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.\lternat1ve Scenanos for a 
CGI.\R Y1s1on and Strategy m 2010 

GO.\L SCEN .\RIOS 

S 1 Current CGI.\R m1ss•on Jnd goals- rebJianced 

• MISSlOII To comnbute to tood secunty Jnd povertv erJdJCJtlon m developllll¡l countnes 
.md m coumnes m trans1Uon through research partnersh1p capJcl!v bUJidmg and pohcy 
support and promotmg sustamable agncultural development based on the 
env1ronmentally sound man..Jgement of n..1tural resources (.1grec:d at IC\\'98 followmg the 
System Rev1ew) 

• Goals The overarchmg goal of the CGI -\R IS to allev1ate poverty and protect natural 
resources m order to achlt:Ve sustamable food secunty (T AC Report on Pnonlles and 
Strateg1es 1997) The mtermc:dJJte goals are to mcrease the producUv1ty of resources m 
agnculture forestry and tishenes and to 1mprove the sust.!mable m.m.1gement ol natural 
resources (T AC Report on Logtrames 1998) 

J U~tllil.itiOII 

• Agncultural gro,Hh through 1ts d1rect and md1rect ettects c..1n be one of the most 
etfecuve mstruments for poverty reducuon m both rural and urb.1n areJs of the 
dc:velopmg world \ \v DR 1999) 

• Agncultural rese.1rch (technolog•c..JI mno\ ..Jtlon) 1s a necessary but not m 1tselt suffic1ent 
cond1110n for agncultur.II grO\\th The multldlmens10nal nature of po\erty the 
heterogenelty ot the poor Jnd the muluphc1tv of poverty exll strateg•es mean that 
technologJcal soluuons mu;t be wmplemented by pohcv and mstllutlonal mnovat1ons 
that enhance sustamable agncultural growth m order to d1rectly and md1rectly reduce 
poverty 

• The CGIAR s currem porttoho ot outputs (germplasm 1mprovement germplasm 
collectJons sustamJblc: producuon systems 1mproved pohc1es and enhanced research 
mstltutes) JS potenuallv the nght lOmbmauon of research and research related approaches 
needed to bnng about the CG 1 -\R s goals 

lssues 

• The CGIAR s goals must be: specl11ed m me.1surable preferably quanutat1ve terms both 
to ensure the1r plaus•bi!Jtv .md to tacll1tate momtonng and evaluat10n of progress toward 
ach1evmg them Elaborauon ot the CGIAR Logtrame to mclude performance md1cators at 
the Svstem leve! "ould sen e to m.1ke rese.1rch more 1111p..1ct onented and strengthen 
aggregate accountabi!Jtv to v!embers 

• The contem b.1lance and degree ot mtegrauon ot the CGI -\R s porttoho warrant rev1ew 
and as appropnate retmement to ensure that (a) outputs are congruent w1th ch.mges m 
the externa! env1ronment for >Cience technology pohcv and legallregulatory frameworks 
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th,ll 10tluence CGIAR pnonttes .md (b¡ th.1t mecl1.1msms to m.lxtmt~e 10teract10n and 
synergy .1mong outputs produce the destred tmpacts 

• The CGIAR s work on mtegrated progr.1mmes wluch combme suswmable producuon 
systems wlth 10tegrated 11.1tural re,ource m.ln.!Jement (NR.!\1) and whtch have 
soctoeconomtc dtmenstons .1nd a rcgton.!l sc.1le requtres conceptu.!l mnovauon to ensure 
th.1t pov~rty .111d hum.1n .1sp~cts .1re 'uthLI~ntlv addressed 

S 2 Broadenmg the CGIAR s goals 

Tlus could be done by mcludmg the tollowmg po,stble candtd.!tes to the CGIA.R s goals 

• Mtttgatton of chrnate change specthcallv through enh.1nced carbon sequestratwn and 
reduced rnethane erntsstons 

• Prov t'ton of ecosvstem sen te es 1 e water punficauon tlood control coasthne 
stabthzatton waste treatment btOdtverstty conservatton sotl generauon dtsease 
regulauon mamtenance of atr quahtv .1nd aestheuc and cultural benefits and 
preservauon of the rural landscape 

Altemauvely the chotee could be to reaffirm the current goals but to constder chmate 
change ecosystern servtces conservauon ot culture and the preservauon ot rural landscape as 
demable by products (extem.ihll~s) or tangenUJI (second.~rv) goals These wtll be momtored 
and reponed on as addtttonal benefits from CGIAR prograrnmes to mercase sustamable food 
SCCUIIty 

Jusllficatlon 

The CGIAR currently produces mtermedtJte outputs relevant to sorne of the above goals 
pJrttcularly 10 the areas of rntttgauon!adaptauon to change ande\ suu conservatton of geneuc 
resources for tood and .¡gnculture Treaung these (now IOCtdental) goals as ends rather than 
.1s by products may also help to attract resources from non tradlllonal sources such as the 
three UNCED assoctated convenuons the Global Envtronrnent Facthty (for collaborauon at 
nJ!IonJI leve!) and env tronment rniOtstnes/agenctes Such expanston would also necessanly 
mvolve the CGIAR 10 greater cooperauon wtth 10ter governrnent.1l bodtes (e g Cornrntsston 
on Sustamable Developrnent) responstble for momtonng and reportmg on 10temattonal 
acuvtues m sorne of the proposed areas Jnd tor recomrnendmg acuon plans affectmg the 
conservallon and sustamable use of n.1tural resources vttal to the agncultural sector 

lssues 

Fully addressmg the proposed goals would trnply that the curren! goal of protectmg the 
envtronrnent would no longer be hn'-.ed exclustvely to agncultural outputs and would be of 
relevance to both developed and develop10g countnes The tmphcattons of these changes for 
the CGI -\R s capactty to contnbute to the goJls ol poverty allevtallon and food secunty 
would need to be carefully assessed as even tl addtllonal resources rnatenahzed the 
sctenufic profile of the Systern would requtre stgmficant rnodtficauon The CGIAR s 
comparauve advantage vts a vts other IOtemauonal actors already heavtly 10volved m the 
envtronment sector would Jlso need to be .1ssessed F10allv an expanston of the CGIAR s 



cJpJcttv m the domams ot poltcv Jnd IJw "ould b~ ne~~ssJry assumm¡. tts advtce was 
>ought by the mtergovernmental bodte> noted 

S 3 Ltmttmg the goa1s or narrowmg the focus 

Smgle goal alternahves could mclude 

• R~ducmg rural poverty (1 e droppurg 111 han pove1 1\ reducl/011 as u goal) The CGI -\R. s 
tmpact 011 urban poveny to date hJs b.istcally bee11 through a reductto11 m the pnce of 
food Thts ts pnnctpally determmed bv 111ternatto11al forces and by large scale farm 
productto11 both of whtch ca11 be .itlJ111ed by research camed out by developed countnes. 
the pnvate sector a11d NARS Eve11 tf the McCalla proJecttol1 that 90% of the 111crease 111 
populat1o11 wtll come from develop111g countnes located berween the Troptcs and that 
o11ly 10% of the world s food product1o11 ts traded pro ves to be corree! urban populatto11s 
wtll sull have most access to traded food 

• Poverty reductw11 (1 e droppmg prot~ctw11 of llatllra/ resources as a11 mdepende11t zottl 
111 u~df) In whtch case unprO\ed m<~n<~gement of natur.1l resources mclud111g adequate 
atte11Uo11 to co11servat1o11 of resources to ensure long term producttvtty would be a11 
essenU.1I constderatton 111 obta111mg thts go<~l 

• Achtev111g agncultural advances stmtlar to those created by the green revoluuo11 111 
regto11s wtth a htgh 111ctde11ce ot poverty but whtch h.1"e bee11 thus far bypassed by 
tech11ologtcal breakthroughs m agnculture a11d where there ts a htgh posstbthty that 
ytelds can be 111creased us111g the CGI -\R. s sctenttfic capactty Thts would lead to 
targeu11g producuvtty ga111s 111 sorghum mtllet root crops and smallholder farm111g 
systems m the Sahel a11d other margmal are.1s The pm ate sector and NARS could take 
over the CGIAR s efforts to tmprove germplasrn m more favoured areas 

S 4 Natural resource management for food secunty 

U11der the assumptto11 that much of the geneuc resource management research (GRi\tiR) wtll 
mcreas111gly be camed out by the pnvate sector the CGIAR wtll be able to expand tts role 111 
research 011 tmproved management ot natur.J! resources an area 111 whtch the pnvate sector ts 
unhkely to make stgmficant 111vestme11t and 111 whtch NARS and Non govemmental 
Org<~ntZ.Ittons wtll sttll requtre str.ltegtc p.1rt11ers morder to fulfil thetr mtsstons 

A key are.1 of focus wtll be the developme11t of a typologv of problems regard111g NR."vl to 
determ111e whtch problems are solvable a11d therefore appropnate for research bv the 
CGIAR and tts part11ers and whtch are not In thts conte'(t NRi"v1 wtll focus ma111ly- but not 
e'(clustvely - on mak111g agncultural producuon more etlictent and profitable Safeguard111g 
the envtronment wtll be an tmportant and always sought after secondary focus but not the 
pnmary goal 

) 



2 DO WH<\.T SCENARIOS 

S 1 Essent1allv no change 

Thc CGIAR conducts multldl~~•phn.irv re~e.1rch centred on specdic commodmes 
ecoreg1ons product1on sectors \¡R_'vl Jnd tann1ng systems the Jllll bemg lo 1mprove whole 
produc110n syslems 111 a susta111able nJJnner ThL focus 1s on upslreJm s1ra1eg1c research of an 
111temat10nal pubhc goods nalure 

Justlficat1on 

• Poverty we1gh1ed congruence analys1s continns lhal some 90"\, of the commodiiies on 
wh1ch lhe CG!AR works Jre of 1mportJnce lo lhe poor 111 develop111g counlnes 
Allocallons to work on productwn sectors forestry hvesloc" fish crops are denved 
from th1s povertv we1gh1ed analys1s and are lhus of commensurale 1mportance lo the 
poor 

• The CG!AR has a strong comparauve advantage 111 do111g research on these 
crops/commod!lles bv Vlrtue of 11s "nowledge of and research on lhese commodiiles and 
lhe par1nersh1ps and hn'-ages developed o ver the IJSI 25 years 

• Pasl ach1evements have been 1mpresslve and a number ot potenllal brea"throughs are 
probJbly 111 lhe p1pehne 

• Large benefits would Jccrue 111dlrecllv lo poor rural and urb.m consumers through a 
reducllon 111 pnces oflhese commodmes 

• CGI AR should not en ter uncharted terntory tor '' luch 11 has no comparauve 
.1d v .illi.J;:\e/expenence/cnllcJI mass 

S 2 lncrease the number of commod1t1es (e g vegetables, cash crops non-rummant 
ammal products, non-forest tlmber products) and mstruments (e g post-harvest 
technolog•es, ecosystem charactenzatlon/ management) 

Justlficatlon 

The CG!AR may be m1Ss111g out on umque opportumlles to ra1se 111comes and 1mprove lhe 
welfare of poor households vlany of lhese households could d1rectly and 111d1reclly benehl 
from research based producllviiV 1mprovements 111 labour 1111ens1ve h1gh value crops such as 
vegetables cash crops and non rum111an1 producls lhrough mcreased markel surplus or 
1mproved famlly nulnllon 

<\. pnmarv focus on !Jrgely subs1s1ence non tradable commodllles may nol besl serve lhe 
111teres1s of poor household producers ldenlltv1ng prohtable c.1sh crop enlerpnses for small 
producers m.1y be essen11.1l 111 order lo ID.llllt.lln the1r competlll~eness and ulumately the1r 
surv1val 

The CGIAR should be commodJty focussed but not commod!ly bound Th.1t 1s to sav that 11 
should not focus on all crops of relevance to poor producers but focus on selected 
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commodtues whtch could evolve 1n tmport.mt~ through nm~ The CGIAR should .Jdopt a 
commoditv focus that could eventu.JIIv mak~ poor produc~rs more wmpetlllve 111 the market 
pl.1ce .md e.1m ihem a hvehhood th.Jt e<¡u.Jls or betters thetr other .Jit~mattves 

A stronger focus on some of these commerctal Jndlor mche crops represents an opportumty 
to dtrectly enhance the welfare ot women as thev are otten responstble for grow111g 
vegetables home gardens b.JckyJrd Jmm.JI husb.Jndry (goals sheep rabblls chtcken fish) 
and collecung foresl producls It also opens up opportumues to dtrectly explott lucrauve 
opportumtles 111 urban and pen urb.Jn agnculture F111allv some non rum111ant ammal 
products (eggs poultry aquacullure) are e'lpected to ha\e verv lugh rates of growth 111 
demand 111 develop111g countnes both among urban and rurJI poor 

The followmg could be taken 111to considerauon but note should be made that puttmg these 
11110 effect wiii require muen greater efforts bv the CGIAR m povertv m.1ppmg 

• Vegetable research contnbuuon to Improve nutntlon ot people 

• Tappmg burgeomng urban and pen urban agnculture \vllh high rates ofretum 

• It IS by now well known that pennanent damage 1s not necessanly done bv cuttmg down 
tropical forest because the torest can re grow fairlv raptdlv The real damage depends 
upon what IS done with the land after cle.Jnng Usmg It tor annu.JI crop arable Jgnculture 
IS about the most damagmg process as the soii IS 111 danger of severe water eroston and 
nutnent leachmg This IS of course one ot the bases of the use of trees m agrotorestrv 
1\ttost tree crops give a SimiiJr leve! ot protecnon and 1t seems remarkable that CGIAR 
gives no specific attennon to the ma111 tree crops of the tropics These me lude cotfee tea 
cocoa OII palm coconut and severa! m.JJOr species of fruit 

• Non CGIAR commodlly cash crops (cotton coffee tea cacJo sugarcan~ spices) are of 
spect.Jitmportance to >lll.JII subststence fam1ers .JS thev enJble them lo eam money \\hile 
the st.1ples they produce (CGI -\R commoditi<-S) .1re not >OIdor t.Jnnot compete With lo\\ 
pnce Imports However when there are htgh transactions costs on tood markets as for 
mstance m distant regtons or regions wnh poor mtraslrudure complementannes bel\\een 
food and cash cops needs to be achieved m mtegratcd fannmg systems 

• Work on post harvest research as crop processmg can create rural employment 

• Work on non forest llmber products which can provide mcome and mche opportumlles 
for rural people 

• Quantttauvely esumate trade offs among ecosystem goods .1nd services so that utthzatton 
of resources for agncultural production can be understood m tenns of posstble Impacts on 
the supply of goods of Importance to e lean water timber biodiversllv flood control etc 
As proJeCted chmate change mav well eucerbate the problem of balanc111g supply and 
demand for resources parllcularly 111 developmg counlnes where adaplatlon WIII be 
subjecl to financia! and other constramls slrategies lo mittgate andior adapt to chmale 
change need to be developed and are of particular Importance to small fanners m lhese 
countnes 

7 



S 3 Decrease the number or commodataes/mstruments 

Justllic.Jtlon 

lt 1s hkely that the pnvate sector "'ll conunue to 111cre.1Se 1ts 111vestment 111 .Jgncultural 
research on sorne of the tr.Jdltlon.Jl CGlAR m.1ndate crops e 6 wheat nce and ma1ze Th1s 
offers the CGIAR an opportumtv to narrow lis commodlly focus and to strengthen 1ts 
111vestment 111 neglected or orph.1n ~rops e g m1llet sorghum plantam and c.1ssava In 
add!tlon 11 w¡[[ also allo\v the CGI -\R to ach1eve cnucal we1ght 111 sorne prevwuslv under 
rese.1rched reg1ons (margm.JI ell\ 1ronments) or top1cs e g drought research chmate change 
etc 

The follow111g are sorne ofthe opuons open to the CGI A.R. 

• Focus on fewer crops and leave maJar staples 111 favoured areas to the pnvate sector 
NARS and agncultural research 111Stltutes 

• Focus on crops 111 d1sad,antaged .1re.1s .1nd 111 countnes w1th ''eal-.er NARS 

• Focus only on crops for wluch no pnv.lte research can be mob1hzed (market ta1Iures) 
e g mlllets sorghum 

• Focus on crops and croppmg S\Stems/env•ronments th.Jt are less well researched and 
where ga111s through productl>llv research are sull h1gh (orphan crops orphan tarrn111g 
systems) 

• Focus on tra1ts of1mportance tor maJar crops (e g b1ot1c .1nd ab1ot1c stress res1stances) 

• FocuSII1J on one large and >lgmhcant ecosystem would sausfy these concems The 
trop1cs have {a) hnle help trom the pnvate sector (b) the weakest NARS (e) 
conunod1t1es and en>~ronments th.Jt h.J>e a more l1mlled research h1story ( d) frall and 
marg111al env1ronmental cond1t1ons (e) a large share ofthe rural poor (t) food 111secunty 
and (g) the largest future proJected 111creases 111 food demand It could be the CGIAR s 
mche 1t 1s a b1g one 

• Focus on genetlc resources management research as the most effic1ent and feas1ble 
veh1cle bv wh1ch agncultur..tl research can contnbute to the competluveness of the 
ecosvstem(s) and lis rural poor 

S~ Fo~us prmclp.JII\ on 'IR\1 

Justalicauon 

• The CGIAR core competence has up to no" been 111 genetlc 1mprovement of crops 
W1th greater 111vestment 111 crop b1otechnology be111g done by the pnvate sector and 
advanced research 111sutut1ons 111 the North 11 1s hkely th.ll the CGIAR s comparauve 
advantage 111 crop gen elle 1m pro' ement may dechne 111 the future At the same u me there 
rema111 many challenges to susta111able agncultural development that the pnvate sector 
wlll ..1ddress only pamally 11 Jt .111 ero~1on 1s tJI-.mg a grow111g toll \\ater shortages Ioom 
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m many .1reas ot the world .md the ffi.IJOntv of the world s fishenes .1re overexplo1ted 
Feedmg the world wlll also requ1re mamt.1mmg b10d1vers11y The rwso11 d etre of the 
CGIAR should be to develop producuon and resource management methods that can be 
used by the world s resource poor farmers so th.Jt thev c.1n obtJm secure llvellhoods 
wuhout degrJdmg the n.Jtural resources 

lt has been argued that the CGI .\R cJn 111 atford to ha\ e three ta1rly mdependent and maJor 
Jgend.Js ot reseJrch - povertv geneuc resource management and NRM lt can also be 
demonstrated that there are trade otfs Jnd costs Jsso~~ated w1th engagmg mulllple obJectlves 
Theretore resources should not be wasted on mdependent reseJrch Jgendas m poverty 
Jllev1at10n and natural resources m.1nagement 

Nonetheless 11 IS recogmzed that 

• lneffic1ent management of n.Jtural resources lim1lS explonauon of 1mproved gerrnplasm 

• Sust.Jm.Jble management ot terrestnal .1nd aquallc resources 1s requ1red that lmks hab1tat 
research to mtegrated diSCiplines of natural and soc1.1l sc1ences (for umm_proved 
germpl.1sm) 

• There 1s a need to 1mprove knowledge on how spec1fic ecosvstems respond to 
b1ophvs1cal changes develop torecasung tools to 1denttfy wm wm opportumttes for 
ecOS) stem management and develop mtegrated reg1onal models mcorporaung phys1cal 
econom1c and tec!molog1cal change to enh.1nce pollcy makers understandmg of the 
consequences of d1fferent ecosystem management opllons These obJectlves m 
cooper.Juon wllh other maJor mtemauonal sc1ence assessment enuues 

• lntem.ltlonal e o ordm.JUon 1s reqUired to link sil e spec1 he research to scallng up l'IIRlvl 
takmg mto cons1derat1on off s1te effects 

• CGI.\R Centres possess greJt sc1enuhc and organ1Z.11lonal strengths have excellent llnks 
to mtemauonal world sc1ence .1nd to NARS and are posllloned strateg1¡_ally around the 
world m or near developmg trop1cal countnes Therefore the CGIAR h.1s a comparatlve 
advantage for anythmg that calls for work on the ground m the trop1cs (Tmker) 

• Strateg1c research mto 1'-iR..'v! should take more mto cons1derat10n whether the farmmg 
systems th.Jt are be111g used 111 a g1ven reg10n are sustam.1ble and effic1ent Thts means 
that orgamc matter nutnent levels s01l structure eros1on and ease of root penetratlon are 
all at acceptable levels that cvcllng rates ot nutnents are acceptable and that thts 1s 
proven bv sust.1111able crop vtelds th.1t are fully sallsfactory as percentages of the y1eld 
potenual and by acceptable rates of off slle losses Thts can only be achteved ¡f CGIAR 
Centres become more closely 111volved wllh real farms on a long term basts The results 
w1ll determ111e whether the Centre 1tself knows how to farm sustamably and profitably m 
thts tarmmg system at say three d1tferent levels ofmput Ifth1s ts not the case the Centre 
should a1m to find out "h\ Th1s 1s the essence ot vteld vanauon research, whtch 
eventu.JIIy should lead to changes 111 farmmg systems to m.1ke them sustamable (Tmker) 

• The net result of mcreased llvesto¡_k product1on IS th.1t .1 much larger amount ot leed and 
fodder IS needed- perhaps up to )Q%, more th.1n al pre>ent lt 1s unl1kely that s1gmticant 

9 



amounts ofnew l.md \~di be: .lhlll.!blc: .md land w11l be needed for three pnnc1pal reasons 
(1) .¡gncultunsts/food .ecunt\ c:xpc:rts ~111 demand more tor agnculture (11) b10d1versny 
t!Xpc:rts/ecologists wdl dem.1nd more for wlidllfe preservauon (111) sc1enusts researchmg 
global change wdl demand more for carbon sequestrauon (.1nd w11l umte wtth the 
bwdl\ers1ty communttv on the preservauon ot torest land) lncreased agncultural 
producuon can onlv come trom two sources a re mtenstficauon of agnculture m the 
temperale zone wnh re use of set as1de land and a stead1ly growmg mtens1ficauon of 
agnculture m trop1cal lands Th1s 1mplles that less suttable land w11l be explotted m the 
lrop1cs under chmates lhat Jre less predtctable lt follows that all the usual forms of 
environmental damage cau.ed bv agnculture w11l mcrease Th1s w11l not be true 
everv\\ here but wdl bne h.11dcst where populalwn growth 1s largest and spare land IS 

le.~>t poss1bly 111 Sub Sah.11.1n Ah 1c.1 lnd1.J or Chma lmports from temperate sources 
w11l ot course mcrease 1t tollows that to see any real phys1cal quantum change m the 
need tor NRM (as long .JS chmate change proceeds steaddy) a growmg number of 
senous problems wdl become progressl\elv more d1fficult to salve (Tmker) 

• Water wtll be a constderablv greater problem m l:> years ttme The most ob~tous path to 
mtens1fica11on 1s 1mgauon IWMI should ha~e the data to mform T -\C as to where the 
mam shortages w11l emerge - one l1kely cand1date 1s Pak1stan The most pressmg lask 
mav be to stop the slitmg up of ex1st1ng dams that dem.1nds huge sums JUSI to keep thc: 
total area of tmgated t.md constan! so there wtll be .1 growmg pressure to control eroswn 
Some ot the s1lt \~111 ongm.Jte m other countnes wh1ch w11l call tor the essenual sk11l ot 
cont11ct m.1nagement 1t the total foodstutfs produced mcrease by )Ü0

\, the total use ot 
plant nutnenls must mcreasc: by cons1derably more to ensure htgh v1elds Tht! nutnent 
cycle wtll speed up gre.1tly perhaps doublmg wnh mtrate and nutnent polluuon of ~ater 
greatly mcreasmg espec1allv where there IS much re use of water m 1mgated basms 
Water quallty w11l be a crucial problem that can only be sol ved by ¡..'R.\1 on the so1ls of 
lhe nver basm (Tmker) 

• !ntemat1onal coordmauon 1s requ1red lo hnk sne spec1fic research lo scalmg up \iR.v! 
t.1k1ng mto cons1deration ott .ne effects 

• As menuoned abo\e the resources of lhe CGIAR are emmentlv su1table tor tacklmg 
NR.vl 1ssues (see also Tmker s thmk p1ece) 

3 HOWTO SCE"'.\RIOS 

S 1 Essenttallv no Change 

J usuticatmn 

If 1t am t broken don t fix tt Centres orgamzatton and mode of operatwn work well wnh 
little overlap between Centres m mandate or respons1bthty and excellent collaboratton 
between Centre D1rectors 

• The CG!AR 1s based on tht! concept of the mtemat1onal Centre as the orgamzauonal 
mechamsm for conducung the System s research and research related funcuons Each 
Centre 1s a centre of excellence has a problem solvmg approach bnngs together a cnucal 
m.Jss ot sc1enufic m.1npower .1nd resources has .1 mult1d1SC1phnarv rese.Jrch approach 
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has 1he abthly lo calalyze Jnd coordmJte research on well tocused themes ts free from 
pohttcal constramls and hJs the abthty to mJtntam contmutty of dTort o~er the somettmes 
long ttme penods needed for succLss Tlus Centre concept ts complemented bv olher 
orgamzattonJl approaches such as network arrangements. collaborattve research 
programmes or partnershtps and outposttng of SlJ!T 

J ustlfication 

The mlemattonJl Centre concept remJms vJhd wtth the tmportant provtso 1hat Svstemwtde 
programmes to address cross sectoral/multt dtsctpltnarv probtems requtre dramattc 
tmprovement for eumple through the forrnJtton of tJsk forces Jround htgh pnonty themes 
defined 111 terrns ofpart1cular outputs (See al so be lo'~ Issues) 

fssues 

Reassessment of the content and balance of the CGIAR, portfolio should serve to more 
cleJrlv del111eate the role of Centres JI vanous levels tn the hterarchv of System obJecttves as 
spectfied 111 the CGI'\R Logframe Pend111g forrnJl analvsts of changes 111 the e'<temal 
envtronments 111fluenc111g CGI '\R pnonttes anttctpJled portfolto changes may 111clude 
e'<pJnston of capacttv m poltC\ 111stttuttonal and legal/regulatory domams wtth forrnal 
representattonal andlor pohcy ad' tsory responstbtltttes at the 111tergovemmental level (e g 
CBD FCCC CCD F <\0/CGRF .\ WTO/TRIPS) asstgned lo Centres spectahzll1g 111 these 
JCltvtttes and contractton of technology related research JS responstbtltues for certatn 
commodtttes devol\ e to NARS .\Ris and/or n1e pnvate sector 

S 2 Redeline/clanf~ the reg10nal mandates oC sorne Centres 

The CGl o\R should ha ve 111 eJch regton J Centre ~tth spectfic responstbtltttes for that 
regton Thts tdea ts based on the presumed cost economtes that would result the capacttv tt 
would generate for CGIAR umts to sort out pnonttes better ~tth111 a reg10n and the 
gu.1rantees the reg10nal Centre \~ould offer th.1t regton.¡l work would be truly trans regton.ll 
and sptll over to other world regtons <\s .1n orgamzatton 111terested 111 produc111g 111temattonal 
publtc goods the challenge for the CGIAR w1ll cont111ue to be to engage trans reg10nal 
research agendas so that work tn Atnca (for enmple) sptlls over to Ast.l and to Lattn 
Amen ca 

<\ regton.1l centre would Jlso allo\\ for 

• Easter target111g of ecoregtons as the Centre would serve as the s111gle regiOnal focJl po111t 
tor the CGI '\R 

• More effecttve NR.vt work 

• Multt commodttv multt sectoral and multtdtsctpltnary approaches 

• Better coord111atton wtth NARS and other partners 

• lntegratton ofefforts by dtfferent Centres 

1 1 



• Fac1ht.1te mter regiOn.JI wllaborat1on 

• Much greater onent.J!Ion !0\\ards 1mp.1ct 

• Reg10n.JI Centres could b~ complcm<::nted by Centr~s w1th global commod1ty 
respons1b1htv (e g ~cre.Jis roots .1nd tubers legum<::s ll\e;tock torestry and fishenes 
.1nd water) 

The CGIAR must be .1 decenti.Jhzed or,¡.Jmzanon to span effecuvelv a vast range of 
ccosystems In th1s scenano the CGI -\R would ha\e one Centre tor each of the regwns It 1s 
dlfficult to conce1ve of a ~electlon ot pnont1es thJ.t could be h.1ndled from a smgle central 
locauon 

Decentrahzed deCISIOn mal..mg .1nd go\emance bv the md¡v¡dual decentrahsed umts should 
rece¡ ve J.dv1ce from t\\O m.1m sources (.¡)a centrahzed assessment and plannmg umt :md (b) 
representauves of stal..eholders trom the ['. -\RS w1th wh1ch the decentrahzed umts are 
workmg The latter adv1ce and mtormat1on could be prov¡Jed for example through an 
annual meetmg of stal..eholders ~ome,\hat hl..e the .1nnual meeungtassembly ot stocl..holders 
but managed perhaps through electromc conterencmg techn1ques bec.1use ot the d1stances 
hkely to be mvolved Stal..eholders \\Ould be expected to elect members to the execuuve 
bod1es ofthe decentrahzed umts (e g boards oftrustees) 

The new CGIAR \\Ould become .1 consort1um of self standm,¡ J.nd mdependent enuues 
woven together by the ul!elleLtu.JI po" er .1nd 1nfluence ot a central cross en!lty umt 

S 3 Use of tasi. forces 

J ustJficatJon 

The CGI A.R IS mcre.1smglv d1spersmg Its etforts Th1s IS of course svmptomauc ot the 
enormous demands tor pubhc sector 1esearch confirmmg the contmumg role of the CGIA.R 
system However due to d!spers1on the System 1s mcreasmglv at nsk ot not bemg able to 
reach the cn!lcal we1ght regardmg 1ts acluevements wh1ch 1s needed to mal..e a huge 
d1fference on any one 1ssue as occurred m the 1960s for the Green Re\oluuon The System 
needs to sharpen 1ts strateg1c ch01ces .Jch1eve broJ.d mob¡hza!lon of 1ts research capacltv m 
support of these pnonues and secure long term hnanc1al support 111 order to see the results of 
1ts research cometo frulllon and deh\er other maJor achie\ements ot the cahbre ofthe Green 
Revoluuon Th1s 1mphes rev1smg the processes through wh1ch pnonues are set research IS 
1mplemented and resources are mob1hzed and commltted 

Th1s could be done bv 

• Usmg a participatorv pnontv >ettmg mechamsm wnh bro.ad consultatwn of stakeholders 
to amve u well detmed themes w1th >pecihc outputs that could be pnonuzed 
Ecoregional appro.1ches and human dunens1ons should be mcorporated mto pnonty 
settmg for technology development 

• Use formula matchmg bv the 111.1JOr donors pnnc1pallv the \Vorld Bank where 
percentage matchmg 1~ not totallv pasSI\e .15 und~r the current svstem but dnven by a 
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few strate~Jc pnonues recommended bv T -\C and bro.1dly agreed upon bv CGIAR 
manasement, sc¡enusts and stal,.eholders To do th1s mtellectual Ieadersh1p needs to 
exerc1sed by TAC and maJor donors coordm.!!lon ach¡e,ed between Centres m pursumg 
strateg1c pnon!Ies and consulta!Ions With stakeholders made effecuve .!nd cred1ble. 
Undertal,.m.gs that correspond to these pnon!les would be matched .11 .1 Sigmhcantly 
lugher leve! than other undert.¡I,.mgs with tunds rem.unmg unrestncted Logframe 
reportmg externa! rev¡ews and Imp.!ct an.¡lvsis 'WIII prov1de the mstruments to chec!,. th.1t 
proJects are mdeed pursumg .1s stated strateg1c pnontles 

• Use a task force approach to pursue a sm.1ll number ot u me bound 1mpact dnven maJor 
undertakmgs with the potenual tor cnucal mass ach1evements <\s opposed to the current 
m.1tnx approach to mter Centre mi!I.ltl\eS the~e ta~I,. torces \\Ould be managed 
mdependently from Centres e\en though thev would be located m Centres and borrow 
current staff members Task force CE Os would ha\ e full d1screuon to h1re needed staff 
seel,. partnersh1ps and outsource undertal,.mgs m p.1mcular w1th NARSs 1\/GOs northem 
platforrns and the pr\\ ate sector These alhances \vould mdeed be essenu.1l to reach the 
desir.lble cnucal mass ProJeCt honzons would be med1um tem1 say;, to !O years Go.1ls 
agamst wh1ch logframe progress and Impa<A anal\ >IS can be assessed would be well 
spec1fied These undertakmgs would be recommended bv T AC and supported by a broad 
coa\mon of donors Gmng bevond the recent CGIAR mandate strateg1c research could be 
exphcitly hnked w1th techmcal ass1stance mltlatives to seel,. measurable 1mpacts 

• lncrease the number ot Svstem w1de programmes to ensure close collabora!lon between 
Centres .md other partners m pursumg themes ot h1gh pnonty to the Svstem as a whole 

S -' Coordmator catai\St con tractor model pursumg well defined pnonttes 

Justtficatton 

The CGI-\R accounts tor less than -'% ot the uw~siment m agncultural research tor 
developu¡g countnes The CG! -\R > n1che IS to >erve .1s ..t c.nalvst and coordmator for 
rese..trch ot 1mportance to the poor Much ot the CGl-\R s rese.1rch should be outsourced to 
ad\ .1nced rese.1rch msututes and to m.1ture ~ -\RS TlliS would .1lso reduce the current h1gh 
overheads ofthe CG!-\R 

Th1s cou!d be ach1eved bv 

• A more VIrtual CGIAR drawmg more on sabbaucals and usmg mtemet to mteract wnh a 
network ofpubiic and pnvate sector scienusts located .11 the1r home msututes 

• The CGIAR bemg a knowledge base for agncultural research for the poor 

• Brol,.enng for the poor m technolog¡cal and pol1cy mtervenuons 

• Compe!l!lve grant approach 

• lncreasmg and enhancmg the strength of NARS The CGIAR s >Uccess w¡ll requ1re 
strong NARS to fulfil successfully 1ts miSSion and mandate NARS should encompass 
rel.1ted seed mdustnes pohLv m~utut10ns 1nstitut10ilS of h1gher educat10n and pnvate 
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sector (proht .md non pro!It) 111~tltllt1ons mcludmg those .uldmg v.liuc: to pnmary 
product1on though post h.uv~~t h.mdhn, .md process1ng Thc:retore the CGIAR should 
develop .1 me.1nmgful .1nd strong cap.1c1tv to ht.lp ~tudv .1dv1se .1nd strengthen NARS 

~ WITH WHOM SCEN -\RIOS 

S 1 Tvpologv of partnersh1ps 

Recogmze types ofpartnersh1ps b.1sed on purposes (Geha Casullo) ~uch as 

• Partnerslup for rese.1rch and technology generauon tocused on well defined research 
probkms 

• Partnersh1ps to enhance research 1mpacts (e g technology dehvery extens10n legJslauon 
nauon.1l pohc1es etc ) 

• PJ.11nerslups to develop rese.1rch Lap.!cltv (trammg 1nsutut10n bulidmg etc) 

• The J...md ot p.!rtners partnerslup ,trateg1es modalmes and sources of fundmg would 
d1ffer accordmg to the type ot partnerslup 

S 2 Explore vanous partnerslup arr.1ngements 

• TIIL prtvate sector Cons1der vanous models rangmg from BerJ...eley- pnvate sector type 
collJ.borauons (Rauser) to full serv~ce contractmg (the Jeffery Sachs model) to pubhc 
pnvate phlianthrop1c collaborame actJVItles (Merck & Co /WHO/Afnca model) 

• NARS Where 1s the1r comp.1rauve ad\ .1ntage, V!uch of the earher NARS - CGIAR 
partnersh1ps could be replJ.ced bv CGIAR- NGO- pnvate sector collaborauon because 
ot thc: mcenuves The defimt1on of NARS could be broadened to mclude NGOs and 
nat10n.1l umversltl<:s 

• Broud plutform~ Sc:eJ... J.IIIJ.nces bJ.Sed on well defined common goals and mterests (e g 
ICRIS ..\. T/VLS stud1es m the pJ.st) mamlv wlth umversltles and AR!s (mcludmg use ot 
S.!bb.!UC.!Is V1Sltll1g protessorsh1ps) but also w1th others 

• Nutwuul aud mtematwua/ or,Jtlllt-utlOill euguged 111 combatmg poverty \vb1le "'ARS 
have been the trad1t1onal CGP.R partners tor work on germplasm new partners need to 
be tound to mtegrate the CGI-\R , research outputs on agncultural technology mto 
comprehens1ve strateg1es to reduce poverty Bu1ldmg these partnersh1ps wlil reqlllre 
workmg wl!h mternatlonal de\ elopment agenc1es wlth broader mandates than the 
CG!-\R such as UNDP IF -\.0 FA. O WHO and the World Bank Ant1 poverty 
partnersh1ps w1\l mclude nat1onal and local governments NGOs farmers and grassroots 
orgamzatlons and the pm ate sector As part of lts soc1al sc1ence and management 
research the CGI -\R w11l be called to expenment w1th best practlces on developmg and 
workmg w1th these partnersh1ps The CGIAR cannot undertake adaptlve research m 
farmers fields but needs to be lmk.ed to other agenc1es to des1gn 1mplement and 
evaluare successfullv the fui! range ol1ts programmes 
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J ustllicatJOn 

• Shiltmg comparauve advantages m commodl!y researdt coupled wtth !be projedM 
mcreased demand for research based pohcy and legal/regulatory advice Implu:¡; 
correspondmg changes m the CGIARs collaboration. networkmg and partnerslup 
.1rrangements Upstream strategic research for staples IS expected to devolve mcreasmgly 
to N <\RS m partnership wuh '\Ris and the pnvate sector with certam CGIAR technolo¡y 
Centres playmg a brokerage role Certam CGIAR Centres can also be expected to play an 
advocacy role m mtergovemmental fora. such as IPGRI wl!h FAO/CGRFA the CBD, 
WTO/TRlPS deahng wnh geneuc resources Issues such as access benefit shanng, 
sustamable use and IFPRI or a new centre to represen! the CGIAR m fora such as the 
CSD FCCC eco deahng WI!h pohcy ISSUes m the areas of NRM and envuonrnental 
protecuon Fmally a substanual broadenmg ofpartnerships with NGOs and pubhc sector 
agencies can be expected m the fields of educauon, health, nutnuon and other sectors that 
complement the CGIAR s efforts on poverty reducuon 

• The budget of the CGIAR represents about 4% of the total funds devoted to agncultural 
research for developmg countnes lf the Intemauonal Centres plan to remam unportant 
players m 2010 they must work more m partnerships consortiums or networks 

• To enhance the Global Forum for Agncultural Research (GF AR) mission which IS to 
mobihze the world s scienufic commumty m their efforts to alleviate poverty for food 
~ecunty and sustamable agncultural development (GFAR) 

• To exploll the new global knowledge system for food ,ecunty which takes full advantage 
ot the revoluuon m commumcauon and mforrnauon technology (System Review) 

• A Significan! shift m emphasis IS needed m partnerships that go beyond a simple transfer 
ot technology extendmg from socioeconomic needs to technology and back agam 
(Conway) 

• Develop mechamsms (I e new partnerships) for the diffus10n and adopuon of altemauve 
technologies 

• Promote partiCipauon of NGOs nat10nal umvemues and farmers organisaUons m 
research pnonty settmg and Implementation 

• Decentrahze research programrnes and develop transparent-honzontal partnerships wllh 
regional nauonal and local NGOs 


