard and has 1mpressed the reVIew tearn We feel that m general the work IS 
respondmg ID the affmnallve to quest10n 1 ID the terms of reference (See append1x 1) 

3 3 Research Process and Strateg1es 

PE 5 1S the velucle through wluch CIA T s NRM strategy 1s tested and 1mplemented m 
the field It both develops the productlon systems that underhe ~mproved land 
management opbons and 1t mtegrates the dec1s1on support methods and tools Wlthm 
proJect-based acllon research PE 5 1s thus the locos for the testiDg of the tools and 
approaches as well as the source of feedback from the field to other proJect elements 
Wltlun CIAT as a whole Agam the rev1ew tearn notes the cnbcal funct10n that tlus 
proJect serves Witlun the centre and rev1ews below three elements that are central to 
the research strategy pursued by the systems proJeCt 

Commumty Based Resource Management Th1s theme has evolved over the last four 
to five years w1thm CIAT s NRM research lt IS the focus of much of the research 
work on too! development (eg Dec1S1on Makmg for Sustamable Natural Resource 
Management Nme Tools that Help) Moreover commuruty orgarusat10nal models 
are the pnnc1pal entry pomt for 1mplementmg change at a landscape leve! Tlus 1s an 
emergen! !me of research for CIA T and the rev1ew team notes the h1gh quahty of the 
dec1S1on support tools that have been developed Moreover the benchmark s1tes 
prov1de an 1deal laboratory to test the efficacy of these tools W!tlun an act10n onented 
research mode 
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Nevertheless wlule the rev1ew team cons1ders dec1s1on tools and product10n systems 
to be necessary to 1mproved commuruty-based resource management, they are not 
suffic1ent to aclueve effecuve changes m land use and resource conservauon WJthm a 
landscape W1thm an essentJally pnvately based system of land holdmgs and land 
tenure, pohcy Jnstruments, however defmed, are requ~red to effect the commuruty's 
collecuve land use plan Wlule the work on d1agnosuc tools has been essent1al the 
pro;ect now needs to cons1der how commuruues move from d1agnos1s to 
1mplementatJon and the efficacy of alternan ve Jnstruments Settmg a research agenda 
and research pnonues for the soc1al sc1ent1sts workmg WJthm the benchmark s1tes 1s 
essenual to the roundmg out of the commuruty-based resource management concept 
There 1s a tendency for the soc1al sc1ennsts to be heavlly mvolved m the day to-day 
d1agnost1c work, losmg a clearer v1s1on of research pnonttes across the benchmark 
s1tes and Wltlun the more genenc area of commuruty based resource management 

There 1s as well uncertamty as to what b1ophys1cal research 1s carned out at a 
landscape scale The team notes the concept ofwater qual1ty asan mtegrator 
/md1cator of resource management at a landscape scale mcludmg 1ssues related to 
s01l eros10n control, nument management and agrochenucal pollut10n Hydrolog1cal 
flow and penod1c1ty forest cover and extractJOn rates or field fragmentat10n can be 
other md1cators The rev1ew team would suggest sorne cons1deranon of whether such 
an agenda eXJsts at the landscape leve! for b10phys1cal research, followed by the 
dlfli.cult quest1on of whether CIA T has any capacJty to undertake 1t-for example a 
hydrolog1cal gaugmg system m watersheds 

Sustamable Productwn Systems PE-5 s pnnc1pal strategy for the development of 
sustamable land management opuons 1s through the development of resource 
conservmg producuon systeJns These are developed m-s1tu through the mtegrauon 
of crop germplasm crop and s01l management opt10ns and hvestock productJOn 
systems The proJect uses a combmauon of part1c1patory farmer expenmentatJon and 
system expenments to develop these systems The rev1ew team cons1ders tlus to be a 
cntJcal area of work and that the overall approach IS sound However the team feels 
that more cons1derauon should be g1ven to first how tlus system mtegrat1on 1s most 
effecuvely accomphshed and second to how system sustamab1hty and longer-term 
mvestrnent m the so1l resource 1s accomphshed 

PartlClpatory /earmng methods The team notes that the folloWJng areas remam 
underdeveloped and they nught be mcluded m future research work 

• How farmers move from expenmentatJOn WJth components to mtegraung them 
mto first the croppmg system and secondly mto the farnung system 

• The role and functton of such system expenments as the SOL both m terms of 
evaluatmg system sustamabthty and as an mput mto farmer knowledge 

• The use of parttctpatory methods wtth dtfficult expenmental opttons such as 
an~mal feedmg tnals and antmal productJon systems 

• Methods to evaluate farmer dectston makmg for longer term mvestrnents such as 
sotl conservat10n measures The Asta cassava work has gone sorne way m 
developmg methods m tlus area, but the dtfficulty remwns of how farmers 
evaluate technologtes WJth dtstant future outcomes 
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All of tlus 1s fertlle ground for contmued deeperung of the systems research 
methodolog1es and a verucle 1s needed for how learrung across the very d!fferent 
proJects and s1tes 1s synthes1sed, assessed and new approaches and needs 
conceptuahsed 

3 4 OveraU eonclus1ons on the researeh proeess m PE-S 

The proJeCt mamtams a strong emphas1s on comb1rung germplasm development Wlth 
natural resource management, as far as poss1ble Wlth the mvolvement of commurutles 
and appropnate user groups It also has a focus on explonng mtegrated land 
management system opt1ons both at the farm and watershed or landscape levels In 
addltlon, the project has an overall user-part1c1patory learrung approach to technology 
development and works closely, at each s1te m partnerslup Wlth other IARC's, NARS 
NGOs and other collaborators 

The benefits of the JUXtapositlon of these elements 1s Immed1ately obv10us certamly 
at the Forest Margm s1te and from the ev1dence presented by the commod1ty focused 
project staff operatlng from other s1tes It was generally agreed that all germplasm 
development should have a strong connect10n With the dliTerent contexts m wluch the 
new matenals were to perform 

The general conclus10n from our analys1s of the actlVltles and methods used was that 
they were appropnate to aclueve the expected outputs However, the condiilons for 
the acluevement of these outputs were dlfferent m each of the three s1tes (the 
Colomb1an s1te could not be VISited) and there was a need for a reorgarusallon and 
reallocat1on of human resources to balance the acllvllles at each s1te and to mamtam 
the focus on smallholder farmers and cult1vators 

At the forest margm s1te there had been sorne excellent d1agnos11c work and an 
1mpress1ve start has been made on a range of actiVIIles partiCipatory trammg, 
collaborat1ve Instltullonal Irutlatives, on farm tnals dynam1c study of health 
b10d!vers1ty and natural resource use altemallve land use opllons, econom1c models 
for deciSIOn support and severa] others At the Central Amencan H!lls1des s1te there 
was clearly a need for a Wider systems perspectlve m wluch PE-S 1s more mtegrally 
mvolved 

A reasonable proportlon ofthe research m hand 1s ong1nal and strateg1c m nature The 
forest margm s1te has great s1gruficance m the broader reg1onal context of the 
Amazoman and As1an ramforests and m the context of global concems for the 
envuonment also The team feels that the Pucallpa s1te would benefit from a 
collaborat1ve program Wlth a reference s1te wluch has gone through a longer lustory 
of natural resource expl01tat10n settlement and more secure land tenure arrangements 
The s1te at Acre across the near border ID Braz1l has been suggested Wlth EMBRAPA 
actmg as a partner ID tlus work 

The quahty of the wntten outputs from th1s proJeCt 1s h1gh and much has been 
pubhshed m mtemat10nally refereed JOumals More can be expected as the proJeCt 
becomes more estabhshed and the outputs from the current field work actlv¡tles are 
wntten up There are all kmds of research m progress much of 1t 1s adaptlve m nature 
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relymg on quabtatlve rather than quantltatlve md1cators of change The research 
outputs are bemg used by a vanety of chents, from poorer farmers to Government 
dec1s1on-makers 

So far the progress of the research proJect 1s sansfactory as eVJdenced by the WJde 
range of outputs from many actlVJtles 

The research 1s hnked to other CIA T proJects but more could be done to develop th!s 
further In parncular there needs to be closer lmks WJth PE - 2 and clearer areas of 
respons1bll1ty need to be agreed both m the hllls1des and m the forest margm s1tes 

The rev1ew team has d!scussed the concept of cornmuruty natural resource 
management, watersheds and landscapes and accepts that although th!s 1s an overall 
approach, 1t nught vary m apphcatlon under d1fferent crrcumstances For example, at 
the Hue s1te there 1s a strong and estabhshed cornmuruty who have been farmmg for 
many years and who have strong soc1al cap1tal, whereas the people m the lowlands of 
Pucallpa come from d1fferent ongJns and cannot yet be regarded as a coherent 
cornmuruty The s1tuat1on WJII be mvesugated by a soc1al sc1ent1st attached to the 
team 

The tlmmg ofth!s evaluat10n 1s appropnate but 1t should be borne m mmd that severa! 
act1v1t1es stud1ed are at a very early stage of development and cannot be expected to 
have dehvered substant1al outputs by th!s trme 



4 Rev1ew of ProJect PE-2 Overcommg soll degrada non through productlvlty 
enhancement and natural resource conservatlon 

4 1 Research goals/pnontles m tenns of CIAT's miSsJon/comparatlve 
advantage 
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The goal of the PE 2 proJect 1s overconung sml degradatlon through productiV!ty 
enhancement and resource conservat10n It was estabhshed Wlth the purpose of 
developmg strategtc pnnctples concepts and methods for protectmg and tmprovmg 
sotl qualtty through the effic1ent and sustamable use of sml, water and nutnent 
resources PE-2 emerged out of CIAT' s Savanna and Trop1cal Lowlands Programs as 
a key component of CIA T s new natural resource management thrust and With a 
strong CGIAR mandate to address tssues of water scarctty sml and nutnent 
management and aquatlc resources 

The CCER99 team beheves that PE 2 s goal and purpose are conststent Wlth and 
mdeed central to CIAT s overall mtssiOn Nevertheless we would make one comment 
on the current goal and purpose statements that may be of strateg1c relevance 
Protectmg and 1mprovmg so¡) quahty for (to ach1eve) rather than through effic1ent 
and sustamable use of sml water and nutnent resources more d1rectly addresses 
CIAT s nuss10n of reducmg hunger and poverty by tmprovmg agncultural 
product!VIty and natural resource management That 1s effic1ent and sustamable use 
of sol) water and nutnent resources may be aclueved Wlthout necessanly tmprovmg 
agncultural productlvtty or reducmg hunger and poverty Wlule tlus may be regarded 
as a purely semantlc argument 1t 1s probably of strateg1c 1mportance to the 
development and •mplementatiOn of PE 2 research Altemattvely the term through 
may be mtentiOnal, though th1s would seem to place a strong emphas1s on sml 
restorauon rather than the avmdance of degradatlon 8oth are clearly 1mportant 1ssues 
to address 

The research pnontles address producúvtty and natural resource management 1ssues 
m savanna and lulls•de ecoreg10ns The PE 2 proJect has focused much of 1ts past 
research on savanna ecosystems There are 1mportant Iustoncal reasons for tlus focus 
m particular the operung up of the cerrados m Braz1l m an effort to reduce pressures 
on the Amazoruan ramforests G!Ven the advances m agncultural development m the 
Braz~han savannas the research needs there now extend beyond those of CIA T s 
overall research m•ss•on (1 e research no longer addresses d1rectly 1ssues of poverty) 
Wlule there rematns a donor dnven demand for research on the Colomb1an llanos, 1t 
IS clear that CIA T s PE 2 research must be much more heavtly focused m Hdls1de and 
Forest Margm ecoreg10ns In these reg10ns demand for 1mprovmg agncultural 
product1v1ty and natural resource management 1s central to addressmg 1ssues of food 
secunty and poverty 

However there appear to be at Ieast two areas of further research need m the savanna 
ecoreg10n 

pasture dechne (e g graz~ng management INM IPM) and 
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s01l conservatlon pracnces for small holders at the savanna margm (e g appropnate 
tlllage technology) 

Wlule s01ls research will make an unportant contnbunon to both areas, many of the 
key Jssues m each case reqwre solutlons at the producnon systerns leve! Tius 
observat1on argues for greater partlc1panon of the PE-5 proJect team and contlnumg 
collaboratJon WJth EMBRAPA m future savanna research 

The 1996/99 PE-2 summary document states (pg 4) that the proJect s objectlve 
represents a shift towards sozl-water processes wllh less conszderatzon of productzon 
systems and thezr components However the summary also states (pg 9) that the mazn 
focus ofthe pro¡ecl s actzvllles on sozl plan/ processes zs the productzon syslem There 
are sorne strong smulant1es to the purpose of the PE-5 project (Summary pg 5) 
namely developzng zntegrated crop lzvestock and arboreal technologzes and 
znformatzon thatleads to more productzve and sus/amable producllon systems Wlule 
we beheve that research m PE-2 (S01ls) 1s essentlal to JdentJfymg the need for and 
underpmnmg the development of sustamable productJon systems, there JS a need for 
greater mtegratJon WJth systems researchers m PE-5 to aclueve that goal Tius may be 
partJcularly unportant m the H1lls•de ecoreg10n where there Js a concentratJOn of 
smallholder farms and where complex 1ssues of land use management requ1re 
productton system soluttons that dtffer WJthm and between watersheds 

4 2 ObJectJves, Mllestones, and Outputs 

The proJect objecttve ts feas1ble The overall proJeCt nulestones (pg 3, 99 Annual 
Report) are appropnate, but very broadly defined lt Js therefore dJfficult to momtor 
therr acluevement 

Wlule the proJect outputs are ambJtJous they are clear1y cons1stent WJth the overall 
goal and purpose of the proJect Although Jt JS dJ.fficult to deternune the mdJ.catJve 
time frames for all of the output actJvJtJes, the project has documented a lugh leve! of 
acluevement m each ofthe output areas, g1ves us sorne confidence m the PE-2 teams' 
ab1hty to meet the objecttves 

The proJect outputs are very well defmed, however, there are sorne potentJally 
unportant gaps m the proposed actJvJtJes for key output areas 

• Output 1 - me ludes no exphcJt actJvJtJes that address water constraznts (e g s01l 
water holdmg capac1ty, poros1ty, hydrauhc conductJvJty) and constramts on and 
1mprovements of s01l structural mtegnty 

• Output 2 - mcludes no actJvJtJes that contnbute strateg1es for 1mproved water 
management Wh1le strateg1es to max•m•ze C sequestrat1on are addressed, 
1mproved organ1c matter management JS not exphcJtly addressed Yet the 
strateg1es that ach1eve these obJectJves may not necessanly be the same S01l 
orgamc matter JS also an 1mportant mtegratmg property m solls havmg mfluences 
nght across a range of s01l quahty 1ssues 

• Output 3 - the 1mportance of JdentJfymg optJmum ranges for the s01l qual1ty 
md1cators based on relatJOnslups between s01l quahty md1cators and productJVJty 
or env1ronmental degradat10n needs to be h1ghhghted Developmg decJsJon 
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support tools for 111lproved water management will be difficult to aclueve wtthout 
the relevant underpmnmg research on water constramts and management 
strategtes 

4.3 RegiOnal Pnontles 

The proJect outputs respond to regtonal pnontles ID lullstde and savanna ecoreg10ns 
though the relattve 111lportance of sorne output acttvtttes ddiers between ecoreg10ns 
(e g nattve plants as bJOfertthzers strategtes for sml eros10n control) Greater 
clanficatJon of these tssues nught help the proJect team to defiDe strategtc pnontJes 
IDcludmg the staffiDg allocatlon and the dtsctphnary skllls reqwred ID each ecoreg10n 

4 4 The Research Process 

PE 2 has to date cornb1Ded severa! research functJons, namely process-based studtes 
on the bJOlogtcal chemtcal and phystcal determiDants of productlvtty ID the OXJsols 
and ulttsols of the savanna ecosystem and parttctpatory research on soll management 
opbons ID the lullstdes V Jrtually all the strategtc research has ID the past focused on 
managiDg sotls ID the savanna ecosystem Over the last year there has been a sluft ID 

focus from the savanna (MAS) to the lullstde ecosystem (MIS) The research 
pnontles for the lullstdes benchmark sttes remam to be defined The team notes that 
httle emphasts ts beiDg gtven to the forest margiD reference stte though we 
understand that efforts have been made to collaborate wtth ICRAF m tlus area Gtven 
the extenstve nature of those systems and the uncertam land tenure tlus probably 
reflects a correct assessment of current pnontJes for smls research across the three 
ecosystems PE 2 ts thus m transttton and tlus provtdes stgruficant opporturuty for 
reflectlon on both the mandate of the proJect and the research strategtes that wtll be 
pursued over the next three to five years The team would note severa! areas that 
mtght be constdered by the proJect ID thts transttlon penod 

Strateg1c lo Adapllve Research The smls proJeCt now combmes a set of actJvtUes 
that run from strategtc, process based research to adapttve on-farm research The 
strategtc research has focused on the savanna systerns and the more apphed and 
adapttve work has focused on the lullstdes The team would expect the development 
of a more strategtc research agenda for the lullstdes and a move toward greater 
mtegratlon m thetr adapttve research acttvttles wtth PE 3 and PE-S The development 
of tlus research agenda wtll not be stratghtforward gtven the more complex and 
vanable nature of smls constramts ID tlus ecosystem parttcularly as compared to the 
savanna ecosystem It may be argued that the real constratnt m lullstdes and forest 
margiD research 1s the development of apphed and adaptlve research based on 
process-level research and technologtes developed elsewhere There 1s a need for and 
mdeed an opporturuty to develop a smls research strategy that uses part1C1patory 
research tools to tdentJfy key sml management tssues that wtll help to focus the 
process leve! research wluch then feeds back mto practica! tools and solutJons The 
team recogmses that thts process wtll be enhanced by close mtegratJOn wtth the PE 5 
team The team would only note that thts ts a complex but fundamental 1ssue that PE-
2 wtll need to address m a systematlc way m the commg year The team would also 
note the area ofbweconomtc modelhng where btophystcal models are mtegrated wtth 
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econom1c modellmg as bemg both partlcularly relevant to smallholder agncultural 
systems as well as bwldmg on sorne eXIstmg capac1ty m CIAT 

The team notes the use of the arable !ayer as a conceptual model for what m1ght be 
termed mtegrated so11s management Such a conceptual model can be eas!ly hnked to 
a modellmg framework such as APSIM, wluch mtegrates so!l water t!llage and 
orgaruc resources m the arable !ayer The proJect, however, should note the eX!stence 
of altematlve conceptual models such as resource and nutnent budgets (whether 
statlc or dynam1c) or sml cap1tal, wluch mtegrates farmer management and mvestment 
deciSions For complex, smallholder systems, the proJect nught cons1der wluch 
huenstlc deV!ce best mtegrates the sml management 1ssue and the research strateg1es 
wluch underhe 1t 

The research actlv!tles and outputs over the penod from 1996 to present have been of 
a very lugh standard and have had sorne 1mportant ecoreg10nal 1mpacts Fust, the 
sc1ent1fic research outputs are ngorous and of a lugh mtemat10nal standard Tlus 1s 
demonstrated by the exceptlonally large number of peer rev1ewed JOurnal pubhcatlons 
and the pubhcatlon of synthes1s volumes on savanna Ox1sols and agropastoral 
systems m LA savanna (ed1ted by PE 2 staff) Second PE-2 s bas1c research has been 
developed Wlth an eye to 1ts relevance for underpmrung the apphed and farmer 
part!C!patory research and technology uptake The contmuum from bas1c to apphed to 
farmer part!C!patory research 1s ev1denced by PE-2 contnbut10ns to the Sml Quahty 
gmde (Gu1a 1 ), one of the rune tools developed by the PE-3 proJect 

At tlus stage of development the Sml Qual1ty Gu1de (Gma 1) 1s pnmanly an 
educat10nal too! d1rected at farmers and extens10rusts Tlus 1s an 1mportant first step, 
however to meet the a1m of output 3 - 1mproved deciSion makmg for combatmg sml 
degradat10n and greater agncultural productiVIty, there 1s a need to develop a 
mtegrated on-farm d•agnostlc/deciSion support too! through a process of part!C!patory 
research The concept of the on-farm So1l Qual1ty Morutonng Systems (SQMS) was 
developed as a dec•s•on support system to ass1st farmers m d1agnosmg and managmg 
changes m so!l propert1es to sustaml!mprove product1v1ty or nurum¡se the nsk of 
envuonment degradatlon The SQMS would mclude gu1dehnes on estabhslung a 
morutonng program, practica! tools for momtonng relevant sml propert1es 
(md1cators) gu1dehnes for mterpretmg md1cator results and recommendat10ns for 
reversmg so¡! qual1ty dechne, al! developed through part!Clpatory research To 
acrueve tlus the proJect team Wlll need to define optlmum ranges (quantltatlve or 
qual¡tat¡ve) by estabhslung relat10nslups between the md1cators and productiV!ty of 
natural resource degradatlon or 1mprovement 

A H¡l/s,de Research Agenda The research agenda for the MIS !S bemg developed 
Wltlun a part¡c¡patory research process Nevertheless the results of tlus process need 
to overlay Wlth CIA T competenc1es Much of the work on resource quahty and the 
work on 1mproved fallows and crop rotat10ns have legumes as the1r central 
componen! CIA T has sorne obv10us comparatlve advantage m th1s area, but needs to 
combme the1r legume collecllon Wlth the potent1al of others such as ICRAF and ILRI 
As w1th the resource quahty database there IS real need for a germplasm and 
ecophys10log¡cal database for legumes to better mform the ullhsallon of broad-based 
legume germplasm Developmg a research agenda that complements the resource 
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quahty work 1s an 1ssue as It would need to complement ongomg work m other 
mstitutions on BNF/ecology, SOM syncrony and dynanucs root tumover etc 

The expenence generated by the altemauve croppmg systems work m the Columb1an 
lullsides has been Important to the establishment of the SOL network m the lullside 
reference s1tes of Nicaragua and Honduras Thelf goal 1s to use participatory 
techruques to evaluate the ments and weaknesses of proposed management solut10ns 
on expenmental" farms where the supermarket of opt10ns (SOLs) can be 
demonstrated Wlule the goals and obJecuves of the SOLs are general! y defmed the 
speclfic pathways by wluch the germplasm and management mgred1ents wtll be 
developed and mtegrated mto rec1pes for product10n systems and ultimately the SOL 
menus remruns sorne somewhat less clear Although the PE-2 team has md1cated that 
there may be more than one pathway clearly defirung these pathways wtll be 
Important to defmmg the relauonslups between sc¡entlsts farmers and the commuruty 
and to 1dent1fymg the partiCipatory tools and techruques requued to meet the 
object¡ves 

Eros10n and sml conservat10n IS an obv10us constramt m the lullsJde ecosystem but 
there 1s a sJm!lar 1ssue of CIAT s comparat1ve advantage m tlus area, g¡ven the large 
amount of ex1stmg and ongomg research m th1s area The work on eros10n nsk 
assessment 1s mnovative and helps to support the farmer partiCipatory research An 
evaluauon of ex1stmg models for Latm Amencan cond1t10ns m1ght be another optlon 
hnked to the current work bemg done by GCTE m the evaluauon of eros10n models 
The work on development of hve barners m both Asia and Latm Amenca IS best done 
m an adaptlve research mode wttlun PE 5 Agrun how CIAT assesses 1ts comparat¡ve 
advantage m domg versus accessmg so!l eros10n research wtll be an 1ssue m the 
development ofthe MIS research agenda 

There has been a recent flurry of actlVlty around the mtegrat10n of INM and IPM for 
soll borne pests and d1seases The work on beans roots rots and bean stem maggot m 
East Afnca prov1des sorne Jnsight mto tlus area of research Tlus IS a poss1ble area to 
explore but IS obv10usly dependent on the particular crop and d1sease complex The 
work on nematodes m legume rotat10ns would be another aspect of such work on 
mtegrated sml b10logy There may also be a need for research on bJOiog¡cal 
regulauon of sml borne d1seases through 1mproved res1due management strateg1es that 
conserve so!l orgaruc matter The team would only note m gomg through these 
examples that development of a research agenda m PE-2 for MIS wtll not be 
straJghtforward but sorne systemauc determmatlon of such an agenda 1s cruc1al to 
defirung the work of the proJect o ver the forseeable future 

PE 2 and SWNM The team would note that g1ven the trans1t10n m research WJtlun 
PE 2 toward sml management constraJnts for small farms m lulls1des that 1ssues anse 
as to how PE 2 partlc!pates m SWNM F1rst, does PE 2 contmue Wlth 1ts MAS 
agenda w1thm the context of SWNM or shlft 1ts focus to the MIS agenda? How are 
hrruted resources best allocated between the two actlvities? Second ¡f the focus slufts 
to MIS 1ssues then there becomes a s1gmficant commonal1ty between the actlvitles of 
SWMN m both Asia and East Afnca where the focus IS also on small farmer 
agnculture on lullsides, rather than a diVISIOn of labor Optimally th1s would allow a 
two way flow of research products such as IS occurnng With the TSBF/CIAT JOmt 
pos1t10n on resource qual1ty m U ganda However PE 2 has the opt10n of e1ther 
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hnkmg through the SWMN partners or the CIAT crop based networks m PE-5 In 
East Afnca, there IS an overlay through AHI that mtegrates all parties In Asia that IS 
not the case Tlurd, It IS not mconceivable that PE-2 could defme Its research agenda 
for the lullsides not only m relauon to MIS but also m relation to the work of both 
SWMN and the CIAT crop networks tn Asia and Afnca lf such a route Is taken, 
sorne clanty IS needed about the respective roles ofPE-2 and PE-5 m overseemg field 
based research m Asia and Afnca 

S Resources and partnersh•ps Combmed comments w1th respect to the two 
proJeCts 

S 1 Research organ!Zlltlon and resources 

From our comments above It should be clear that the review team feels that there IS a 
need for further clanficatiOn ID the structure and orgaruzation of the proJects under 
reVIew ID relatiOn to other comphmentary projects wluch are active m the Forest 
MargiDs, Savannas and HIIIsides 

We suggest that a participatory plaruung exercise mvolviDg project managers and key 
staff IS orgaruzed to completely rethmk the structure, orgaruzahon and allocahon of 
roles and responsibiiitles across these ecozones There IS a particular need to examme 
the distnbuhon of human resources across the three zones and when and for how 
long staff are operation Witlun each si te and With a center based role across SI tes and 
reg10ns Tlus particularly apphed to social scientists who are sull a scarce resource at 
the Center 

The Center should be givmg a senous comnutment to commuruty partiCipatory 
systerns research approaches at these key Sites through wluch germplasm, smls, crop 
protect10n and hvestock components IDputs are mtegrated ID the search for more 
sustamable natural resource management systerns The learnmg expenences from 
the older, commodity based systems work from other conhnents should feed IDto and 
comphment tlus endeavor 

S 2 Strateg¡c partnersh1ps 

The benefits of multi Inshtution partnerslups at the mtemahonal leve! are eVIdent 
from the hnkages that PE 2 has developed However, the establishment of these 
partnerslups often comes With a lugh cost m terms of staff time and the costlbenefit of 
these exercises needs constan! review 

More local and regional hnkages are of crucial Importance to CIA T s achvities 
DEPAM at the Pucallpa site Is an example of a framework ID wluch CIAT might 
contiDue to take a lead role Other partnerslups With NGOs, Uruversities 
EMBRAPA Centers and others ID the region and ID the North could be explored 
further 
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There are many opporturubes amply demonstrated by the PE-2 proJect, for synergy 
ansmg from the mtegrabon of Masters and PhD students that need further attenbon, 
and there are new uubabves for sorne donors (eg S1da) to support sc1enbst and 
research student secondment to CG Centers 

The team recogruzes that Importance of g1vmg support to young sc1enbsts who are 
operabng m the field and to ensure that they mamtam active lmkages Wlth other 
msutut1ons and mdlVlduals VISlbng sc1ent1st programs should be also explored more 
fu!! y 

Partnerslups Wlth other CG Centers are worth rev1eW1ng to see whether 1t 1s really 
necessary for more than one Center to have a presence at each s1te , or whether sorne 
econom1es IIllght be poss1ble when a smgle Center takes respons1b1hty for mtegratmg 
mputs from other Center Programs 

6 Issues and reeommendanons 

1 The research camed out Wltlun these two proJects IS of a h1gh standard and 
represents so me of the key areas of research al CIA T for the foreseeable future 
Bas1c and apphed research m sml sc1ence and managemenl, partlClpalory research 
methods development, deciSion support methods adapllve lechnology 
developmenl Wlthm an acllon or leanung conlexl Wlth resource users, and a 
commuruty natural resource mar~agemenl perspecllve al appropnale produc110n 
systems and lugher scales, are al! crucial areas of ac11v1ty wluch should remam 
lugh on the research agenda 

2 The proJeClisalion of research al CIA T has had sorne negallve effects on research 
effic1ency and on transacllon costs In the case of the three ecoreg10ns - lulls1des 
foresl margms and savannas - there 1s a need to restructure and orgaruze actiVIttes 
m a more mtegratlve marmer wluch makes better use of scarce resources both at 
the three stles and at the Center There needs lo be clearer understandmg of roles, 
functlons and responsiblltlles between actors and research groups who parllc1pate 
m tlus research m the future 11 ts suggested thal tlus replannmg exerctse be 
conducled m a parttctpatory marmer Wlth mar~agemenl proJect leaders and key 
staff present 

3 The revtew team constders that 11 1s 1mportant lo mamtam a cnllcal mass of 
sctent1sts at each of the reference stles and there ts a need to estabhsh effecllve 
back up support from appropnale Inslttullons and mdlVIduals m the rest of the 
World Good academ1c hnkages are essenltal for any young sctenltsl workmg 
under these condtllons and attenl10n should be prud by managers to ensure thal 
field sctenllsts are supported effecllvely Wllh access to commurucallon and 
mformallon search serv1ces and dtalogue partners m particular 

4 Systemw1de Program on So1l Water Nutr1ent Management (SWNM) 
The panel rev1ewer cons1ders thal future acllVIltes should a1m al producmg 
genenc products for mclus10n m a SWNM loolbox for use by ecoregtonal 
programs and other stakeholders All consort1a musl contnbule lo the 
developmenl of a logframe whtch should be mlegrallve m nature and real1sllc 
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focusmg on genenc outputs The panel revtewer recommends that a program 
meetmg of part1c1patmg sc1ennsts be convened m the first half of 2000 Exchange 
of personnel should be stunulated among consortlum members and between 
consortla. In addinon, the panel revtewer cons1ders 1t essennal to make every 
effort to obtam 3-year core fundmg to each consortlum, perhaps through World 
Bank fundmg A full-nme co-ordlnator should be appomted for the prograrnme 
(altemanvely a SO% sc¡ennfic co-ordmator plus admirustranve support) to 
strengthen the currently eXlstmg and excellent work at CIA T HQ 



21 

AppendlX 1 Terms of reference for CCER 1999 

The CCER 1999 review concerns S01l and Plan! Nutn!Ion and Agncultural Systems which IS 

concentrated m PrOJects PE2 and PE5 

The review Will be conducted on or before November 16 20 1999 lbiS date was chosen as I! follows 
completion of annual reports and out posted staff can partiCipate m conJunction to the AnnuaJ Review 
This date wiii allow for sufficient tune to prepare the responses to the recommenda!Ions for the 
December BOT meetmg 

A review panel of up to 4 externa! consultants will conduct the review led by the review charr and 
provide a report 

The proposed Terms ofReference for the review are 

1) Research plan and prOJeCt obJeC!Ives 

1 1 Are the research goals and pnonties appropnate m terms CIA T s miSSion and comparative 
advantage for supply of mtema!Ional pubhc goods regional pnonties? 

1 2 Are milestones appropnate and well mdicated and can therr achievement be momtored? 
1 3 Are proJeCt outputs and unpact well defmed and feasible 
1 4 Are the proJeC! ObJeCtives feasible Withm the mdicated tune frame? 
1 5 Do the proposed research outputs respond to regional pnonties? 

2) The research process 

2 1 Are the research actiVI!Ies and methodologies used appropnate to achieve the expected 
output? 

2 2 Is the research ongmal and of a strategic na!IITe? 
2 3 Is the proposed SCience ngorous of mtematiOnal standards and IS the peer review process m 

place to assure !hose standards mcludmg research pubhcations? 
2 4 Is research progress satisfactory? 
2 5 Is the research lmked appropnately with other proJects m CIA T? 
2 6 How IS the research contmuum from strategic to apphed to adaptive managed? 
2 7 How are the research outputs bemg used and by whom? Are the stakeholders and the uptake 

paths Identlfied. and mechanisms for uptake m place? 
2 8 Is there an appropnate and tunely unpact assessment plant bemg carned out? 

3) Resources and partnerships 

3 1 Is the nght research organizaiion m place and can the expected outputs be dehvered With the 
avallable resources (budget, facilltles and staf!)? 

3 2 Are smtable strategic partnerships With NARSs Umversltles NGOs and the pnvate sector m 
place? Are there other possibihties? 

These terms of reference form the out! me for review panel s repolt which should be prepared durmg 
the panel s vJsJt to CIAT The report should not exceed 10 pages 
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Appendu: 2 F1eld VISits and d1Scuss1ons on md!VIdual component actlvltles on 
the research process Systems research m the Forest margms, Pucallpa 

Followmg a penod of mmunal actlVIty m the m1d to late 90s there has been a renewed focus on th1s 
s1te The m1t1al d1agnost1c work has prov1ded an excellent bas1s for the team to develop a systems 
approach to addressmg poverty and hvehhood sustamab1hty 1ssues for small farmers at a landscape 
level lt IS unportant to recogniSe that d1agnost1c work needs to be mcorporated mto on gomg 
mon1tonng process and that d1agnost1c skdls need to be transferred to new staff members 

The add1110nal study on health b1od1vers1ty and narural resource use should prov1de valuable add1!10nal 
mfonnat1on not only on the unportance of the d1verse narural resource base on wh1ch people hvmg m 
these areas depend but also may prov1de sUitable entry pomts for furure mtervent1on wh1ch can lead to 
more sustamable food and mcome supply for these emergmg communmes 

There 1s recogn1t1on of the unportance of labor and market avadab1hty wh1ch mfluences dec1S1on 
makmg m relauon to the mtroduct1on of altemat1ve crops The area has been through a penod m wh1ch 
mappropnate mtroduct1ons of crops have been made The team has been JUSI!fiably caut1ous w1th 
respect to makmg early mtervent1ons w1th exot1c matenals and has started field actiVIIIes w1th crops 
and problems wh1ch anse from farmers expressed needs The work on nce and banana gennplasm 
mtroduct1ons 1s appropnately low key and should prov1de platfonns for d1SCUSS1on w1th farmers and 
agnculrural staff m workmg w1th more complex resource management opt1ons m the furure One 
poss1bll1ty m1ght be a focus on evolvmg borne gardens wh1ch m sorne cases are already sources of 
valuable fru1ts and med1cmal plants wh1ch have unportance part1cularly for women and ch1ldren In 
add1110n there are enormous opporrumt1es for mcreasmg the role of legume use m product10n systems 
Many people are already famd1ar w1th sorne spec1es but are not explonng the1r potenual yet 

An unportant organlZ3110nal m1t1at1ve has been the development of the mulu msuruuonal team 
approach to part1c1patory act10n leammg and development actiVIty (DEPAM) The effort requ1red to 
estabhsh and mamtam such a group should not be under estunated, but the curren! progress has been 
unpress!Ve There are obv1ously many msurut1ons mvolved m parallel and potent1ally complunentary 
research acllv1Ues that need coordmat1on and a coherent approach In the longer term there IS a need for 
the CIA T staff to take a lower profile but for the moment th1s actiVIty 1s cruc1al to the ratlonallZ3tlon 
of efforts to address key ISsues m food secunty and mcome generat10n for poorer farmers W1thm th1s 
arrangement, part1c1patory methods trammg 1s takmg place for both managers m1ddle level staff and 
field staff The operabons of the consortmm are funded through 11 small proJects wh1ch fonn from 
collaborat1Ve m1tlat1ves between partners After sorne expenence there acllv111es need to be 
pnont1sed and d1scussed and rev1ewed m an appropnate forum 

Through th1s dev1ce the team IS developmg a Vltally unportant relat1onsh1p w1th the Mm1stry of 
AgriCulrure that 1s clearly apprec1ated There 1s a danger that th1s relauonsh1p IS stramed as a 
consequence of the growmg demands that wdl be generated, but prov1ded the mteract1on 1s handled 
Wlth tact, 11 should develop m a murually benefic13l manner 

The approacb to farm level modelmg usmg access1ble software (M1crosoft Excel) IS refreshmg Th1s 
should enable the project team to engage nat1onal and reg1onal agnculrural staff and pohcy makers m 
an ex ante analys1s of furure technology opt10ns and perhaps preven! sorne of the very negat1ve 
consequences wh1ch bave ar1sen form past crop and technology mtervent1ons The sunphc1ty and 
access1b1hty of the approach also allows the poss1b1hty of engagmg farmers m a dialogue about the1r 
ch01ces for the furure Tius m1ght be a1ded by the use of add1t10nal graph1cs or anunauon when 
d1scussmg what 1f' scenar10s Th1s parallels many m11la!lves that are takmg place m wh1ch dev1ces 
or techmques or analyllcal tools are made more access1ble and thus enable a common understandmg 
and leammg process between sc1ent1st and farmers 

The presence of so many externa! agenc1es at th1s s1te mcludmg three mtemat1onal agnculrural 
research centers needs careful rev1ew on a regular bas1s lt ought to be poss1ble to mvest1gate wbat the 
comparat1ve advantages of these kmds of arrangements are and whether there 1s true synergy between 
mst1tullons and acUv111es Th1s 1s not to suggest that the rev1ew of th1s s1ruat1on 1s prunar1ly a CIA T 
respons1b1hty but w1th ever ughter accountab1hty and the searcb for complunentary all the mst1rut1ons 
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mvolved need to examme the true value of therr contmued presence CIA T IS currently playmg an 
unportant facthtatmg role m plannmg and coordmatmg several Jomt acnvtttes 

Collaboratton m the system wtde parttctpatory research and gender analysiS programs 15 clearly 
1Dtportant for the team and the outputs from the proJect wtll contribute to the altemattves to slash and 
bum program of ICRAF 
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Appendu: 3 Systemw1de Program on Sod, Water, Nutnent Management 
(SWNM) 

Preamble 

CIA T has cotmmsstOned an extemal revtew (CCER 1999) concemmg Sotl and Plant Nutntton (PE 2) 
and Agncultural Systems (PE 5) Thts report (sectton 1) provtdes an mput to thts revtew focusmg on 
CIA Ts overall co-ordmatton of the SWNM The contnbutton to one of the four consortta on 
Managmg Actd Sotls (MAS) 15 covered by the CCER of PE 2 

In addttton CIA T has also asked for an mtemal revtew to be made avatlable to CIA T and the SWNM 
consortta focusmg on the SWNM research plan and progress to date (sectton 2) The terms of 
reference are annexed (Annex 1) 

The revtew was conducted durmg vtstts to TSBFIICRAF Natrobt on 14 15 November and CIA T Calt 
on 18-19 November 1999 lt 15 anttctpated that sectton 2 wtll be expanded to mclude more detatled 
constderattons of the roles of ICARDAIICRISA T and IBSRAM to SWNM through Vtstts to Aleppo 
and Bangkok m early 2000 

The revtew m Natrobt focused on the components of SWNM conducted m Afrtca Representattves of 
TSBF KAR1 IFDC lBS RAM !CARDA and ICRISA T parttctpated m the meetiDg (parttctpants and 
the overall program ofthe revtew Annex 2) 

The revtew ID Calt focused on MAS and the overall role ofCIAT ID the co-ordmatton ofthe program 

CIA T's coordmating role m SWNM 

In 1996 a proposal was submttted to TAC69 concemiDg a system wtde program on Sotl Water and 
Nutnent Management The plan whtch was agreed upon focused on four consortta dealmg wtth 
Managmg Actd Sotls (MAS) (CIAT EMBRAPA) 
Combatmg Nutnent Depletton Consorttum (CNDC) (IFDC ARI TSBF KAR1 lBS RAM) 
Managmg Sotl Eroston Consorttum (MSEC) (IBSRAM CSAR) 
Optmuzmg Sotl Water Use Consorttum (OSWU) (ICARDA ICRISA T IER) 

The reasons for proposmg a new systems wtde program was the fragmentatton of research and the need 
to develop stronger lmks to socto-economtc and poltcy factors lt was expected that genenc results 
would be provtded (models databases GIS appltcattons dectston support systems etc ) lt was also 
stressed that all stakeholders should be mvolved 

lt ts clear that SWNM has been successful dunng the early stages but the program t5 sttll far from 
achteviDg the expected synergtes However there ts constderable scope for addressiDg sorne of the 
weaker aspects of the program Parttctpants realtze the shortcommgs and are wtlliDg to address these 
ID a constructtve manner The next year 15 goiDg to be cructaltf the program ts to gtve expected added 
benefits and be more that the sum of the mdtvtdual parts 

Although collaboratton among consortta ts not very evtdent collaboratton wtth the ecoregtonal 
IDtttattves seeiDs ID most cases to be excellent A further constderable strength of the program ts the 
central mvolvement of both CGIAR centers and non CGIAR centers (IBSRAM TSBF IFDC etc) 
Thts strengthens the program but tt ts also provtdes an excellent platform for streogthened 
collaboratton between CG and other partners IDterested ID the overall auns ofthe CGIAR 

Parttctpants are very pleased wtth the role of CIA T and IBSRAM as co-convenors The overall 
govemance structure of system wtde programs should, however be constdered lt ts essenttal that 
substdtanty ts a key concept when developiDg govemance 



In arder to achteve funher synerg1es between consort1a and the product1on of common goods more 
effort needs to be put on central co-ordmatton In particular the need for a full or halftune sclent¡fic 
coordmator IS necessary to prov1de SC1ent1fic leadersh1p Adchttonal attentton must be g1ven to the 
questton ofwhat value added products can be expected from SWNM lbus 11 must be made clear why 
e11her md¡vulual centers or the ecoreg1onal programs cannot Jusi as well handle the SWNM consortta 
acttv11tes 

lt 1s suggested that spec1al emphasiS wlll be g1ven to the productton of genenc products such as 
s1111ulat1on models (crop models etc) common data bases methodolog1cal packages (e g 
parttc1patory approaches) and deciSian support systems If such genenc tools could be assembled m a 
SWNM toolbox, these should be used and tested w1thm the ecoreg1ons Vanous stakeholders can then 
also use d1fferent components of the package 

lbe logframe prov1des an excellent pnontiZliiiO, tool and a statement agamst wh1ch success can be 
measured lbe logframe should be used both for pnonty setttng as well as for outlmmg mllestones and 
synthes1s products from mdiVIdual consort1a and the program as a whole lbe 1111portance of soc¡o
econamlc outputs and actiVIIIes related lo pohcy development should be stressed m the logframe 

Parttc1patory approaches bave been used w11h CIA T playmg a maJar role m developmg 
methodolog1es However part1C1pa1ory approaches should not only mvolve farmers but also dec1s1on 
makers 

Jomt poslllons (e g the PhD student workmg Jamtly for CIA T and TSBF) or exchange of sc1enllsts 
between mst1tul1ons would prov1de opporttm111es for strengthenmg collaborat1on w11hm SWNM 
However a pnonty for overcommg commumcat1on gaps would be lo convene a SWNM sc1eni1Sts 
meetmg lo rev1ew and develop the logframe and for d!scuss1on on mter and mtra-consortmm 
syntheSIS 

It 15 necessary that bas1c fundmg on a 3 year bas1s be prov1ded through core support Curren! fmanc1al 
support 15 far less !han was antlclpated m the ongmal plan approved by TAC Ifthe CGIAR IS senous 
about the 1111portance of systems w1de programs urgen! atten110n should be g1ven lo the need for a 
reahst1c bas1c fundmg 


