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It is my pleasure to submit to you the report of the panel which 
conducted an externa! management review (EMR) of the International Center for 
Tropical Agriculture (CIAT) for consideration of the Group; to it is attached 
the response to the review from the board and management of CIAT. This is the 
fourth management review conducted within the CGIAR, following the reviews of 
CIP, liTA and WARDA in 1983, and was held concurrently with the externa! 
program review of CIAT. 

The Group owes a debt to the board of trustees, the director 
general and the staff of CIAT for their cooperation and assistance in 
conducting the two reviews. Particular debt is owed also to Dr. Omand Solandt, 
who chaired the EMR panel, and to the panel members, Messrs. Emilio Madrid and 
Edmund Zdyb. 

The EMR panel has conducted a datailed assessment of many aspects 
of managment at CIAT. Its overall conclusion, which confirms the opinion of 
many who have observed the evolution of CIAT through the years, is that CIAT is 
a well managed center. The panel's report, by design, focuses more on the 
areas which need further strengthening thsn on CIAT's many strengths. The 
panel has chosen this approach in order to concentrate their limited writing 
time on generating a detailed document which could be .. used by the board and 
management of CIAT in their efforts to further improve the center's management 
effectiveness. 

CIAT owes its success in management to its ability to orchestrate 
the congruence of a number of important factors: 

- an active and effective board which has cordial but 
positive relationships with the director general; 

- a strong and dynamic director general who has good 
rapport with staff and an effective decentralized manage
ment style; 

- a well balanced top management group with a good communica tion 
network within the center; 
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- good human resource management of all 
categories of stsff; 

- cordial relations with the Government of Colombia; and 

-a tslented group of well-motivated researchers. 

Thus, the board, management and the staff of the center are well justified in 
having pride in their institution. 

The panel's emphasis in its report, as -noted above, has been on 
identifying areas which need further strengthening. These mainly include 
management of the finance and administration directorate and the operations of 
the board. 

In the area of finance and administration, the panel feels that 
working relationships and communication between the research, and finance and 
administration stsff should be further improved. There is also an apparent 
need to decentralize authority and responsibility from the director of finance 
and administration to the managers of various units within the directorate. 
Other recommendations in this area relate to improvements needed in the 
integration of computers, interna! auditing, and supply management. (See pp. 
vi and vii for the summary of the panel' s recommenda tions.) On board 
operation the panel has made a number of useful suggestions, notsbly for 
improving the functioning ·of the audit committee. 

The board and management of CIAT have been extremely receptive to 
the recommendations of the management review. CIAT's board met in May, shortly 
after the completion of the review, and took immediate action on a number of 
the panel's recommendations. The attsched response from the board and 
management of the center shows that of the forty or so recommendations, 
suggestions or observations in the EMR report, more than half hsve been either 
fully or partially implemented immediately after the review, and on the 
remainder the center is in.full agreement with the panel. 

Clearly the Group should commend the board and the management of 
CIAT for their responsiveness to the suggestions of the EMR panel. The actions 
the center has tsken as a result of the review demonstrate the receptiveness of 
CIAT tO constructive criticism and represent important steps in further 
improving the management effectiveness ·of a good research organization. 

One of the recommendations of the EMR panel points to the need for 
upgrading the managerial skills of staff in management positions at CIAT. The 
EMR panels on IFPRI and ICARDA hsve also flagged this as an importsnt· unmet 
need. As the CIAT EMR panel has observed, this issue can perhsps be approached 
best through management training courses which are tailored ·to the needs of the 
international agricultura! research centers. The Secretsriat is investigating 
various alternatives and plans to discuss these with the center directora and 
board chairmen irt the near future. 
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In conclusion, we recommend that the Group take the following 
action in connection with the EMR of CIAT: 

(1) commend CIAT's board and management for their 
past successes in building an effective and well
managed institution, and· for their prompt action in 
the management area immediately after the completion 
of the externa! management review; 

(2) request the CGIAR Secretaria!: to accelerate its in
vestigative work in the management training area and, 
after consultations with the center directors and board 
chairmen, report back to the Group in a year's time on 
the agreed course of action. 

We believe this review has been extremely useful to CIAT. In 
addition to benefiting ftom the panel's observations, it has allowed the center 
to conducta self-assessment of its own management effectiveness. This appears 
to be one of the important by-products of such reviews. 

SO:PG:pml 

Attachments 

~~ 
Curtis Farrar 
Executive Secrecary 
CGIAR Secretaria!: 
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The CIAT Board and Management commend the CGIAR Secretariat for the 
selection of the qualified Externa! Management Review (EMR) Team, well 
balanced in terms of vast research, personnel and fiscal management 
experienc·e. We also commend the team members for their great diligence 
and dedication which made· it possible for them to cover so many· areas of 
the ·Gen ter so thoroughly, resulting in a rigorous appraisal e!ucidated in 
a comprehensive and useful report. In addition to the written report, 
the team also made a verbal presentation at a meeting of the CIA T 
principal staff and responded to .questions and comments by the staff. 
This was very much appreciated by the staff of CIAT. 

The CIAT Management, the Board Audit and Executive Committees, and 
the full Board of Trustees have thoroughly discussed the EMR Re_port 
with each other and with the EMR team chairman and are in general 
agreement with the overall conclusions of the report and the 
recommendations contained therein. Many of the actions recommended 
have already been taken. The remainder of the deficiencies· noted are 
in the process of being corrected. The Center1s responses to specific 
recommendations, suggestions and observations are summarized in the 
attached table. 

We are in full agreemerit with the EMR team's overall philosophy that a 
research center such as CIAT should strive for an appropriate balance 
of minimal bureaucracy with adequate controls. To the degree that this 
review highlighted areas in this balance which could be improved it has 
been a useful exercise- and we are grateful. 

Respectfully submitted, 

i rector- General Chairman, Board of Trustees 

~;C7,1N~A~T~R;O~P~--------------------~To~·o~e•~,:0~57~6~9~.C~I~A~T:C~O~---------------------------~-----------
Tel8fono Conmutador 680\\l 





EXTERNAL MANAGEMENT REVIEW: CIAT ACTIONS TAKEN, OR PROPOSED TO BE TAKEN 

IN RESPONSE TO RECOMMENDATIONS 

Chaptcr I: The Board of Trustees 

(R) That, when a Board member leaves befare completing 
his. term, the new member be appointed for the 
remainder of the incompleted ter m, and then be eligible 
for two more three-year terms. 

(R) That, sin ce lt was not the intention oí the Board to 
lnvest rcsponsibility for budget approval and for 
relating the program to the budget in the Audlt lo 
Finance Commltlee, the title of the commlttee be 
changed to 11 Audlt Commitlee." 

(R) Thal, in arder to incrcase the effectlve use of the 
Interna! Audit, 

-the Interna! Audll staff receive trainlng in Elcctronlc 
Data Processing (EDP) audit procedures and further 
trainlng in operational auditing befare expandlng their 
program In EDP; 

-a longer range plan be made for Interna! Audlt 
coverage of all CIAT operations, i,e., lndudlng 
operational reviews of' thc management processes at 
the research program leve!. A 4-year cycle is 
suggestcd. 

(H) = Reconimcndation¡ (S) = Suggestion¡ (O) = Observ,ations 

Thc Board agrecs with thls assessment. However, 
changing the by-laws is a quite compllcated procesa. 
Since the situatlon has rarely occurred In the past, the 
Board has agreed to walt with implementing this 
recomemdation until it can be included along with other 
modifications needed il' the future. 

The Board agrees that the main budget discussions are 
held in the deliberations of the Board itself, and in its 
Executive Committee, and that the Audit & Flnance 
Committee has essentially an audit function. Hence, at 
its XXIII Meeting, the Board of Trustecs passed a 
resolution lo change the name of the Audit l. Finance 
Committee to "Audit Committee. 11 

The interna! audit staff has rccently completed an initial 
two-wcek course in interna! audit procedures in relation 
to EDP. IBM, Price Waterhouse, and Peat Marwick 
Mltchcll (PMM) have been approached regarding the 
possibllity of any one or a combination of these 
organizations to organize two additional one-week courses 
on lhls subject matter to be held somcthne In 1984. 

In early M ay, the Interna! Auditor prescnted to thc 
Director General and the Audit Committec a comprehenslve 
4-year· auditing plan which envisages to cover all CIAT 
operatlons as recommended by thc ,EMRT. This plan was 
approved and will enter its operational phase on 
1 .Tune 1985. 



-lhe Interna! Auditor, after dlscussing hls report wlth 
the auditee, lncorporate In hls report to the DG hls 
recommendatlons together wlth agreed proposals for 
remedia! actlon and a tlmetable for implementatlon, 
and that copies of the report go to the DG, the 
auditee and hls supervisor, the Director involved, 
and the Audit Committee and Externa! Auditora. 

( R) That CIAT Management rectify, in 1984, any reportad 
weaknesses in lnventory, and fixed assets. 

(R) That greater attention and commitment to action on 
observations in management letters be undertaken by 
both CIAT Management and the Audit Commlttee with 
the goal of avoiding any repetition of recommendations. 

(R) That CIAT Management prepare a full and detallad 
report for the Audit Committee and the Board of 
Trustees with respect lo CIAT's financia! commitments 
to the apartment houslng project being constructed by a 
group of CIAT staff members, the rlsks that are 
involved, and the measures that ha ve been taken to 
mlnimlze these risks, especially during constructlon, 
and to obtaln an independent legal oplnlon to make sure 
thal all re.asonable prolective measures are belng taken. 

(R) That the Nominating Committee be constituted by three 
members of the Board chosen by the Chairman from 
among the long service members who are not candidatas 
for the chalrmanship, and that the present Nomlnatlng 
Committee consisting of the Chairman, the 
VIce-Chairman and the [)lrector General continua to 
funclion to propose new· Board members. 

(lt) = Recommendation: (S) = Suggestion: (O) = Observation 
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The prevlously existlng procedure for reporting by the 
Interna! Auditor was modified and ls now In full 
agreement wlth the recommendation by the EMRT. 

Agreed. Plans are in place to remedy In the course of 
1984 weaknesses ldentified by the Externa! Auditora In 
inventory and flxed a!lsets. 

Agreed.• It must be considerad, however, that 
concelvably there are observations/recommendatlons· by 
the Externa! Audltors which, in order to be Implementad, 
mlght requlre signlficant lead time and/or other resources 
which could de la y tlmely compilan ce.· In additlon, lf 
clrcumstances warrant it, the Board and Management 
may disagree wlth selected recommendations and not adopt 
them. 

A full and detallad report on the apartment building 
project, includlng an independent legal opinlon regardlng 
reasonable protective measures, was preparad and 
presentad to the Audit Commlttee and the full Board of 
Trustees, to thelr complete satlsfaction. 

The Board agrees with this recommendation, and, starting 
wlth the XXIII meeting, has _lmplemented lt. 



(R) That the prohlbltion to renew the term of the Secretary 
lo the Board be removed, and that the Secretary to the 
Board serve for an indéflnite term at the pleasure of 
the Board. 

(R) That all Board meetlngs be numbered consecutively, and 
that each committee have lts own separately numbered 
series of meetlngs ¡ that a suitable code be u sed to 
identlfy all papera that are presented to, or discussed 
at, each Board or Committee meeting¡ .and that a list of 
members present and members absent appear on all 
Board and Oommlttee Minutes. 

(R) That the quest to attain adequate status of CIAT as an 
lnternatlonal agency contlnue to be pursued with vigor 
and dispatch. 

(R) = Recommendation¡ (S) = Suggeslion¡ (O) = Observatlon 
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The Board has removed the time limit on the lerm of the 
Secretary. A Resolution to that effect was passed at the 
XXIII Meeting of the Board. 

Thls recommendatlon has been fully adopted at the XXIII 
meeting of the Board. 

The CIAT Board and Management, the co-sponsors of the 
CGIAR, and a"ppropriate Colombian Government authorllies 
are continulng their intenslve efforts to develop an 
agreement whlch is acceptable to all parties lnvolved and 
would grant CIAT appropriate international status. 



Chapter 11: The Director General and hls Interna) Communicatlons 

(S) That CIAT Management look crltlcally al the subject 
matter which ls addressed by any Integral management 
orlented commlttees it may establish, to ensure that 
CIA T managers contln1,1e to exercise thelr delegated 
responslblllty and authorlty. 

(R) That the CGIAR lnvestigate the posslblllty of settlng up 
management tralnlng courses wlth a curriculum tallored 
to meet the needs of the Centers. 
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CIAT Management is very much aware of the lmportance 
to assure that lts participatory declslon making through 
lts committee system w111 not infringe on the 
responslbilitles and authoritles vested In CIAT managers. 
Throughout the several years of CIAT experlence with its 
committee structure, this has never proved lo be an lssue 
or- difficulty. CIA T will continu"e lo strive lo ensure that 
committees will not lnterfere with lh!! declslon making 
lntegrlty of its officers. 

CIAT would be happy to use IARC oriented management 
trainlng courses in which its management personnel could 
particlpate. CIAT endorses this recommendatlon and has 
been seeklng such courses. 



Chapter 111: Finan ce & Admlnlstration 

(R) That the DFA reassess the activities of the 
Adminlstrative Procedures Department to ensure 
evaluation of procedures and possible streamllnlng. 

(R) That the Admlnlstratlve Systems Department consult 
wlth management "users• of the S/36. 

(R) That a contlngency plan be developed for delays wlth 
S/36. 

(R) That the Admlnlstratlve Systems Department prepare 
pollcles for development of computer appllcatlons. 

(R) That outside EDP services be contracted to provlde 
addltional expertlse, and that lt be consldered to 
lnvolve outslde audltors. 

(R) = Recommendation¡ (S) = Suggestion ¡ (0) = Observation 
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Prior to preparation of new detailed procedures, actual . 
operations are carefully analyzed and slmplified where 
possible. The Purchasing Manual whlch was contracted 
with PMM was very detailed and complete and has already 
been revised severa! times. New Manuals for other areas 
ha ve be en slmplifled. 

In areas such as accountlng, budget, and payroll, In 
whlch experience of other organlzatlons ls of value, 1t ls 
both more cost effective and qulcker to purchase software 
packages than to develop new packages. These packages 
offer sufflcient flexlbllity for management reporting to 
meet any antlclpated needs. Consultations have now 
started wlth Dlrectors, Coordina tora and others on the 
format and content of reporta as well as additlonal 
lnformatlon requlrements. 

Although by tbe time the Board met ln early May severa! 
software packages had already been successfully mounted 
on the S/36, thus reduclng the need for fallback 
posltions, a contlngency plan has been presented to, and 
approved by, the Audit Commlttee. 

A manual for operatlon of. the S/36 has been prepared. 
Purchased software packages come with documentation. 
Drafts of policies for ln-house applications are being 
prepared. A plan for developments in the next three 
years wlll be presented to the nl'xt meeting of the Audlt 
Commlttee. 

A contract wlth PMM to assist the Admlnistrative 
Procedures Department has beim uscd also· to help with 
EDP. Management will study the need for additional 
assistance. 



(S} That Management conslder and prepare for the 
slgniflcant differences between batch and on-line data 
processing. 

(S) That a step-by-step approach be consldered to 
lmplement procedures, lmproved controla and new 
systems. 

(S) That the title of the Admlnlstratlve Systems 
Oepartment be changed. 

(O) Observatlon •that there are no notlces on emergency 
measures In the houslng area. 

(O) Observatlon that "housekeeping• in the warebouse could 
be improved. Sorne minar discrepancles in tbe Kardex 
system were observed. 

(O) Observatlon that Inventaries are high and 
(R) recommendatlon that the Audlt Commlttee examine figure 

for obsolete m a terlals every year. 

(R) = Recommendation; (S) = Suggestion; (O) = Observatlon 
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Management .ls aware of the problem and ·ls taking 
measures to minlmize their effect. Training programa for 
appropriate personnel are underway. 

As noted by the MRT, processes on-llne are so different 
from batch processes that a step-by-step approach is no.t 
practica! and would be an unnecessary compllcation. 
Nevertheless, where lt ·¡s indlcated it wlll be followed. 

A new title will be adopted when the Oepartment is 
merged wlth the Admlnlstratlve Procedures Oepartment. 

A review of safety and emergency procedures wlll be 
carrled out and improvements made as necessary. 

Work is well advanced 
In the Kardex record. 
to "housekeeplng. • 

on up-datlng ihe locatlon of ltems 
lncreased attention wlll be glven 

The MRT noted that inventaries were down but stlll hlgh. 
Thls enables more items to be delivered from stock as 
recommended In the next recommendation. The MRT say 
they understood at least US$200, 000 was obsolete. In 
fact about US$200,000 of Inventaries have been ldentlfled 
as slow moving but not necessarily obsolete. Spare parts 
are kept for a vast variety of equipment, sorne of which 
may never be needed but must be kept on hand. 
Facilities for separating, controlllng and disposing of 
surplus material ha ve recen ti y been completed. These 
wlll help to decongest the warehouse and help the 
disposal procesa. 



(0) Observation that the performance of the Supplies 
Departmen t could be lmproved by: 

1) dellvering from stocks; 
Z) being practica! In obtalnlng quotatlons; 
3) improving communication with UNITEX. 

(R) That the advantages of a change In the organlzatlon of 
the warehouse be examined. 

(O) Observation that a more positive attltude needs lo be 
developed within Finan ce and Admlnistratlon. 

(H) That the DFA be encouraged to continue lnltiatives to 
11 reach out" to Programa. 

(R) = Recommendatlon; (S) = Sug¡¡estion; (O) = Observatlon. 
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1) wlth 15,000 ltems In stock a large part of programs' 
needs are lssued from stock and wlthln Z4 hours. A 
dellvery service for orders up to 1000 kg was 
recently started. Wlth computerlzatlon 
delivery times can be further lmproved; 

2) changes ha ve been made to In crease the val u e of 
ltems bought for cash and quotation requlrements 
have been slmpllfled; 

3) UNITEX has been lnvited to submlt a propasa! for the 
improvement of the exlstlng contract ¡ also 
regular vlslts to CIA T ha ve been agreed u pon for the 
purpose of dlscusslng problcm cases and for general 
coordina tion. 

The change suggested is one of severa! which Management 
had under consideratlon at the time of the Management 
Revlew. Computer software which has now been 
contracted can handle severa! different approaches. 

Efforts are constan tly belng m a de to improve servlces 
while at the same time satlsfylng donors' and auditora' 
requirements. Speciílc ltems of general interest are 
addressed at Divlslon-internal staff meetings; in addition 
regular meetlngs wlth spcclflc sub-groups lo discuss 
problem areas and ldentlfy solutions ha ve been instituted. 

Thorough discussions with t_he DFA regarding this aspect 
have been held. As a result a series of improvements, 
such as noted above, ha ve airead y been, and will 
continue to be lnstituted. 



(R) That the DFA accelerate delegation to his team. 

(R) That the DFA develop a set of pollcies and guidelines 
for Speclal Projects for use by scientists In pursulng 
research proposals. 

(R) That the DFA develop orlentation programa for Speclal 
Project personnel to be posted overaeaa. 

(R) That the budget document show activitiea at other 
al tes. 

(R) That the budget document lnclude operational plana for 
admlnistrative and general support functlons. 

(S) That costs in self-supporting functions be examlned for 
posslble savings. 

(R) = Recommendatlon·¡ (S) = Suggestion ¡ tO) = Obaervation 
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During the period of majar change in the last year and 
untll new staff find their feet, certaln tasks, e.g., 
budget preparation, have been performed by thoae moat 
familiar wlth the subject. The process towards lncreased 
delegation has airead y atarted, and once thlngs settle 
down addltional delegation to the proper leve! can and will 
be accompllshed. 

Thls will be done although lt is important that the 
Finance !. Administration staff be involved at approprlate 
stagea In the negotiat!on of Special Projects. 

Each special project tends lo be dlfferent¡ but to the 
extent that there are common elements, e. g., caah 
management, a program will be developed. A special 
meeting called by the DFA with all outposted staff for 
this purpose took place on the occasion oí the most recent 
interna! program revlew. 

The dlvlsion of activities between sites is not always clear 
cut¡ however, to the extent possible, the budget will 
show inputa to each aite. lt la also planned to show 
budgeta and expenditurea by functional activlties. 

More detaila of thia nature will be given in future 
documenta. 

Management is aware of the need to examine these costs 
and sorne of the new computer applications wlll assist In 
improvlng cost-accounting procedures. 



Chapter IV: The Research Support Units 

(R) That a study or studles be lnltlated as soon as posslble 
to explore the optlons for developlng and adapting the 
Seed Unlt into a more autonomous unit, wlth the hope 
that by doing so it might be possible to attract 
addltional sources of fundlng, increase income earnlng 
opportunities, and expand operatlons without being a 
drain on CIAT's core resources. 

(R) = Recommendation: (S) = Suggestlon¡ (O) = Observatlon 

' 
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A nearly ldentical recommendation was made in the report 
of the EPR (Paragraph 435 in EPR Report). Thls 
recommendation was fully accepted and a mechanlsm for 
the study described. A detailed description of the CIA T 
positlon on this issue ls contalned In n CIA T Commen taries 
on the Report of the Second Externa) Review. 11 



Chapter V: The Research Programa 

(S) That the structure of the organlzatlon at the Director 
leve! be examlned in thé light of lncreasing 
decen tralization. 

(S) That free personal lntercommunlcatlon be encouraged at 
all levels between research program personnel and 
people In Finance and Administration to improve mutual 
undersanding of respective needs, especially with 
regard to financia! reportlng and· supplies. 

(R) = Recommendation¡ (S) = Suggestion¡ (O)= Observation 
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A similar suggestion was made by the EPR. In response, 
the Director General--in consultation with the 
ExCom--engaged in a thorough analysis of available· 
alternatives. The result of this analysis is a proposal for 
a redistribution of responsibilities between the two 
program directorates. One will have administrative and 
technical oversight responsibilities for both research and 
international cooperation activities of the Bean and 
Caasava Programa, along with center-wide responsibility 
for international relationa with countrles in Africa and 
Asia¡ the other will have administrative and technical 
oversight reaponsibilities for the Rice and Tropical 
Pastures Programa and center-wide international relations 
responaibilities for countrles in the Weatern Hemisphere. 
These propoaed changea are to be implemtend on 
1 September, 1984. 

The peraonnel In all financia! administration sections of 
CIAT has beeR encouraged to slgnific.antly increaae 
direct, lnterpersonal contact with their clients 
throughout CIAT and to make a dedicated effort to find 
out, and be interested in, their needs and expectations¡ 
and to try to provide services so as to meet these needs. 
On a parallel baaia, staff at all le veis in research and 
support programa have been encouraged to try to 
understand the requirements on the part of · the personnel 
in financia! services, and to act in accordance with these 
requirements. To improve communication between supplies 
and the user communlty, an ad i:loc committee consisting 
of representatives from both groupa has been established 
which is to meet on a periodic basis to discuss problems 
and identlfy solutions. 
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REPORT 01! 'liiB EXTERIW. MANAGEKENT KEVIEW TEAM 

This report contains the resulta of a Mahagement Review of the 
Centro Internacional de Agricultura Tropical (ClAT) that was cómmissioned for 
the Consultative Group for Agricultura! Research (CGIAR) by its Secretariat. 
It·should be read in conjunction with the report of the Externa! Program 
Review (EPR) Team which simultaneously conducted a complementary study on 
behalf of the Technical Advisory Committee (TAC) which advises the CGIAR on 
programa. The dividing line between the work of the two teams is not easy to 
define and some of the interfaces between the Reviews are in areas of great 
importance. The effort to avoid any gaps between the two reporta has almost 
certainly resulted in some minor overlapping, 

To avoid unnecessary duplication this report contains a very brief 
description of ClAT as an institution. The reader interested in greater 
detall should consult the EPR Report. 

To save space initials or acronyms are used extensively. In eacb 
case the first time a name or title is used it is given in full and followed 
by the acronym in brackets. A glossary of initials is included in Appendix 
v. 
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cspscity for interna! review and improvement. lle feel confident that the 
next review will show that CLAT will have more than kept pace with the 
growing demanda of its mandate. 
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management reviews without attempting to 1mpose their ideas on the team. The 
EMRT wish·co expresa their gratitude to the Secretarist for their wise 
guidance and active and friendly help. 
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IIITRODDCTION 

. CIAT is a rapidly evolving, living, and lively institution. This 
report presenta a single and probably somewhat blurred picture of this 
rapidly moving organism. Consequently, a little.history is needed to 
describe where the institution has come from and where it seems to be going. 
This introduction is intended only to give some general impressions. 

CIAT was founded just over 15 years ago by the Rockefeller and Ford· 
Foundations. The International Rice Research Institute (IRRI) in the 
Philippines and the Centro Internacional de Mejoramiento de .Maiz y Trigo 
(CIMMYT) in Mexico had begun to show great promise, so the two Foundations 
decided to establish CIAT in Colombia for Latin America and the International 
Institute for Tropical Agricultura· (liTA) in Nigeria for Africs. IRRI had 
been given a clear cut global mandate for rice and CIMMYT for wheat and 
maize. Both CIAT and liTA were planned as regional centers to do research on 
farming systems of special importsnce to the ve~ poor farmers in their 
areas. Both started with secure funding, expansiva plans and firm direction 
from the Foundations. They were conceived as major research centers and were 
provided with ample land and buildings. 

Experience soon showed that CIAT's program was too diffuse. Over 
the years the program was progressively narrowed until it now focuses on four 
commodities: rice, beans, cassava and tropical pastures. Its activities are 
carefully planned to support National Programs and include training and 
provision of seed. The ea rly emphasis on animals an:d animal diseases has 
almost entirely disappeared. A herd of 4000 csttle rematas at Carimagua as a 
means of measuring yield and nutritional value in the Tropical Pastures 
Program. The herd is also a minar source of revenue. 

Emphasis on working with and through National Programa has always 
been strong. Training, although its natura has changed ovar the years, is 
still sean as a majar means of strengthening these na tional programa. 

Until recently CIAT did no major work outside Latin America even 
though ita principle mandates for beans, csssava and tropical pastures 
imposed no geographical limitations. In the lsst few years it has steadily 
increased its activities in Asia and Africa. 

It has also continuad to take new scientific and technicsl 
initiatives including the increasing use of tissue culture in the Cassava 
Program and exploration of practica! applicstions of mycorrhiza. 

This evolution of CIAT has been guided by a strong Board of 
Trustees anda dynamic and effective Director General (DG). In recent years 
the effectiveness of the Board has been increase_d by refinements in the 
committee structure and especially by the addition of an Audit and Finance 
Committee. 
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THE EliTERNAL MANAGEKE!lr REVIEW 'IEAH 

¡he External Management Review Tea~ (EMRT) 
Solandt, Chairman, Emilio Madrid and Ed~und M. Zdyb. 
in Appendix I. 

consisted of Oaond M. 
Brief biographies are 

Management reviews within the·CG Syste~ are still in the experi
~ental stage. this is the fourth formal management review. The first was 
done st CIP in February 1983, the others were in II~ and WARDA later in 
1983. The terma of reference for mansgement reviews and the instructions to 
the management review teams hsve evolved rapidly during this year. The teros 
of reference thst were prov1ded for the present review are given in Appendix 
n. 

The Review Tea~ was appointed in Nove~er and Dece~ber 1983 and the 
~embers were provided with extensiva documentary background material early in 
January 1984. Two of the EMRT (OMS and EM) atteD<Ied the CIAT lnternal Review 
fro~ January 30 to February 3. On Saturday, February 25, the whole Team met 
in Miami to visit UNITEX INTERCORP a small private company which acts as 
purchasing agent for much of CIAT's buying in the United States and Europe. 
The main work of the EMRT began at CIAT on Monday, February 27. The original 
plan was thst the work of the EMRT should coincide with that of the External 
Progrsm Review (EPR) Team from March 5 to 23. This was later moved forward a 
week to run from February 27 to March 16. In the original plan the EMRT was 
to report to both the Audit and Finance Committee and the Executive Committee 
when they both met on March 22-23. It later appeared thst prior commitments 
prevented John Dillon, the Chairman of the Audit & Finance Committee from 
being present at thst time. The Director General (DG) and the CIAT Board 
decided that they would prefer to have the Management Review Tea~ report 
ready for Professor Dillon to read on Wednesday, March 14 for discussion on 
Thursday, March 15 prior to his departure on the 16th. The Tea~ ~et this 
earlier deadline with only a moderate consu~ption of midnight oil. 

The EMRT began with a brosd survey of CIAT management at top and 
intermediate levels to identify areas that seemed to warrant study in greater 
depth. Difficulty was encountered in obtaining sufficiently detailed 
information in a few of these areas and this slowed our progresa. As a 
result we were not able to return to all important areas to delve more 
deeply. These include especially budget analysis, financia! details such as· 
treatment of inflation and devaluation, and a careful search for functions 
which could be made more cost effective. We believe that this limitation on 
our review has not resulted in any important points being· missed. 

The primary aim of the Team has not been to expose past short
comings but to give critical study to past actions in order to try to make 
suggestions thst will help to ensure better operations in the future. ln 
making the suggestions and recommendations which follow the EMRT seeks to 
help in improving sn already effective interna! management system, including 
research management, sdministration and finance in order to achieve sn even 
more cheerful, effective, efficient, and productiva team effort. 
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PBEFACE 

A close-up view of CIAT from a management point of view discloses a 
very dynamic, active and apparently successful internacional research 
center. The report of the Externa! Program Review which evaluates the 
quality and relevance of CIAT's reseach programa testifies to its success in 
achieving excellence in this even more important measure of success. 

From a purely management point of view there are many evidences of 
success. Over the past years the program has been extensively changed to 
focus resources more effectively to meet carefully considered priorities. 
This has been done under the DG's leadership but with full participation by 
the Board, the Progrsm Committee and the senior research staff. 

The pattern of organization that has resulted on the research side 
has been built around available staff and has worked well but will need 
modification to meet the demanda of the future. 

On the Finance and Administration side'the situation is notas 
satisfactory. The Board recognized that there were problema in this area at 
least.as early as 1981. In 1982 it appointed an audit and finance committee 
and strengthened the role and the staff of the internal auditor and appointed 
A.V. Urquhart, the former Controller, as Director of Finance and Adminis-

. tra tion (DFA) (a new position). The discovery, la ter in 1982, of financia! 
irregularities confirmed the wisdom of these actions. Extensive remedia! 
action followed. In Harch 1983 a new Controller was appointed and in April a 
new Head of Purchasing. 

CIAT like many of the other Internacional Agricultura! Research 
Centers (IARCs) has had a long and difficult struggle to integrate computers 
into its organization. As a result the accounts were in 1983 being done by a 
batch procesa on the central IBM 4331 Computer. In August 1983 the DFA 
engaged an experienced computer expert to head a new Administrative Systems 
Group which was to provide a final recommendation on a system for the 
management of financia! and administra ti ve data. They recommended the use of 
a separate computer and were then asked to select, install and operate the 
new computer for use primarily by finance and administration. This group was 
temporarily reinforced by an Administrative Procedures Group to write 
Man~ls. In September 1983 an IBM System 36 computer was ordered for 
delivery in March 1984. 

As this report shows all this remedial action has not yet had full 
effect. Much of the critical comment in the report is devoted to suggestions 
for accelerating the procesa. Most of the situations that are criticized 
were known to.Management and the Board and should be effectively dealt with 
by the remedia! actions already initiated. 

In spite of these problema the Financia! and Administrative side of 
CIAT has continually been able to deliver most of the support needed by the 
research programa. The handling of personnel matters by Human Resources has 
been outstanding. Farm management, food and housing, station maintenance, 
transport and other support services all deserve praise. 

CIAT's past accomplishments have been great and our study has 
revealed nothing that cannot be speedily corrected to ensure continuad 
success. 
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SUHMARY OP RECOMHENDATIONS 

ldeally the report of a management review would describe in equal 
detall both what was found to be good and worthy of praise and what was less 
good and could be improved. This summary mentions .mainly those areas where 
improvement seems to be necesary or at least worthy of consideration. 

In the body of the report there are some well deserved words ~f 
praise but no attempt has been made to mention ever thing that is praise 
worthy. An already over-long report would have become interminable. "No 
newa" can be taken as "good news". 

Chapter I - The Board of Trustees and I ts Collllllittees 

Several useful suggestions are made for improving the operations of 
the Board. These include details of member's terma (Page 1) dropping the 
word Finsnce from the title of the Audit and Finance Committee (Page 3) 
changing the composition of the nominsting committee (Page 9) appointing the 
Assistant to the DG as continuing Secretary of the Board (Page 9) and 
numbering Board and Committee meetings and identifying papera that are 
discussed at these meetings (Page 10). 

Under the discussion of the Audit Committee (Page 3) are listed 
aome actions that could be taken to improve the interna! audit. These 
include training for EDP and operational auditing, preparation of a four year 
audit plan, and an improved procedure for dealing with Audit reporta. 

More important actions that must be undertaken by the Audit 
Committee include: (1) (Page 7) Aak management to prepare a plan to rectify, 
in 1984, reported weaknesses in interna! controla, inventory and fixed 
assets. Monitor progresa. (2) Study each annual management letter from the 
external auditora. Ask management to prepare plana to remedy any defi
ciencies and get progresa reporta until the task is complete; (3) (Pag~ ~) 
Ask management to prepare a full report on the progresa of the apartments now 
under construction by the ataff, including full detaila of CIAT's contribu
tion and how it is being protected. 

The importance of achieving adequate status as an internationsl 
agency is re-emphasized (Page 11). 

Cha pter 1 I - Tbe Director General and Bis Interna! COIIIIIIUilica tions 
and Senior Staff ltlnagement 

Commends the DG for his exce11ent communications and makes several 
suggeations but none individually warrant inclusion here. 

Cbapter III - Pinance and Admf.nistmtion 

The Director of Finance and Administration should re-assess the 
methods and approach used in bis department (Page 20). A series of important 
suggestions are made to facilitate the introduction of the System 36 computer 
in Finance and Accounting (Pages 20-22). Problema in the Supply Section are 
discussed and remedies suggested. A possible change in method of operation 
is outlined for future consideration. 
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There is a need to further icprove the service and team philosophy 
vithin Finance and Administration (Page 28). Operacional issues should be 
handled at appropriate lower staff levels rather than by the DFA (Page 29). 

Guidelines should be developed for the use of Senior research staff 
in discussing financial and administrative issues during the negotiation of 
special projects or contracta (Page 31). 

An orientation program on· financia! and administrative matters for 
staff being outposted 'WOuld be useful (Page 31). 

Budget documenta should include more detailed information on 
program activities <it sites other than Palmira and on the general support 
functions as affected by program changes (Page 32). 

Units that shov regular annual cycles in their spending should 
prepare monthly spending targets accordingly (Page 32). 

Cbapter IV - Tbe Researcb Programs 

The structure of the organization at the Director level should be 
examined in the light of increasing decentralization (Pages 34-35). 

A summary of comments on the programe is on Pages 37-38. 

Cbapter V - Tbe Research Support Units 

These are generally commended. 





CBAPrB1l I. tiiB BOABD OP 1'RDSTEBS AliD ITS C:OMKITrEBS 

Board of Trustees 

Chapter III, Article 8 of the By-Laws of CIAT states: "The Center 
shall be under tbe direction of the Board of Trustees and of an Executive 
Committee of that Board," Article 9 provides that the Board should consist 
of no more than 17 members, 4 of whom are ex-officio: the Colombian Minister 
of Agricultura, the Rector of the National University, the Director General 
of tbe Instituto Colombiano Agropecuario, and the Director General of the 
Center. Of the remainder at least nine sball be elected by the actual 
memhers of the Board and also at least one shall be a citizen of Colombia. 
;ln 1981 the Board, by resolution, agreed that the CGIAR would have tbe right 
to propose three candidatas for Board membership. These would then be 
automatically appointed by the Board. Since the nominations are only made 
after full discussion with the Board, this provision has not created any 
problema, 

The Board membership seems to be well balanced and to have adequate 
regional representation. Aetion has already been taken to broaden this 
representation as programa spread to new regions. There are now members from 
Asia and Africa. The number of ex-off1c1o memhers from Colombia is unusually 
larga but works well, The appointment of a woman member has apparently been 
welcomed by everyone. 

Recommendation: 

Hemhership on the Board is for tbree yeara once renewable. A 
member can serve a third term after being off the Board for two years. A 
minor but potentially troublesome provision 1n tbe by-laws is tbat, when a 
Board member leaves before completing his term, a replacement 1s appointed at 
tbe nezt meeting for a nev tbree-year term. Tbe correct procedure· is that 
tbe nev member is appointed for tbe remainder of the incompleted term and 1s 
then eligible for two more three-year terma. If tbis provision 1s not 
included a situation can easily arise where an excessive proportion of Board 
members reacb tbe end of their term 1n the same year. 

The Chairman and Vice-chairman are elected by the Board of Trustees 
for a two-year term and each may be re-elected for an additional term of two 
years or until the end of his or her six-year term as a I!Qard member. The 
Board mua~ meet once ayear and the quorum 1s a msjority (one-ball plus one). 

Unfortunataly, 1n spite of determinad efforts by both the Board and 
tbe Team, the EMRX has had little chanca to interact with the Board. The 
Chairman had a brief meeting with the Chairman of the Board in Washington 1n 
November 1983 and several later telephone conversations. He also spent an 
hour with the Program Committee and the new Board members at the time of the 
Internal Review. We also had a lunch meeting with tbe Chairman Emeritus and 
a telephone conversation with the Chairman, Our msin contacta were extensiva 
discussions with the DG before and after writing our report and full 
discussions with the Chairman of the Audit and Finance Committee after he had 
read our draft report. We also had ready access to the Minutes of the Board 
and ita Committees. 
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As a result of this input, especially from reading minutes, we have 
concluded that the Board has taken an active and effective part in forming 
policies and in discussing matters brought to it by the Chairman and the DG, 
It has been especislly active on Program and Budget matters. During the last 
two years it has, through the Audit and Finance Committee, played a more 
active role in monitoring administrativa and audit problems. 

The Board's relationship with the DG appears to be cordial and 
productiva. It has not been a passive relationship on either side, views 
have differed, disagreements were not uncommon and discussions lively but 
it has been a productiva relationship. 

The present Chairman has made a very substantial contribution to 
the work of the Center. He has devoted far more time to the task than is 
usual and has made extensiva contacta among the staff. 

The problema surrounding the financial irregularities discovered in 
1982 and the many decisions required in connection with long range planning 
and geographic expansion have put a special burden on the Chairman, the Board 
and the DG. These strains have made it especially difficult always to 
maintain the delicate distinction between the policy making function of the 
Board and its Chairman and the management responsibilities of the DG. 

The Executive Committee 

Article 14 of the by-laws provides for a seven man Executive 
Committee (with a quorum of four). Its functiona "ahall be determinad by 
means of resolutions of the Board of Trustees." 

At its meeting on July 22, 1974 "The Board, in Resolution No. 4, 
authorized the Executive Committee to act in its behalf on all matters 
requiring action between regular and special meetings of the Board with 
the ExCom to report its actions to the Board", Exceptions were made for 
policy matters where the by-laws specifically required Board action or where 
the ExCom decides that full Board action is desirable. 

We were informad that the Chairman plans to present a paper to the 
May 1984 meeting that will redefine the role of the ExCom. 

The by-laws do not provide for any other standing committees nor do 
they provide any specific authority for the establishment of committeea. 
Nonetheless ·the Board, by Resolution No. 3 at the same meet-ing "estabU.shed 
two standing committees of the Board: a) Budget and Finance, and b) 
Program. For the time being the Executive Committee will act as the Budget 
and Finance Committee.· 

Perusal of past minutes indicates that the Executive Committee has 
been active and effective in a wide range of financial and administrativa 
matters. In 1983 the Chairmen of both the Program and the Audit and Finance 
Committees were on the Executive Committee so it was in a position to 
coordinate matters going to the full Board. 
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The Program Committee 

The Program Committee consista of six Board members appointed by 
the Chairman of the Board. General guidelines for the operation of the 
Program Committee were laid down by Howard Steppler, the first Chairman of 
the Committee, in February 1975 when the Committee began work. At the 1982 
meeting the CIAI Board approved a new outline of objectives and operational 
procedures which was presentad to the Board by Martin Piniero, the current 
Chairman of the Program Committee. This excellent paper appears as Appendix 
IV to the Minutes of the 1982 Board meeting and emphasizes that the Program 
Committee is an advisory committee to the Board. Its main concerns are with 
the relevance, the scientific quality and the impact on developing countries 
of the Center's programa, The main activity of the Committee is 
participation in the Annual Interna! Program Review. In its annual report it 
informa the whole Board on program developments and makes suggestions and 
recommendations for change. It also speaks for the Board in interpreting 
decisions in relation to program matters, 

Especially during periods when funds·were short and priorities 
between programs had to be examined carefully and where key decisions on 
location and nature of new internacional initiatives have been faced the 
Program Committee has done an outstanding job. It gives the program 
scientists a real feeling that the Board is listening to their views. 

The Audit & Finance Committee 

The Audit and Finance Committee was established by the CIAI Board 
at its meeting on 1-2 April, 1982, The Committee had already had a meeting 
on March 29 & 30 prior to its formal establishment. The Audit & Finance 
Committee, consisting of four active members (Chairman plus 5 in 1983) of the 
Board, is appointed each year by the Chairman of the Board. The Committee 
has authority to investigate any activity of the Center and all employees are 
directed to cooperate as requested by the Chairman of the Committee. The 
Committee must hold at least one regular meeting each year. The Committee 
Chairman and one other member constitute a quorum; minutes must be kept and 
distributed to each member of the Board of Trustees. The proposal for the 
establishment of the Committee, as it was approved by the Board of Trustees, 
contains very detailed descriptions of the responsibilities and duties of the 
Committee. Seventeen duties are listad covering every aspect of the audit 
and financia! control. The EMRT commends the establishment of the Committee 
and the detailed description of its duties. 

In its annual' examination of expenditures the committee, in 
studying significant variances should give special attention to Inventaries 
and Receivables. 

Recommendation: 

A brief study of the minutes of the Executive Committee showed that 
1t has, in practice, conducted the main budget discussions·. It has been 
responsible for relating the program to the budget, for recommending budget 
cuts where required, and for scrutinizing financia! reporta to monitor 
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expenditures. There is no indication that it was the intention of the Board 
to change this function of the Executive Committee when it established the 
Audit & Finance Committee. lt therefore appears that che title of the Audit 
& Finance. Committee is misleading. We recommend that the title of the 
Committee be changed to Audit Committee. Any residual ambiguity concerning 
the functiQns of the Committee could be removed by amending ltem 1, under 
duties. lt now reads: "Review of resulta of previous years with the Chief 
Financia! Officer." This might now read: "Review of accounts for previous 
year with the Chief Financia! Officer." 

The very important functions of keeping in touch with both che 
interna! and externa! auditora and with the operation of financia! and 
administrativa controla and reporting are integral and important pares of che 
responsibility of the Board of Trustees. In many Boards these responsibi
lities are delegated to the Executive Committee to be exercised along with 
ita responsibilities for budget and expenditure control. Until 1982 this was 
done in CIAT and the resulta showed that the task of scrutinizing the resulta 
of audita did not get adequate attention. lt would therefore seem to be wise 
to continua the Audit Committee as a separate entity and to attach great 
importance to the resulta of its deliberations. These should be briefly 
reviewed by the Executive Committee and the main points fully discussed at 
the ensuing Board meeting. 

Experience in CIAI and in other CG Centers demonstrates the need 
for ensuring that some members of the Board, those who will serve on the 
Audit and Finance Executive Committees, should be selected primarily for 
their management experience. The search for suitable experience should not 
be limited to academic or government spheres nor to agricultura! 
disciplines. Experience in business or industry should be accepted, 
especially where it has included che management of a corporation that does 
research and uses advanced'technology. 

What is needed is someone who is thoroughly familiar with f~nancial 
management and with Controllers and auditora. The experience of the.Audit 
and Finance Committee at CIAT has shown that auditora and scientists can talk 
to each other without either clearly understanding the other's message. An 
experienced businessman is more 11ke1y to "get the message" and also better 
know how to interpret the over-optimistic views that sometimes come from 
management in reply to criticism from the Auditor. 

The three sections that follow could well have been included later 
in the financia! section of the report but have instead been insertad here 
because they deal with matters that should receive early attention from the 
Audit and Fiñance Committee. 

Interna! Audit 

For some time CIAI has had an interna! audit function as part of 
its management organization. The role of the interna! audit function has 
been increasing in recent years. Upon che recommendation of the Externa! 
Auditora CIAT management in 1982 upgraded the role of the interna! auditor, 
hired a professional auditor, and placed him in a direct reporting 
relationship to the office of the DG. In 1982 Interna! Audit activities 
concentrated on the fraud investigation, as well as on planning and 
organizing for its own first full year of enhanced operations, i.e., 1983. 
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· Internal Audit prepares an annual program of proposed audit 
activities which is discussed with the DG and then presentad to the Audit & 
Finance Committee. The work plan for 1983 addres'sed a number of topics in 
the area of financia! auditing, operations auditing, and·special programs. 
For the last three years the external auditora, as part of their annual 
management letter to CIAT, have included a recommendation that Interna! Audit 
include a review of CIAT's research programa in its annual audit program. 
However, it appears the current work plans as described above are already 
quite ambitious in view of the limitad audit staff resources~ Moreover, 
discussions with Interna! Audit indicated that specific training programs 
will 'be required befare it can assume such a major responsibility. 

The Interna! Auditor now sends his reporta directly to the office 
of the DG who automatically copies them to membe's of the Audit and Finance 
Committee. The DG reviews the recommendations or issues and directa them to 
the responaible CIAT ataff for remedia! action. It would be easier for the 
Internal Auditor to monitor correctiva action by such ataff and to report 
systematically to the Director General on the status of such actions if he 
were more closely involved in the correctiva procesa. 

The EMRT commends the Board snd Management on its progresa in 
strengthening the Interna! Audit. 

Recommendation: 

In order to increase the effective use of the Interna! Audit the 
following actions are recommended: 

1) An on-line financial and administrativa computer system 
is being installed and should be taking over completely 
by the end of 1984. The Interna! Audit staff need 
training in Electronic Data Processing (EDP) audit 
procedurea. The external auditora are already taking 
steps to improve their own knowledge in this field. The 
Internal Auditora also need further training in 
operacional auditing befare expanding their program in 
that field. 

2) A longer range plan should be made for Internal Audit 
coverage of all CIAT operations, i.e., including 
operational reviews of the management proceases at the 
research program leve!. A four-year cycle is 
suggested. This would allow a study of CIAT's 
operations in terms of specific audit entities to be 
reviewed at least once in every four-year "audit 
cycle". This plan should be discussed with the Audit 
Committee to enaure that the upcoming audit projects do 
in fact represent the current priorities of both Center 
management and the Audit Committee. Such an' approach 
would also identify whether or not there are sufficient 
staff resources to meet the audit requirements indicated 
by the Committee. 
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3) Ihe existing procedure for reporting by che interna! 
auditor could be improved by having che auditor, after 
discussing che draft of his report with che auditee, 
incorporate in his repott to che DG. his recommendations 
together with agreed proposals for remedia! action and a 
timetable for implementation. Copies of che report 
would go to che DG, che suditee and his supervisor, che 
Director involved and che Audit Committee and Externa! 
Auditora. 

Ihe preceding approach would achieve two resulta, one being that 
che DG would be able to focus on a summary of recommendations and acciona, 
and could easily concentrate only on specific areas of interese and 
importance. Secondly, follow-up activity by Interna! Audit would be 
simplified in that responsible individuals would,have been identified 
together with the respective implementation dates. Ihis approach would make 
it easy for che DG and the Audit & Finance Committee to identify cases where 
major remedia! commitments had not been achieved. 

Management Letters 

Ihe focus of an externa! auditor is to develop sufficient 
information and reliance on a client's accounting records in order to issue 
an "opinion" concerning the "fair presentation" of che financia! position of 
the organization as of a specific date, usually che end of a fiscal year. As 
pare of che annual audit procesa of an organization's financia! statements 
externa! auditora usually prepare a "Management Letter", or "Memorandum on 
Interna! Controla". Such documenta serve as a vehicle by which the externa! 
auditora can bring to che attention of management che fact that certain 
aspects of operations which came under review warrant improvement in order to 
enhance che existing leve! of interna! control. Within the audit community 
these management letters or memoranda on interna! controla are significant. 

In our review of the memoranda on interna! controla we found that a 
number of important copies had not been dealt with to che satisfaction of che 
auditora. Of 21 recommendations in che 1981 memorandum only four were 
repeated in the 1983 memo (dated January 19, 1984) but these were of great 
importance. Ihey were inventory controla, control of fixed assecs, 
procedures manuals and interna! auditing. Inventory and fixed assets 
represent the majority of the Center's fixed assets and should not be 
ignored. Ihe- Audit Committee should require a special annual report on each 
of them. 

Action on improvements in important financia! and administrativa 
areas such as inventory and fixed asset control need not be totally deferred 
until the computer is operating. CIAI management must not place complete 
reliance on an amb.itious computer conversion which is concurrently addressing 
other areas identified by che externa! auditora. 
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Recommendation: 

1) CIAT Hanagement should plan to rectify, in 1984, any reported weaknesses 
in Inventory, and Fixed Assets. 

2) Greater attention and commitment to action on observations in management 
letters should be undertaken by both CIAT management and the Audit 
Committee with the goal of avoiding any repetition of recommendations. 

Housing Loans 

In recent years many of the CG Centers have found it desirable to 
provide loans to senior staff for the purchase of both houses and cars. Two 
sources of funds have been used - working capital or bank loans. Interest 
charges to the borrower are at, or above the cost of borrowing by the Center 
so there is no direct cost to the Center or te t~e Donara. 

In most, if not all cases, borrowing from a bank is required from 
time to time. These loans are inevitably unsecured call loans. Initially 
not all of the Centers took available precautions to minimiza the Center's 
exposure to financia! risk. These measures include valid and registered 
mortgages held by thé Centers (these·should be first mortgages but are 
sometimes second or third mortgages of doubtful real value), full life 
insurance on the holder of the loan with the Center as direct beneficiary, 
and other measures, some of which are peculiar to the host country. 

The risks of having the bank loan called or of having ene of the 
loan reeipients default on payments are not negligible. There are probably 
few Centers that have prepared emergency plans to deal with such a situation. 

CIAT has been operating a housing loan scheme for severa! years 
with satisfaction to the staff and no reported problems. We were assured 
that proteetion for CIAT in the form of registered mortgages with firlb 
repayment sehedules and adequate insurance are in place for all loans. The 
EHRT commends this initiative. 

Loans and repayments are in US Dollars. Sale or rental of property 
is usually in Fesos. Continued devaluation of the Peso is likely. Borrowers 
should be warned that repayments may, in the future seem unduly onerous if 
the value of their property in US Dollars declirtes. 

In J981 ten members of CIAI senior staff began planning for the 
eonstruction of a twelve storey apartment building in Cali using personal 
housing loans that would meet the policies already established by the Board. 
The Minutes of the April 1982 meeting of the Board of Trustees record their 
approval of the proposal that CIAT purchase two units for resale after 
completion of the building (now called Edificio Maitama). Since then one 
apartment has been sold to a non-CIAT owner and CIAT has agreed to finance a 
third unit. 
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On 1 April 1984 the expenditure on the building totalled $1,073,714 
and the·estimated total cost was $2,123,711. The owners had paid a total of 
$361,813 from their own funds and $388,066 from their CIAT housing loans. 
CIAT had·paid $228,132 and $95,903 had been received from the sale of the one 
apartment. 

At completion the contributions will be approximately: 

Owners personal funds 

from CIAT loans 

CIAT (for three apartments) 

Apartment sold 

Peso loan - first mortgage 

$400,000 

666,000 

470,000 

187,000 

450,000 

$2,173,000 

The decision to undertake such a project was not made lightly. The 
prospective owners must have balanced pros and cons and decided that the 
venture was of such potential value. to them that the risks shouid be 
accepted. 

The EMRT do not wish to question the decision to erect the building 
but merely to comment on two· aspects of the management of the Maitama 
project. 

1) Actual construction is being done by a Columbian company formed 
by the prospective owners to contract for the construction of 
the building on their behalf. A senior CIAI employee who sat 
on the Board of this company to represent the interests of CIAT 
was himself the prospective owner of one of the apartments. 
(When this potential conflict of interest was pointed out, it 
was immediately corrected by appointing another person to 
represent CIAT.) 

2) The period of construction of any building is a time of 
uncertainity during which financia! problema are particularly 
likely to occur. The need to protect CIAT's interests and to 
limit its financia! exposure are especially acute. We could 
find no evidence that this need is being addressed. ~e were 
assured that no direct life insurance protection was in effect 
to safeguard CIAT's advances. The participants' normal 
protection through IIE was deemed to be sufficient. We did not 
receive adequate information about planned mortgages, insurance 
on the structure, interests of the builder and his employees 
etc. during construction. 

The information available to us did not provide the quality of 
reassurance that the Board should demand. (Addendum. Since 
this was written further information has been supplied and 
other actions taken to correct the situation which now seems to 
be satisfactory. OMS May, 1984). 
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Recommenqation: 

ClAT management prepare a full, detailed, and complete study and 
presentation to both the Audit Commitee and the Boa•d of Trustees with 
respect to ClAT's financia! commitments to the project, the risks that are 
involved and the measures that have been taken to minimize these risks, 
especially during construction. This should include details of al! mortgage 
and insurance arrangements with interst rates, premium costs, etc. An 
independent legal opinion should be obtained to make sure t~at all reasonable 
protective measures are being taken. 

The Nominating Committee 

Recommendation: 

The Nominating Committee consista of the Chairman and Vice-Chairman 
of the Board and the D.G. This composition is anomalous. The Chairman of 
the Board may be eligible for re-election, in which case he should not 
serve. The Vice-chairman may well be a prime candidate for the Chairmanship 
so he may also be unsuitable as a member. The DG is both a member and an 
employee of the Board so bis membership is questionable. 

The simplest solution is to have a three-member committee chosen by 
the Chairman of the Board from among the long service members who are not 
candidates for the Chairmanship. No two members should be from the same 
country. 

The Chairman of this committee, assisted by the members should 
privately and individually consult each member of the Board so that he can be 
certain to present to the Board a proposal that meets the wishes of the 
majority of the Board. 

The present nominating Committee consisting of the Chairman of the 
Board, the Vice-Chairman and the Director General might continue to function 
to propose new Board members, a function for which its composition makes it 
very suitable. 

Secretar¡ to the Board 

Paragraph 55 of the Minutes of the April 1-2, 1982 meeting of the 
Board defines the duties of the Secretary and provides that he be appointed 
by tbe Board for two years once renewable. 

Recommendation: 

The Assistant to the DG is in an ideal position to be Secretary to 
the Board. The prohibition to renewing bis two-year term should be removed. 
He should serve for an indefinite term at the pleasure of the Board. 
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Board Minutes and Papers 

The Board and its Secretary are commended on the excellent minutes 
that are kept. All relevant papera are kept with. che Minutes and an index of 
Resolution is available. 

Recommendation: 

The task of tracing topics through the Minutes would be greatly 
facilitated by two simple additions: 

Manda te 

1) Number all Board meetings consecutively. Each Committee would 
have its own separately numbered series of meetings. 

2) Use a suitable code to identify all papers that are presented 
to, or discussed at, each Board or·Committee meeting. The 
codes should be used on the Agenda to precisely associate each 
paper with the correct Agenda item. 

3) A list of members present and members absent should appear on 
all Board and Committee Minutes. 

At its meeting in April 13-15, 1983 the Board adopted a new 
statement of the objectives, strategy and mandate of .CIAT. The EPR will no 
doubt contain a detailed commentary on this mandate. 

The mandate contains some very important management implications. 
It contains a world-wide responsibility for Beans (Phaseolus vulgaris) and 
Cassava (Msnihot esculenta) and Tropical Pastures and a regional 
responsibility for Rice. The pursuit of the global mandates is already 
requiring extensive outposting of staff and starting of new activities in 
unfamiliar parta of the world. This will require growth and adaptation of 
the management in at least three obvious ways. 

1) Careful coordination at the Director and Program Leader 
level to integrate the efforts of the Director of Crops 
Research (DCR) and the Director of Resources Research 
and Internacional Cooperation (DRRIC). 

2) Better integration of the work of the Director o'f 
Finance and Administration (DFA) into the planning and 
operation of all outposted units and in providing the 
complex logistic support that will be needed. 

3) Detailed financia! reporting that will support both 
planning and expenditure control at the level of 
outposted units and of projects. 
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.The problema of deeentralization at CIAT must not be 
underestimated. The management difficulties ereated by outposting increase 
rapidly with che number of programa involved. CIP with one commodity program 
is relacively easy, CIMMYT with two is more complex and CIAT with four is a 
ehallenge. 

Regional political pressures to adapt priorities to local needs 
will be more frequent and many nacional programa will expect ClAT scientists 
to be prepared to help with any of the four eommodities. 

Internacional Status 

Recommendation 

CIAT, in eommon with most of the IARCs; does not have adequate 
status as an internacional ageney. The increasing decentralization that is 
already occurring has led to some questioning of CIAT's status and this could 
become serious. Therefore the attainment of an adequate agreement defining 
and ensuring its internacional status both within Colombia and around the 
world is one of the most important management issues faeing CIAT today. The 
team has looked quite earefully into.the present state of negotiation on 
internacional status and has no useful eomments to add. We share with ClAT 
management the feeling that the laek of internacional status is already 
causing problema both within Colombia and abroad. The growing internacional 
involvement of ClAT will undoubtedly make this problem worse in the future, 
thus making the need for a atable agreement both urgent and important. 

If the problem cannot be solved by a suitable agreement with 
Colombia then an attempt will have to be made to find two Sovereign States 
who would agree jointly to create CIAT as an internacional ageney that could 
then negotiate an agreement with Colombia. Possibly Mexico and Colombia 
would do this for both CIAT and CIMMYT. 
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CHAPTER U. 'IIIE DIRECTOR GENERAL ANO liiS INTERNA!. COHMUNICATIONS 
AND SENIOR STAFF MANAGEMENT 

The Director General 

Dr. John L. Nickel has been Director General of CIAT since late 
1974. Under bis able guidance the program of CIAT has been almost completely 
changed and the basic scientific organization has evolved into four 
interdisciplinary research teams. The budget in current dollars has grown 
from US$7 million to more than US$20 million. Dr. Nickel is a capable, 
industrious and dynamic leader and, since the present organization is largely 
his own creation, he is clearly in touch with every bit of it and is the 
acknowledged leader for everyone. Even though h~ retains the final word on 
many important decisions, including senior appointments, his management style 
is more decentralized than many in the CG system. Nevertheless, on the 
scientific side he haa achieved a remarkable degree of participatory 
democracy. It does appear to us that the scientific planning really comes to 
a considerable extent from the bottom up. However, the EPR will no doubt 
comment on this at greater length. 

The DG has a lifelong and pervasive commitment to excellence. If a 
thing is worth doing it is worth doing well. This is obviously the correct 
guiding principle for a research organization. The best in researcb is of 
lasting importance and the second best is soon forgotten. Under Dr. Nickel 
the whole of CIAT is committed to producing the best and not the second best. 
The report of the EPR shows that this goal has been achieved in many parta of 
the scientific program. Some of.the administrativa and financia! side does 
not quite measure up to the DG's standards and he is striving to improve tbis 
situation. 

Interna! Communications 

The task of CIAT is an exceedingly complex one. Funds are short 
and the demanda on the Center are increasing. Everyone is fully occupied and 
there are no backup people in any area. Even if staff were freely available 
research cannot be well run by a rigid hierarchical organization. In an 
effective and productive research organization where staff are spread very 
thinly close communication at many levels is of critica! importance~ There 
is an obvious need for a flexible and effective communication network to 
ensure that work is well coordinated, resources are efficiently used and 
there is no unplanned duplication. If communications are adequate all this 
can be done without a rigid bureaucratic structure provided there are enough 
rules to provide a framework for orderly action and control. The Director 
General sees good interna! communication as one of the key elements in the 
success of the Center. He personally participates in the network in many 
ways. (His channels of communication with the Board have already been 
described.) Apart from a generally open-door policy, frequent visita to 
field workers, and participation in both formal and informal meetings and 
social occasions of all kinds, the DG operates through the following 
arrangements. 
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a. Monthly staff meeting. This meeting is held regularly at 
intervals of about one month. Attendance alternates between the senior staff 
only and the principal staff which includes all seni.or scientists plus the 
General Administrative Staff (GAS). Because this meeting is relatively large 
it is not a good place for dialogue and usually the emphasis is on the DG 
reporting to the staff about activities of importance to the Center. 

b. When possible the DG has lunch with the Directora each Monday. 
At monthly intervals the Program Coordinators and Section.Heads are added to 
this luncheon. Also the offices of the DG and the Directora are closely 
grouped on one floor. 

c. Although he meets most of the scientific staff on other 
occasions during the year, he mskes a point of interviewing each one 
privately approximately once a year. In January and February he tries to see 
two scientists per day for about one hour each. Not surprisingly this 
meeting has come to be called "the confessional." 

d. The DG is chairman of the Administrativa Policies Committee. 
This Committee meets to advise to DG on administrativa policy matters, 
especially those affecting the senior scientific staff. In arder to provide 
an input from levels below the Directora membership includes one person 
elected by all the senior staff and one program coordinator elected by his 
fellow coordinators. In addition to these Committees and meetings in whicb 
he personally participates, tbe DG has severa! organizad channels for written 
communication with tbe staff: 

i) every staff member wbo travels outside Colombia must submit a 
trip report soon after bis or her return. The DG reads eacb 
one of theae and mskes written comments on tbem; 

ii) there is regular circulation of copies of their outgoing 
correspondence between the DG, the Assistant to the DG, and the 
three Directora. 

The EMRT commends the DG on bis comprehensive communications 
network and on the effort that he makes through it to maintain a lively team 
spirit in the Center. 

In addition to these Committees on which the-DG sits there are many 
more that deal with various aspects of communication or coordination within 
the Center. Of these the most important. is the Leadership Group·whicb 
consista of the three Directors, four Program Leaders, two of the Section 
Leaders (Training and Communications), the Executive Officer and the 
Assistant to tbe DG as Secretary. Tbe DRRIC is the Chairman. 

The Group is directly advisory to the DG. He considera their 
recommendations and promptly gives bis reaction in writing. He nearly always 
accepts their proposals and gives his reasons if he tu~s one down. 
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The Group deals wich a wide variecy of CIAT wide or incer-program 
problems including approval of new Special Projeccs, allocacion of Visicing 
Sciencisc and posc-doc posiciona, sharing of resources and grading and 
promotions, especially of Research Associates and Assiscancs. 

The cicles of the ocher Commiccees are sufficient co explain in a 
general way their purpose. They are: 

Agricultura! Produccion System Coordination Group 

ARCOS (The internal CIAX newspaper) 

Carimagua Consejo (CIAT) (The CIAT component of che joint 
CIAT/ICA Committee that manages the Carimagua Station) 

Electronic Processing Committee 

Field Operat1ons Committee 

Landscape Advisory Commiccee 

Escalafon Commiccee (Classif1cacion of Posiciona) 

Research Services Commiccee 

Publicacions Commiccee 

Space Assignmenc Commitcee 

Community Relaciona Advisory Commictee. 

While the exiscence of these commiccees no doubc concributes to che 
overall senas of parcicipacion in the management of the Cencer, it also 
provides the possibility that committee deliberations may detract from the 
exercise of their authoricy and responsibility by CIAI staff who are 
responsible for the issue in quescion. A quick review of the agenda for 19H3 
for both the Administrativa Policy and Leadership Group Committees indicaces 
a number of instances where topics might well have been decided upon by 
existing levels of management. The EMRT suggests that CIAT management look 
critically at the subject matcer which is addressed by any managem~nt
oriented committees ic may escablish so as to ensure that CIAT managers 
continua to exercise their delegated responsibility and authority. 

CIAT management recognizes that Committees are essential but can 
also become an inefficient way of using che time of senior scientists. As a 
result, the list of these Commitcees is carefully reviewed at least once a 
year. Many Committees have been eliminated in the pase. In some cases they 
have been replaced by other Committees to deal with new problema as they 
arise. 

The present mechanism seems co be working very well but management 
is wise to be continually questioning it. This is an area where more is not 
necessarily better. 
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Polieie~ and Procedures for Senior Staff 

The method of dealing with the selection and especially the 
promotion of senior staff in CIAT has been buiit around the DG's personal 
philosophy of research management. Each of the four research programs 
(beans, cassava, rice and tropical pastures) is carried out by a single 
research team lead by a Program Coordinator. All of the required scientific· 
disciplines are representad within the team. There are no ranks except that 
of Program Coordinator. In all exeept the Tropical Pastures Program, the 
Coordinator also contributes to research in bis own discipline. In beans, 
tbe Coordinator is an entomologist, in cassava a physiologist and in rice a 
breeder. Unlike the majority of scientific organizations there is no 
subdivision of the Center by scientific disciplines. The entirely rankless 
structure of salary and benefits.is an essential concomitant of tbis 
philosophy. 

A detailed Manual of Policies and Procedures for Senior Staff is 
kept up-to-date and is readily available. Details will not be repeated · 
here. The Manual does not describe the metbods for selection, evaluation, 
and setting of salary increases. (Since there are no ranks there can be no 
promotions .) 

The process of recruiting was reviewed and found to be well 
organized. The main initiative comes from the Program Leader and bis 
Director but seientists in the appropriate discipline are involved and the DG 
finally makes the appointment. 

A starting salary is fixed by establisbing for each candidate an 
index number which is based on educational level, relevant experience, age, 
and some allowance for establisbed reputation. No allowance is made for rank 
within CIAT except for the Directora and in a different way for Program 
Coordinators. The initial appointment is for a two-year probationary 
period. Each appointment is reviewed at least six months before tbe end of 
the two-year period, and any reappointment is toa "continuing appointment". 
Because it has no assured source of revenue CIAT cannot grant tenure. 
However, a continuing appointment is an indication that CIAT management 
intends to keep the employee indefinitely and will give at least one year's 
notice of termination of employment. 

The overall personnel management of senior scientific staff is from 
the DG's office where the records are.kept. All·of the senior scientists are 
paid through t~e IIE. The DFA deals witb IIE and keeps the records of 
financia! dealings with eacb employee. A new assistant is being added to bis 
staff to.concentrate on tbis work. The DG uses tbe Administrativa Policy 
Committee wbicb includes all of tbe Directora as bis advisors on senior 
personnel policy matters. 

CC~!!AIT -------:-. 1 ~ 
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Annua1 Evaluation 

The performance of each senior scientist is formally evaluated by 
bis immediate supervisor (Program Coordinator or Section Head) in 
preparation for the annual salary review. This evaluation is discussed with 
the Director and goes to the DG but is not discussed with the employee. In 
most cases the employee's strengths and weaknesses have already beeñ 
discussed with him by bis supervisor. 

During the preparation of the budget an estimated total percentage 
for senior salary increases is included. This is approved by the Board. 
Within this limit, maximum and minimum incresses are set and individual 
salary increases are calculated using a formula which has been evolved over 
the last severa! years. Over the five years from 1979 to 1983 average 
salaries have increased from just under US$28,000 per year to US$36,000 a 
year. Although there are no promotions, the resulta show that an outstanding 
scientist does, over the years, achieve a substantially higher salary than 
the average. 

During the procesa 
individual senior' scientists 
scatter diagram in which the 
against his present salary. 
distribution of increases is 
salary decisions. 

of salary review the current salary positions of 
within the group is clearly apparent on a 
index'number for each employee is plotted 
In addition, a bar chart of the frequency 
available to assist the DG in making bis final 

Through the annual meetings of the DGs, the IARCs have evolved a 
uniform system for assigning index numbers to individuals and are sending the 
resulting scatter diagrama to IIE for analysis and interchange between 
Centers. Analysis of the resulta for 1982 shows that CIAT is slightly below 
average at the low end of the scale and slightly above throughout the rest of 
the scale but is not the bighest in the System. 

The benefits for senior scientists are fully described in the 
manual. Most of them fall well within the normal limita for IARCs and so 
will not be described in detail. A few are unusual mainly due to the nature 
of the agreements with the Colombian Government. 

Each senior scientist is permitted to import one vehicle for 
personal use on arrival and every four years thereafter. The employee pays 
for bis vehicle but it is registered in the neme of CIAT. In addition, each 
senior scientist is given a CIAT vehicle which is used for going to and from 
work. If tbis vehicle is used for personal purposes the scientist must pay a 
mileage charge. In addition an extra vehicle is assigned to a program each 
time that a senior staff member is added. Senior Colombian employees are 
entitled to all the benefits of senior expatriates except that they are not 
allowed to import a vehicle. In lieu of the duty-free vehicle they are 
supplied with a family vehicle by CIAT. Expatriates coming to Colombia for 
the first time are permitted to import their household goods duty-free. In 
addition, all senior employees are permitted limitad importations of 
household goods, food and liquor each year. 
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Many of the senior staff live in rented houses and apartments in 
Cali. A few own their own homes. All senior staff are paid a fixed housing 
allowance which dependa only on che size of their family. No furniture is 
supplied. The allowance is adjusted each year and is planned to equal che 
average payments for rene and utilities for an unfurnished house. There is 
no furniture allowance. The preaent maximum ia US$750 per month for a family 
of four and has not been increased for two years. There is also a small 
group of senior, locally hired staff who are mainly Colombiana who are 
classed as General Administrative Staff (GAS). They are paid locally in 
Colombian Pesos and are allowed free use of a CIAT car, as are post-doca. 
There are at present 10 staff posiciona classed as GAS. 

The Education Allowance at University leve! provides for 
transportation but not fees. This has been seen to be fair since it pues a 
family that is away from their own country in about the same financia! 
situation as they would be if they were at home. In recent years chis 
sitúation has,. in many countries, changed drastically. Fees for 
out-of-country or even out-of-State students are often severa! times those 
for residents. lf a CIAT staff member has been away from bis or her home 
country for some time they may have lose their resident status and have to 
pay out-of-country fees. The EMRT was informed that chis item is on the 
agenda for che nexc meeting of the DGs. 

In spice of widespread encouragement, we received virtually no 
complaints abouc personnel administracive matters from che senior staff, The 
unusual rankless personnel management system seems to be well adapted co che 
interdisciplinary team approach and to minimize incer-personal comparisons of 
remuneration. Expatriate staff seem to be living comfortably in che 
Colombian community and find schools and other social amenities adequate. 
Since we had little opportunity to talk with wives chis may not be an 
accurate assessment of che real situation. 

Management Training 

The EMRT was asked to consider whether management training would be 
desirable. for senior management at CIAT. As a result of our visit, che Team 
feels strongly that management training would be extremely useful in CIAT in 
both Research and Finance and Administration. The needs are different in .che 
two groups but even short courses, if suitable, would noc only improve their 
performance in their own jobs but would also make each understand che other's 
problem more clearly. 

Inquiries at CIP last year indicated that che staff members there 
who had taken management courses had not been greatly impres.sed by their 
relevance to CIP's problema. The problema of che IARCs are so different to 
those of business and industry that this is likely to be ·crue of all 
available courses. Those designed for training in che management of 
non-profit organizations may be more suitable. 
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The accumulating experience of the management reviews is revealing 
an urgent need for better and more widespread management skills throughout 
the CG system, It is therefore strongly recommended that the CGIAR· 
investigace the possibility of organi~ing a management training course with.a 
curriculum tailored to meet the needs of the Centers. 

Experience elsewhere shows that it is feasible and not too costly 
to mount such courses on a temporary basis, Consultants from one of the good 
business schools can help in planning a curriculum in cooperation with a 
Committee from the lARCa. The teaching of che basics of management would be 
done by university staff supplemented by specialist contributions from other 
consultants and by staff and even trustees from the lARCa. There should be 
no difficulry in renting suitable accommodati~n from a university. 

Seleeted students from nacional programs in developing countries 
would profit equally from che course and would add greatly to it by their 
contributions to case studies and seminars. 

Donors would probably be attraeted by such a propoaal. The 
International Development Research Center has already held eourses in the 
Management of Researeh in Food Teehnology. Dr. J,J, Bulse should be 
eonsulted, 

In eaeh Center the Management Course should be a part of a coherent 
program of staff development at all levels. Th1s would include sabbatieal 
leave, seholarships, specialist eourses, etc. 

Nationalities of Senior Staff 

Sizteen nationalities are representad in the senior staff of 58, 
They are divided thus: 

Latin Ameriea 
Anglo Ameriea 
Euro pe 
Australia 
Asia 

~% 
26% 
24% 

7% 
5% 

There are five women - one eaeh from Australia, Colombia, the 
United Kingdom and two from the United States. 
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CHAPT&R III. FINANCE AND ADHINISTRATION 

The Director of Finance and Administration is Andrew V. Urquhart. 
A diagram of his branch is s~own on the fourth page of Appendix III. · The 
total staff complement is about 300 and the annual budget (as revised for 
1983) about US$5.5 million. 

Administrativa Procedures Department 

In response to a suggestion by the externa! auditora of CIAT, 
management undertook to commission a "diagnostic" or general study of the 
administrativa and financia! areas of CIAT operations. This study was 
conducted in 1983, and one of the main issues highlighted by the study was· 
the lack of·written procedures. As part of management's response to this 
issue an Administrativa Procedures Department was established within the 
office of the Director of Finance and Administration. This Department is 
presently under the direction of·a Head and is composed of four analysts and 
a secretary. 

Por the period from July 1983 to February 1984 the following work 
has been completed: 

1. purchasing manual (local, food, importation, customs); 

2. payment of purchases; 

3. warehouse manual (proceedings, dispatches) - 60% complete; 

4. importation control (on accounting and payment); and 

5, travel advances/travel expenses. 

The purchasing manual has been issued and is now being updated. 
Future tasks, in coordination with the Administrativa Systems Department, 
include the areas of treasury, inventaries, and maintenance. Management 
foresees the integration of these two Departments in the third quarter of 
1984. 

The EMRT concurs with the importance of documenting procedures 
clearly, concisely and in a usable form so that the procedures outlined can 
actually be understood and followed by the staff concerned. However, the 
procedures which are currently being developed by this Department represent 
the ideal and may differ unnecessarily from those in use now. 
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Recommendation: 

The Director of Finance and Administration should re-assess the 
approach, methods, and activities of bis Department in order to ensure that 
there is an effective evaluation of procedures as actually practicad 
including possible strewnlining of the processes involved, and balancing 
these with the need for an appropriate leve! of interna! control. This would 
be seen as a concrete example of trying to minimize bureaucratic procedures 
but at the same time ensuring that adequate interna! controla exist. It 
would also allow operating staff to contribute their ideas, thereby 
resulting in more efficient and effective operations. 

Administrativa Systems Department 

For some time now CIAT management has recognized that the Center's 
current computerized financia! system is not meeting its management 
information requirements. The Administrativa Systems Department was created 
in August 1983 to meet these needs, and also in response to recommendations 
by Peat Marwick Mitchell. It is currently composed of a Head, four analysts 
and a Computar Operations Unit. 

This Department has ambitious plana to develop fifteen applica
tions, e.g., general ledger, payroll inventory, budgeting, etc., as well as 
the partial conversion of some of the current batch processing applications 
from the IBM 4331 to the IBM System 36. This is to be achieved by 
applications developed internally by the staff analysts as well as by the 
acquisition of various software packages for adaption to CIAT operating 
requirements. 

In view of the history of delays and problema experienced in the 
past the aim is now to get the new system operacional as quickly as 
possible. Center management has also comm!tted itself to improve interna! 
controla in a number of areas identified in the management letters issued by 
CIAT's externa! auditora. 

The present Head of the Administrative Systems Department appears 
to be well qualified to meet these challenges, and 1s well supported with 
staff analysts. The Oepartment has acquired some of the required applica
tions packages and has been testing these on IBM System 36s available in 
Cal!. There .has already been delay in the delivery of the hardware. 
Training courses are being given to administrativa and financia! personnel. 
Interna! Audit is review!ng the adequacy of controla within the proposed 
computer applications. 

The EMRT is concerned that various financia! and administrativa 
units appear to be the "prime" users of the new System 36. While these units 
may be the initial users of the systems, the EMRT believes that the various 
levels of Center and Program management are equally important users. These 
latter users have not been adequately consulted in the des·ign sta:ge of the 
aystem itself. The Team is concerned that the adopted approach could well 
result in an EDP operation which would be seen by the Program management as 
"their" system as opposed to "our" system. 
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After assessing the operations and plans of this Department the 
EMRT has a number of recommendations: 

Recommendations 

A formal consultative process should be estab~ished which 
would require the Administrativa Systems Department to 
communicate with and receive feedback· from the various 
management "users" within CIAT, i .e., DG, Directora, 
Program Coordinators, etc. 

CIAT management should develop a contingency plan in the 
event that complications or unforeseen delays are 
experienced in the implementation of the new System 36. 
Such a plan is important if the credibility of the 
Administrativa Systems Department is to remain high. 

The "diagnostic" previously mentioned included a rather detailed 
spproach to the implementation of computer systems and their applications. 
The Department is still relatively young and as such has not yet developed 
standard operating policies and procedures to guide ita own staff, nor to 
allow Genter management to es~ablish pertinent operating policies. Since 
certain of the proposed applications have been identified for interna! 
development, the Department should prepare policies for the development of 
computer applications for approval by Genter management. These would include 
such items as: Requirements Definition, Program Documentation Standards, 
Program Specifications, Programming and Testing, etc. 

In view of the complexity of the project as well as the corporate 
importance, appropriat.e outside EDP services should be contracted in· arder to 
provide an additional level of technical expertise and experience along with 
further assurances in the review of necessary controla and with the 
implementation procesa. The formal involvement of CIAT's externa! auditora 
in this procesa should be considerad. 

The EMRT perceived that high expectations are being developed, 
both within the financia! and administrativa areas, the Research Programa and 
senior management. Given the past history of delays in the implementation of 
any new computer system, we believe that these expectations may not be 
realistic. 

The EMRT suggests that CIAT management cake the following into 
consideration as it plana the introduction of the System 36. 

1) In converting from the present IBM 4331 to the System 36, the 
administrativa and financia! areas will be embarking on a 
completely different technology, i.e. from batch mode to primarily 
on-line. There are a number of s1gnif1cant differences between 
these two operating modes, not only of interna! controla, but also 
in terma of changes to work flow, procedures, and decision making. 
We are not sure that Genter management has made adequate 
preparation for these changes. 
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2) Concurrent with the introduction of the System 36 are plans to 
introduce changes to current procedures in order to address a 
number of the weaknesses in interna! control identified by CL~T's 
externa! auditora, These plans will add to the difficulty of 
adapting to the new system. A more logical approach would be to 
first undertake any required improvement to current procedures and 
then to incorporate these in the new software applications "to be 
developed or purchssed. 

It is suggested that the current Oepartment title of "Administra
tiva Systems" be changed to either "EOP Oepartment" or "Management 
Information Systems ," 

Controller's Office 

The Controller Alejandro Rebolledo has a staff of 27, anda preli
minary 1984 operating budget of US$261,000. The primary responsibilities of 
this office are to provide basic accounting services, one of the most 
important being the issuance of monthly financia! and management reporta. 
This key function is undertaken by the Accounting Section with a staff 
complement of 17. The Treasury Section, composed of two cashiers, a 
secretary and an assistant has as one of its key functions the forecasting of 
cash flows which permit the Controller to make investment decisions on any 
funda in excess of short-term operating requirements. This is one of the key 
revenue generating activities of CIAT, with total interest income in 1983 
reported at US$407,000, The Payroll Section, with two staff members, is 
charged with the responsibility of controlling and recording the payment of 
bi-weekly payrolls to locally hired staff, Finally, the Budget Section, 
_again with two staff members, provides assistance in the areas of budget 
development and budget management. 

The Controller has been with CIAT for 11 months and has a positive 
attitude and a number of new id-eas in meeting the various demanda of bis 
position. In general we found this Office to be functioning well, and while 
the need for change in a number of procedures is accepted, action is being 
deferred pending the arrival and installation of the new System 36. (It 
arrived in mid-Harch,) 

General Services 

Th~ following service units are under the direction of Mr. J,A, 
Cuellar, the Executive Officer: a) Property Management; b) Personnel Office; 
e) Travel Office, d) Bogota office in charge of Government relations; e) 
Maintenance; f) Carimagua; g) Food and Housing and Visitors Office. The 
overall function is to provide to Senior Staff the support they require for 
their work, and to create an atmosphere of respect and mutual confidence. 
The main·field of action is at the CIAT headquarters in Palmira. 

The gross area of_buildings at Headquarters (Palmira) is 
of which about 50% is airconditioned. The whole complex is served 
26,000 m2 of roads and parking areas and by iO,OOO m2 of gardens. 
physical plant includes resources to run these services, maintain 
buildings and grounds and provide security (there are 36 watchmen 
of secur~ty who work in different shifts), 

42,000 m2 
by about 
The 

all 
in charge 
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In summarizing its observations made on the sections under the 
Executive Officer, the EMRT wishes to expresa ita good impression of the 
quality and dedication of staff as well as the services being performed. 

1) The Property Management Unit has made a very complete study of 
its ares and we believe its insurance portfolio, control of 
vehicles, and other functions of administrativa assistance are 
adequate. CIAT and its employees are well protected at a 
reasonable cost according to market conditions. 

2) The Human Resources section performs one of the most difficult 
assignments in any organization--dealing with people and their 
individual problema. The section is highly regarded in CIAT, 
and has achieved a very positive attitude of cooperation. It 
is performing its difficult task exceptionally well. 

3) The Travel Office performs a very good practica! and efficient 
service for CIAT staff, trainees, Conference participants and 
other visitors. 

4) The EMRT believes that the good relations with the Government 
of Colombia are due, at least in part, to CIAT's highly capable 
personnel in the Government Relaúons Section who attempt 
positive approaches to solve difficulties and obtain good 
resulta. 

5) The good running order of equipment and installations in CIAT 
testifies to the success of the Maintenance Section in 
providing quality service. 

6) The functions of the Carimagua management are performed 
satisfactorily even though this station is faced with problema 
of location, isolation, and the lack of good road transpor
tation. 

7) Food and Housing performs its functions in a very professional 
way obtaining the best return based on available resources. 

Further details concerning some of the more important of ·these 
functions and others under the Executive Officer follow. 

Property Management 

This Office is in charge of managing all types of CIAT insurance 
policies, the control of CIAT's vehicles, and the sale of unusable assets. 
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Human Resources 

The fundamental objective of this Unit" is to facilitate the 
development of CIAT's local staff members through adequate personnel 
administration which includes recruiting, initiation of work and resignation 
of personnel. Its formal philosophy is based on respect for the human being 
combined with equal rights and opportunities for all workers. The Unit's 
fundamental purpose is to try to find the most qualified person to work in 
each CIAT position. The social welfare policy is oriented towards the worker 
and bis family through CIAT participation in housing, medica! care, 
recreation and sports programa. Personnel Office involves a total of 20 
employees including a lawyer in charge of legal matters and a physician in 
charge of the health program. 

CIAT personnel administration must abide by a number of 
conventions: a) Government rules, e.g., Labor Code, Social Security, Taxes, 
Welfare; b) CIAT's practices including Policies and Procedures Manual, Rank 
Evaluation, "Escalafon" Manual, and Evaluation and Performance Manual. 

As of December 1983 ther~ were 1,212 employees (944 are men and 268 
women) divided as follows: in research 117, direct support 502, general 
support 129, and administration 464. 

There is a Labor Union with a total of 426 members. A collective 
conventico waa signed effective through 31 December, 1984. The benefits 
received by the Union are, in general terms, comparable with those obtained 
by Unions of medium-size Colombian enterprises. Personnel not affiliated to 
the Labor Union receive the same benefits as those affiliated. 

The CIAT salary scale for local staff has 11 categories, every one 
of which haa a maximum and a minimum in pesos which is fixed accordíng to 
annually salary surveys. 

An annual performance evaluation is undertaken to measure 
individual performance so that salary can be adjusted according to the 
person's efficiency during the previous year. 

In 1982 a housing committee was created which unified efforts from 
CIAT and CRECIAT (Credit and Savings Funds of CIAT's Employees) and a great 
advance has peen made in solving employees' housing problema in Palmira, 
where 257 housea are under construction. 

Medica! care is provided for employees by the State and is 
administered by the Institute of Social Security. 

PROCIAT is a medical assistance service for the employee's family. 
This service is financed with 4% of the monthly payroll, which, by law must 
be designated for family subsidy. 

The EMRT heard nothing but praise for Human Resources thoughout 
CIAT. We are happy to add our commendation. 
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Maintenance 

This Unit has a total of 160 employees, including janitors, 
electricians, mechanics, drivers. Its objectives is to guarantee the proper 
functioning of CIAT's equipment and installations, both in their operation 
snd control, as well as in their maintenance. It also opertes th& motor 
pool. 

Bogota Office 

This office is in charge of handling activities and relation~ with 
Government institutions and collaborates with Palmira and Carimagua in the 
purchasing of supplies. 

Visitors Office (Under the Assistant to the DG) 

It is in charge of preparing programa for visitors and making the 
necessary contacta with the CIAT staff who visitors want to meet. The number 
of visitors is estimated at 8,000 per year. In spite of this service, 
severa! scientists complained ~hat.unwanted visitors caused a serious loss of 
working time. 

Travel Office 

The Travel Office is under the supervision of the Executive Office 
and controla services rendered by a private travel agency which permanently 
maintains four employees at CIAT. 

Food and Housing 

This section is responsible for providing meals for al! CIAT 
personnel and visitors, housing for guests, visiting research associates and 
seminar par.ticipants, as well as recreational activities for employees and 
residents. It has a complement of 63 staff to work in reception and 
switchboard, kitchen, laundry and housekeeping. 

The Food section has the necessary infrastructure to prepare and 
serve a daily average of 150 breakfasts, 1,200 lunches and 150 dinners. CIAT 
has fixed its mea! price policy with the criteria that personnel with lower 
salaries receive this service at subsidized prices, while the higher paid 
staff pay the real cost of the mea!. In the laborer dining room the prices 
are subject to a collective convention with the CIAT Labor Union. 

Taking into consideration the above points in 1983 there was a 
total deficit of US$502,885 from which is subtracted a··· CIAT subsidy of 
US$364,205, leaving a final deficit of US$138,680. 

The EMRT saw no notices alerting Xhose who use the facilities to 
planned Emergency Measures to be taken in the event o fire, earthquake or 
other disaster. 

The EMRT commends the Food and Housing Unit on the excellent 
service that it provides. 
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Supplies 

The Supplies Department which is responsible for ClAT purchases 
consists of""an analyst and secretary assisting che Head and three sections: 
(a) local purchases; (b) importations; and (e) Warehouse. The total staff is 
25. 

In 1983 the Supplies Department received 7,512 general warehouse 
requisitions and 1,819 food requisitions which, added to the purchases for 
stock, amounted to a grand total of 10,462 requests and a value of US$6.1 
million in purchasing activity, i.e., local, importations, food, petty cash 
and personal. 

The Warehouse is also responsible for sending purchased merchandise 
to Carimagua, Villavicencio, Quilichao and Popayan. 

In 1983 a total of 102 import orders were placed directly, and an 
additional 779 purchases were handled through UNITEX INTERCORP, an agency 
established in Miami which, during the last 10 years has handled a large pare 
of CIAT's purchases in the U.S.A. 

Imported items muse pass through a special procesa upon arrival in 
the country including a request for the authorization to "clear" the 
merchandise through customs, transfer of the merchandise to the customs area 
within CIAT, nationalization of che merchandise, final review by the customs 
authorities and handing over of the merchandise to the users. 

The purchasing system is not working smoothly at present. A new 
purchasing manual was written with the assistance of an externa! consultant 
and is in use but is being revised by che Administrative Procedures Section. 
The paperwork has been simplified and the requirements for quotations made 
more stringent. 

che bese. 
quantity, 

Inspection shows that the "housekeeping" in the warehouse is not 
A very superficial sampling of che Kardex file (which records 

location, etc. of items in stock) disclosed some discrepancies. 

The value of inventaries in the 1983 Balance Sheet was 
US$1,550,000. This was up from US$947 ,000 in 1982. The change was due to 
che purchase of livestock in Carimagua (US$716,000) which was partially 
offset by a reduction of US$113,000 in the inventory of supplies, spare 
pares, etc. We were told that at least US$200,000 of chis is obsolete 
material that should be written off. The Audit Committee should examine this 
figure in detail every year. 

Supplies in the main warehouse are, in accordance with normal 
practice, shown as assets. ·they are not charged to programs until they are 
delivered. The Externa! Auditors have complained that some cif the 
sub-warehouses where the programs keep their working stocks are too large and 
uncontrolled and should be brought under the control of che Supplies branch. 
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Measures that would improve both the performance and the image of 
the Supply Unit include: 

1) Delivery from stocks. If inventory records and warehouse 
organization are in good shape it should be possible to 
complete delivery from stock within 24 hours or less. A 
commitment to this practice would greatly improve the 
local image of the supply branch. 

2) Local Purchase. Demands for 
tempered with practicality. 
controlled and should not be 
cases. 

quotations should be 
Cash purchases can be 
discouraged in suitable 

3) Imports. The EMRT was convinced that UNITEX INTERCORP in 
Miami is performing an important service for CIAT and 
should not be discouraged. Better two-way communication 
and consultation will result in better service. This 
will be greatly facilitated by the use of the computers 
that are already being installed at both ends. Everyone 
agrees that no other agent could compete with the prices 
that UNITEX charges for the many small personal orders 
that it fills for CIAT staff nor on the operation of the 
Miami Mail Box, which among many other things delivers 
books and periodicals to the library. 

No import system will ever satisfy the demands of the research 
workers for speed and accuracy of delivery but bet.ter communication to 
explain difficulties will make them more tolerant. 

When the existing supply system is working well CIAT should examine 
carefully the potential advantages of a radical change in organization. 

The suggested plan is to operare the warehouse as if it consisted 
of four or more stores - one for each of the majar Programa and possibly a 
few more for important users such as communications. Orders would be placed 
only on demand from a Program or Unit. On receipt the goods would be charged 
to the Program but held for issue by the warehouse. With the inventory on 
the computer and with aids such as colour coded bin carda physical 
segregation would not be essential. Every month each Program would receive a 
print-out of their stock holdings with-a request forre-arder instructions. 

This system would eliminate unnecessary purchases for stock and 
minimize unused material since Programa would already have paid for 
everything that was o~ hand. It would largely eliminate the need for 
uncontrolled sub-warehouses. 

I t would no doubt be necessary to retain a small unassigned 
miscellaneous inventory that would be carried as an asset on the books but 
even so the total value of stock on hand should be substantially reduced. 

·' , .. 
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Management Themes 

The preceding sections of this report will have given the reader an 
appreciation of some of the more important issues being faced by the units 
within Finance and Administration. As a result of the conduct of this 
review, the EMRT has noted a number of overall management themes which cut 
across the finance and administration organization and which the EMRT 
believes warrants specific action on the part of severa! levels of Center 
manágement. These tapies include: 

Service and Team Fhilosophy 

Delegation of Authority and Responsibility 

Special Projects 

C1AT Budget System 

Revenue Generation 

Service and Team Philosophv 

The organogram (Appendix 111) outlines the units within the Office 
of Director of Finance and Administration. Unfortunately, the same diagram 
could probably be used to identify the lines of interna! communication and 
coordination Within the function. The EMRT believes that action should be 
taken to further develop the spirit of service and team cooperation. The 
term "service" is used here not to imply subor.dination but rather dedication 
to a common cause. Too often we have received camments concerning frustra
tions in attempting to fully exercise one's assigned responsibilities should 
this require·crossing over into other support units, for example financia! 
controla at Carimagua or purchasing procedures at the Bogota office. While 
the principle of service to the Programa 1s often mentioned, we have received 
enough comments to indicate that this principle may not be uniformly 
practiced at the lower staff levels within each of the Units. 

This issue is raised here since it appears to the EMRT that there 
needs to be a more positive attitude developed within Finance and Adminis
tration in arder that it may better coordinate its activities in the face of 
change within ClAT which is resulting from further decentralization of 
Program operations. The focus of C1AT's Programs will more and more be at 
sites other than· Palmira and the support units must be able to be flexible 
and adapt their policies and procedures to face this reality. 

The DFA will be called upon to lead his staff during this 
adjustment phase, and he should use every opportunity and mechanism at his 
disposal to reinforce this principle of service to the programa and the 
concept of a "finance and administration team". This includes, of course, 
cooperation and balance between the Program and finance and administration 
"teams ... 
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The DFA should be encouraged to continue his initiatives and those 
of his staff which have begun to "reach out" to the Programs. Suggestions 
include personal discussions and meetings with Program personnel in their 
offices, a positive attitude ·in all contacta with Program personnel, 
supporting the ingenuity and imagination of staff members in developing 
simpler ways of administering the complex functions of the Center, developing 
incentives based on delivery of services, being receptive to constru~tive 
criticism expressed by Program personnel, etc. The old adage that "actions 
speak louder than words" would appear to be appropriate here. These efforts 
should be supported by senior management, including fellow Directora, in that 
their support is key to the reception offered to the efforts of the DFA and 
his colleagues. 

Delegation of Authority and Responsibility 

The present structure in Finance and Administration was established 
in a reorganization which occurred in 1982 when the position of Director of 
Finance and Administration was created. Fol~owing this decision, and pending 
the arrival of key personnel (a Head of Supplies and a Controller), the DFA 
had to assume a number of key responsibilities other than his former duties 
as Controller. With the arrival of these new staff, as well as with the 
passage of time, there has been a gradual re-delegation and re-establishment 
of levels of responsibility and authority with the current incumbents. The 
DFA should accelerate this delegation of his former responsibilities to his 
management team. There should be a conscientious effort not only by the DFA 
but also by his fellow Directora and the DG to ensure that any issues which 
arise are in fact handled by the appropriate staff level within Finance and 
Administration, as opposed to continuous reliance on the DFA. This action is 
nec..,ssary 1f the DFA is to properly meet his corporate responsibilities in 
the long-term planning and operacional issues faced by CLAT. 

Special Projects 

Special Projects provide CIAT with substancial resources for 
support of its programa from sources separate from those that supply core 
funds through the CGIAR. CLAT seems to be using Special Project funding in a 
positive way and the volume of such funding has been growing: 

1981 - $2,091,000 

1982 - 2,313,000 

1983 2,750,000 
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In 1983 TAC decided that funds for special projects that were for 
programa that would be readily admissible e~ the Centers' Core Program would 
be classed as restricted core and included in the core budget. This change 
in policy resulted in the 1983 budget trans!er of US$2,243,000 from Special 
Projects to core thus reducing Special Proj~cts for that year to US$507,000. 
We were told that this was the largest percl'ntage transfer allowed in any 
Center. 

The Board haa defined policies for selecting Special Projects and 
deputed responsibility for cases that meet che requirements to the DG. 
Special Projects are used for work that is closely allied to existing core 
programa or for financing exploratory work aimed at extensions of existing 
programs into areas that are new either geo~raphically or scientifically. 

In April 1981 CIAT adopted a detailed procedure for Special 
Projects (DIR-396). This seems to be a comprehensive and well thought out 
procedure. A few features deserve comment. 

1) Anyone in a program can propase a Special Project and pass it 
through research channels to che OG for consideration. 

2) If the proposal appears appropriate to che DG it is passed to 
CIAT's Leadership Group for constderation. Thus the other Programs 
and the DFA are involved 'at a very early stage. Ideally, che first 
detailed budget is prepared by che DFA but the appropriate Director 
conduces the negotiations with che Donar. Any overhead budget item 
is based on the "CG Formula" which includes as much direct costing 
as possible to ensure that percentage overhead is kept low but that 
total charges fully cover cost. In some cases chis method of 
costing may seriously understate costs if depreciation is not in 
some wsy included in the unit cost of expensive and short lived 
equipment. The present CIAT poliCY is to attempt to recover 20% 
for on-site (Palmira) research projects, and 10% for off-site 
locations. In practice, the actual rate used is more a reflection 
of the negotiating prowess of che CIAT personnel involved. 

3) Most Centers seem to feel that che task of meeting the donor's 
demanda for both program and financia! reporting on special 
projects are arduous if not unreasonsble. In ClAT che onus for 
ensuring that both technical and financia! reports are senc on time 
is usually placed on che DFA. 

The EMRT commends CIAT's selection and administration of Special 
Projects. 

Recommendation: 

The DFA should develop a set of policies and guidelines with 
respect to financial and administration is~ues to be covered in any proposed 
contractual arrangements involving CIAT. Such a documenc, once approved by 
CIAT management, should be distributed to the senior scientific staff for 
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their use if and when they wish to pursue particular research proposals. 
Such an approach would minimize delays while financial or administrative 
issues are clarified at later stages, as well as providing an opportunity for 
finance and admlnistration to exhibit their "service and team" approach in 
support of CIAT's scientific endeavors. Included in such guidelines would be 
topics such as standard cost of scientific personnel, logistics for the 
transfer of operating funds, inclusion of any internacional privileges, the 
treatment of Special Project equipment, guidelines on the application of 
CIAT's overhead charge on Special Projects, ete. 

The DFA should develop an appropriate orientation program for any 
Special Project personnel who are to be posted overseas. Sufficient time 
should be allowed for such an orientation in order to ensure that staff are 
properly and fully prepared to take up their duties and understand the extent 
of their delegated authority regarding the use of CIAT or Special Project 
funds. 

CIAT Budget System 

In the last few years CIAT's budget system has undergone a 
fundamental change. This was brought about by the difficult funding 
situation and the no-growth or reductions in budgets that this has entailed. 

CIAT gave us details of the budget procedure that had been 
evolved. It is an orderly method for proceeding from program plans to a 
complete budget. Unfortunately, the uncertainties of funding and the lack of 
growth have made this system unworkable. 

Consequently, CIAT's budget system is, as ~n the other Centers, one 
of developing operating budgets from the "top down". Another factor which 
has affected· the way budgets are prepared was CIAT's Long-Term Plan. This 
document presents detailed analyses and projections of changes in the 
direction and staffing of CIAT's research programs, support and 
administrative units. Current budget proposals therefore have become 
proposals as to when and how to implement projections in the Long-Term Plan 
and proposals of how to handle possible budget reductions. 

The present systems start with the assignment by the CG Secretariat 
and TAC of figures for forecast revenue at "bottom of the bracket" and "top 
of the ·bracket" levels. There are then discussions of what must be cut from 
the Long Range Plan to meet tbe "bottom of the bracket" together with a "fall 
back list" in case revenue is even lower and a "forward" list if the "bottom" 
"bottom" is exceeded. All of this involves extensive consultation and is 
finally put to the Board for approval if time permits. 

The EMRT concurs with CIAT's concerns about the publication of 
"fallback" lists in public documents, either as part of the formal CIAT 
budget document, or of those prepared by the CG Secretariat or TAC. This 
practice has a demoralizing effect as well as impeding the momentum of 
research work when staff suddenly become aware that their position or program 
is on such a list. Even should additional funding is eventually obtained, 
the information has already been released and the dacage done. 
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CIAT uses, for operacional purposes, an approximate budget level 
for the year based on the latest funding information and estimates of 
possible additional funding as the year progresses. Accordingly, financia! 
administration and Programs and Units prepare revised "working" budgets to 
conform to the projected level of funding. Details of this "working· budget" 
and instructions are sent to each individual responsible for a portian of the 
budget. 

Notwithstanding the complex nature of the budget process as 
described, the ultimate result is a budget which is well documented to meet 
both CG Secretariat r"eporting requirements and to some extent those of CIAT 
management itself. This procesa should reach even higher standards if 
current plans are·carried out, especially those involving more personal 
contact between Program personnel and Finance representatives in arder to 
more clearly describe the overall budget procesa, requirements, and any 
mutual problems encountered by the parties. The EMRT wholeheartedly endorses 
this type of initiative and communication. We have put forward here a number 
of ideas wh.ich might ·assist CIAT management in ensuring that che budget 
process remains one that is well in tune with its operating requirements. 

Recommendation: 

The budget document should clearly portray CIAT program activities 
which are being undertaken at sites other than headquarters, e.g., research 
stations in Colombia, as well as the Program activities which are occurring 
around the world. This information would give a more accurate picture of the 
extent to which decentralization within the Program areas is being achieved • 

. The program and budget documents published by CIAT contain detailed 
and informative presentations on the scientific programs and their plana for 
the upcoming year. Information on s number of research support units is also 
included. There is very little presentation of operacional plans for CIAT's 
administrative and general support functions which represent a significant 
proportion of overall expenditures. For example, in terms of the 1983 budget 
(current estimate) these elements represent some US$6 million or 28% of total 
core budget operations. Further information on planned activities in these 
areas would be an opportunity to more clearly describe the administrative and 
support functions which are required to coincide with the Program initiatives 
described earlier in the document. This would also further provide a useful 
internal measure of effectiveness when CIAT management does a follow-up to 
see how successful administration and general support services have been in 
meeting their announced plans. 

The internal CIAT "working budget" is presently programmed to 
subdivide approved budgets on the basis of equal monthly amounts. Many 
functions do have a fairly uniform monthly.rate of expenditure, others have 
unpredictable variations and others show remarkably consistent annual 
cycles.- In these latter cases it can be very useful to subdivide the monthly 
budget on the basis of this past experience. 
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Revenue Generation 

CIAr has several self-supporting activities, in which an effort is 
made to break even, and severa! other activities which are planned to 
generate income in excess of the extra cost incurred. ClAX endeavours tó 
generate income from outside sources only where a minimum of additional 
expense 1s involved. Activities falling under these headings include: 

Self Supnorting 

Food and HQusing 

Aircraft operation 

Publications fund 

Seed processing and conditioning 

PROCIAI health service 

Income Generating 

Farm production 

Cattle herds 

Seed marketing 

Special Project support 

Interese on current surpluses 

The number of personnel positions involved in these activit1es 
totals 90. The EMRT was informed that the present CIAT financia! accounting 
system is not capable of. generating the detailed information needed to make 
an accurate financia! assessment of these operations. Moreover, as ~th the 
case of Seed processing, it appears that the administrative systems by which 
the financia! information 1s gathered, e.g., production information, sales, 
and invoicing is only marginally tied in with the formal ClAI accounting 
processes. At the time of our review there had been a recent meetlng between 
the Controller's Office and the Seed processing group in arder to clarify and 
begin properly to organize these working relationships. 

A similar situation probably exists for some of the other operations, i.e. 
that there is only marginal financia! information available by which to 
accurately assess the extent to which these activities are either break even, 
"profit" generating, or subsidized. 

In all of the so-called self-supporting functions listed (except 
PROCIAT), the actual externa! income is from transfer payments from normal 
grants. These expenditures must be regarded as costs and be examined for 
possible savings with as much care as any other costs. 
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CHAPTER IV. TIIE RESEA.RCH PROGRAHS 

Organization 

The most recent (February, 1984) organization chart for ClAT 
beadquarters is ~hown in Appendix III. With a few exceptions, which are 
discussed below the organization seems well adapted to tbe functions tbat it 
serves. No effort has been made to review all aspects of the organizational 
structure. 

In sn orgaoizatioo tbe size of CIAT it is difficult for one person 
to bandle the DG's job without belp. Tbere are two equally acceptable 
aternatives--one is to appoint a Deputy D.G.--the other is to use ao 
Assistant to tbe DG. Dr. Nickel has opted for the latter solution and it is 
working extremely well thanks to the warm, enthusiastic and intelligent 
approach of the present incumbent, Dr. Fritz Kramer. He does not deal with 
problems, only with solutions. 

Under the DG are three Directora: Douglas Laing, Director of Crops 
Research (DCR), Gustavo A. Nores, Director of Resources Research and 
International Cooperation (DDRIC), and Andrew V. Urquhart, Director of 
Finance and Administration (DFA). 

Naturally a great part of tbe Management Review deals with the 
work of the DFA. However, there are some important observations to be made 
on management aspects of the research organization. Tbese will be covered 
first before proceeding to Finance and Administration. 

Until 1982 there was a separare Director for International 
Cooperation (DIC). Since the resignation of the DIC coincided with a period 
of a severe shortsge of funds, the decision was made to continue with two 
Res•arch Directora. Tbe present somewhat anomalous organization WaS tbe 
result of this decision. It appears to bave been a sound, pragmatic, 
decision that made the best possible use of tbe available talent. However, 
with the rapid expansion of international cooperation that is now taking 
place it does not seem that it will be the best solution to future 
organizational needs. 

There are severa! possible organizational changes that might help 
in facing the decentralization challenge. Among them are: (1) the DCR could 
be given another senior staff member who would be responsible to the Director 
for the work of the Seed Unit, Genetic Resources, Experimental Station 
Operations, Research Services, Crop Projects of Sister Institutions, and 
possibly some of the other Units that now report to tbe Director of Resources 
Research. The Tropical Pastures Program would then be transferred to the 
Director of Crops Research so that he would have responsibility for all four 
commodity programa. The number of people reporting directly to him would be 
reduced so that his.job should still be manageable. (Tbis is worth 
considering even without the other changes suggested below.) 



The DRRIC should also be given a quite senior person as Assistant 
to the Director. This person will have to remain at CIAT most of the time to 
act as the communications link between all outposted staff and the CIAT 
headquarters on all matters except the technical content of their respec;ive 
scientific programa. In most cases this person would act primarily as· a 
catalyst, a coordinator and a progress chaser and would try to avoid direct 
involvement in either the science policy or the finance and administrative 
channels; (2) having two "symmetrical" Directors each having two programs and 
each being responsible for his own internacional cooperation; (3) appoint a 
third Director (or possibly a lower rank) to take over all the Service 
Units, leaving the two Directors free to concentrate on the other functions 
in either of the above structures. 

These suggestions are made primarily to try to deal with the 
increasing load that decentralization will put on the director level. The 
EPR will undoubtedly comment on the present anomalous structure from the 
scientific viewpoint. 

The Research Programs 

Knowing that the EPR would deal with the programs in great detail 
we have spent little time studying them. One of us interviewed each of the 
Program Coordinators to get his views on his job from an administrative and 
management point of view. None of them reported any problems with those 
above them in the hierarchy except that the Directors were sometimes too busy 
to give them the time that they would like to have. 

All were agreed that the Coordinator's position, certainly in the 
larger programs, should be full time. 

As will be seen, all had some complaints about financia! reporting 
and controla, supplies and computers. 

All our comments should be treated as indicative only in view of 
the short interviews and small sample. 

The Bean Program 

The Bean Program which is led by Dr. Aart von Schoonhaven will be 
described in s_ome detail as an illustration of the management and 
administrative structure of a program. CIAT has a world-wide mandate for the 
common bean Phaseolus vulgaris. Beans are a very important crop for small 
farmers in many countries and are a majar source of protein for lov income 
people. The Bean Program has a staff of 12 senior scientists, 25 in 
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scientific and supervisory positions and 135 in clerical and other 
categories. Each senior scientist leads a staff of 7 to 17 people including 
two or three University graduates; almost the whole of the staff have at 
least a high school education. In addition to this core program the Bean 
Program has severa! special projects. One financed by the Swiss Development 
Corporation provides for US$400,000 a year·co support senior staff in Costa 
Rica and Guatemala. Another is just beginning in Eastern and Southern Africa 
with a cost over four million dollars for eight years and for support' for 
scientists at three different locations in Africa. The problems of managing 
these relatively large programs which are widely separated from CIAT will be 
discussed in another section. 

The Bean Program is under the Director of Crops Research and is led 
by a Program Coordinator who is supported by one assistant and a secretary. 
The remaining 11 scientists share six other secretaries. In addition to 
giving leadership to the Program, the Coordinator is also the senior 
Entomologist on Che team. He is supported in his entomological task by a 
post-doc who inevitably does most of the entomology. 

Each of the senior scientists runs bis own team with a substancial 
measure of independence. Each team has their own allocated space in the 
fields and greenhouses, their own clean and dirty work areas, and transport 
and small machinery which is centrally maintained. Specialists, such as 
physiologists, pathologists, and entomologists, have laboratory facilities 
including Station Operations, Genetic Resources Unit, Research Services, the 
Seed Unit, Data Services, Communication and Information, etc. Severa! of the 
scientists said that they certainly could not use any shortage of support as 
an excuse for failing to do productive research. 

The·Bean Program is in the procesa of integrating into the EDP 
network a nUmber of Radio Shack TRS 80 micro-computers for processing its 
field books and related data. Three have been purchased for outposted 
reasearch programa: It is felt that this computing network will greatly 
accelerate and simplify the processing of the mass of data from field 
trials. The main permanent records will continue to be kept in the IBM 
4331. The Bean Program is among the largest users of the 4331. 

The Rice Program 

The Rice Program is led by Dr. Peter Jennings who was one of the 
pioneers of rice ·breeding at IRRI. The Program reports to the DCR. It is 
the smallest of the crop research programa with only five senior scientists 
plus 76 others anda budget of US$967,000. It.is linked to IRRI by a 
resident (in CIAT) liaison scientist. This program has, in the past, focused 
mainly on irrigated rice and it has had spectacular success in contributing 
increasing yields in rice growing areas throughout Latin America and the 
Caribbean. It is now giving increasing emphasis to Upland Rice. 

The Coordinator feels that bis team is about ·che right size to 
manage efficiently while still participating scientifically. 
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The Cassava Program 

This program is led by Dr. James .Cock and includes 8 senior staff, 
17 scientific and supervisory staff and 109 clerical and other support 
staff. The operating budget for 1983 amounted to US$1,980,000. 

The Cassava Program was one of those ClAT endeavours which was 
affected by the need for "vertical" budget cuts. Consequently there was 
discussion on the overall funding of lARCa and the "stop/go" decisions which 
have to be made when there is no assurance of continuad funding. 

Tropical Pastures Program 

The objective of the Tropical Pastures Program is, together with 
nacional institutions, to develop and transfer, improved, low-input 
pasture technology in the acid, infertile soils of tropical America, in order 
to conserve and improve soil resources of tropical ecosystems, increase beef 
and milk production, and provide a basis for an economically and ecologically 
sound utilization of underexploited· land resources in tropical America. 

Program personnel consista of 16 senior staff members, 32 in 
scientific and supervisory positions, and 155 in clerical and other 
categories. 

The Tropical Pastures Program is under the ORRIC, and is headed by 
a full-time Program Coordinator, Dr. Jose M. Toledo. 

The Program's research team is organizad into three functional 
units: (1) germplasm evalustion, which includes the sections of germplasm, 
agronomy, plant pathology, entomology, and breeding; (2) pastura evaluation, 
which includes soil mlcrobiology, pssture development, pasture.quality end 
nutrition, and pasture evaluation and management; (3) pasture evaluation in 
production systems, whlch includes the sections on seed production, cattle 
production systems, and economics. 

To date the principal emphasis has been placed on the two savanna 
ecosystems known as "Llanos" in Carimagua and "Cerrados" at CPAC, a station 
of EMBRAPA in Brazil. In addition to this core program, the Internacional 
Development Research Centre (IDRC) is financing a special pro~ect to improve 
livestock production in underprivileged areas of tropical America. 

Summary Comments 

All of the Programa complained about financia! reporta and about 
supplies. The complaints about the financia! reporta were largely concerned 
with a lack of detall and occasional misallocation of charges. Complaints 
about supplies were almost entirely about delays. 
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Our general conclusions are that many of the complaints are 
justified and that measures already initiated by the OFA should improve both 
areas. These measures will not be fully effective for at least a year. In 
the meantime, free personal intercommunication at all levels could improve 
the situation both now and in the future. 

The percentage of program senior scientist that use the IBM 4331 
computer varies in each program from 50 to 100%. Microcomputers are rapidly 
spreadiilg through the Programs. Care has been taken to ensure that as far as 
possible they can feed data directly to the IBM 4331. A fully integrated 
system has not yet been achieved but is probably not necessary provided that 
duplicate entry of data can be completely avoided. 



- 39 -

CHAPTER V • 'IIiK RES&ARCH SUPPOR'I UNl'IS 

Many of the services needed by .the Research Programs are provided 
by a series of Service or Support Units of widely varying size and 
importance. 'Ihey all report to one or other of the Research Direetors. 
'Ihere has not been time to attempt to make an objective assessment of each 
one. Our comments in each case are based on a brief visit and discussion 
with the Section Head plus a random collection of opinions from some users on 
their perception of the quality of the services provided. 

Non-research services such as Food and Housing are under the DFA 
and are described elsewhere in the report. 

'Ihe research services are not described in any logical arder. 'Ihe 
enes that report to the DCR are described first followed by those reporting 
to the DRRIC. 

Training and Conferences 

The Training and Confe·rence section which reporta to the DRRIC 
consista of 19 people of whom 8 are Research Associates working two each in 
each of the four programa. The Coordinator is the only senior staff member 
in the section. The proposed budget for 1984 is US$1,190,000. During 1984 
there are in addition two substancial special projects, one for US$191,800 
and the other for US$160,000. 

The EPR will comment on the quality and relevance of the Training 
programs. We discussed the organization and operation in some detail and 
were sa.tisfied that the work is well planned and operated. The 'Iraining 
section supplies coordination, logistic and financia! support while the 
actual course content is supplied by the Programa. Plans for a course are 
worked out jointly between the training staff and the Program staff. 'Ihe 
Training program is very dynamic and changes substantially from year to 
year. 'Ihe present emphasis is on in-country training at the more elementary 
leve! and on more advanced training including degree training at CIA'I. 
Typical courses consist of an initial few weeks of lectures and classes 
followed by a few months of apprenticeship to specific scientists where the 
trainee actually helps with the work of the Program. 

The section also conducta conferences and workshops. During 1983 
there were eight CIAT conferences and four co-sponsored conferences organized 
by the section. 
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The section is responsible for implementing a policy of trying to 
increase income by encouraging the use of the conference facilities by 
non-ciAT related groups. During 1983, 24 such groups met at CIAT, most of 
them for only one or two days and very few of them using the accommodation at 
CIAT other than for lunch. Consequently, the activities are not yet 
producing mucb revenue. 

Genetic Resources Unit 

!bis unit which reporta to the DCR has one senior research 
scientist with a support staff of 28 and a budget of about US$350,000. Ita 
objectives are to collect, evaluate, maintain, document and distribute 
germplasm of Phaseolus besns, Tropical Pasturas and Cassava. In support of 
crop improvement programa the Unit supplies an important service within CIAT 
programa and to many other customers who use•it as a source of genetic 
material. It has quite ao extensiva plant consisting of offices, 
laboratories, work rooma, greenhouses and storage facilities for both short 
and long-term refrigerated storage. A brief review suggested that the unit 
is well organized and operated. Its only complaint was a shortage of funda 
and of long-term storage facilities to deal effectively with its rapidly 
increasing collection. 

Through its involvement with meristem tissue culture as a means for 
preserving cassava in vitro the staff have become expert in some of the 
techniques of tissue culture and are helping to introduce them into tbe 
Center. 

Station Operations 

This service unit which reporta to the DCR is in charge of 
agricultura! machinery, land preparation, planting, irrigation, field work 
and bsrvesting at headquarters in Palmira and at the three sub-stations in 
Quilichao, Popayan and Santa Rosa, and is in charge of tbe general upkeep and 
maintenance of experimental fields and the continuous operation of the four 
sites. It also produces commercial seed and crops on about 150 hectares of 
land on the Palmira Station that is temporarily not being utilizad for 
research purposes. This provides a revenue of about US$150,000 a year to the 
Center. 

A tour of the Palmira Station showed clearly that the quality of 
tbe work aone by this section is very high. Program scientists seem well 
satisfied with the services provided to them. The Unit is responsible for 
the,selection and maintenance of all major farm machinery. It also maintains 
the small farm equipment used by the individual programa. ln order to 
maintain its schedules the Unit operates its own small repair shop and 
sub-warehouses for supplies. The Unit has one senior staff with a total 
strength of 84. 
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Colombian support for CIAT is demonstrated by the fact that the 
land for two of the sub-stations (Quilichao and Popayan) was purchased by the 
Foundation for Higher Education (FES) and leased to CIAT for a nominal rent. 
Another (Santa Rosa) has been leaseci by the Na'tional Rice Growers Association 
and is made available to CIAT free of charge. 

Management and Administration of Activities at Sites other than CIAT 
Headquarters, Palmira 

The activities of CIAT have been rapidly spreading away from the HQ 
and this tendency will likely continue. There are three causes: 

1) The ecosystem at Palmira is too favourable for most 
experimenta. It is far from being representativa of the 
conditions where the poor farmers need help. 

2) Increasingly effective relations with National Programa 
in Latin America and the Caribbean are resulting in more 
joint programs in the. areas of concern. 

3) CIAT is under pressure to assume responsibility for its 
main crops in other pares of the world, e.g., beans in 
Africa and cassava in Asia. 

The EMRT have not had time to visit outposted staff or remoce 
stations except Carimagua, so all that is said here has been gleaned from 
discussions at Palmira. Carimagua, being run jointly with ICA, is a unique 
case and is dealt with separately. 

The situations encountered in each other case are, of course, 
unique in detail but can be assigned to one of three classes: 

1) Outpoated staff whether in Latin America or elsewhere 
have wherever possible been placed as boarders in a 
suitable local agency. This seems to be the bese 
solution and should be adopted where possible, In 
places such as Nairobi where "boarders" are numerous the 
local agencies are becoming overcrowded and naCional 
authorities concerned. In these cases the Centres have 
chosen one Centre to provide administrativa suppor~, 
e.g., che Internacional Laboratory for Research on 
Animal D1seases (ILRAD) in Nairobi and the IRRI Office 
in Bangkok, 

2) Outposted units that require both field and office 
facilities for their work (local ·outposts of CIAT 
Palmira, excepted) should also, where possible, be 
located on Nacional Program facilities. There is a loe 
of experience within the System for CIAT to draw on. 
The most important thing is to do carefuí advance 
planning and to involve Administration and Finance from 
the beginning. 
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3) Outstations that are chiefly operated from Cali, 
Palmira, e.g., Quilichao, Popayan, Santa Rosa, etc. The 
Santa Rosa station was quickly and effectively estab
liahed in 1983 largely by Station Operations working 
directly with the Riced Program·staff. However, during 
later growth of the station it appeared that it would 
have been useful to involve the DFA staff earlier. 
Ideally Administration and Finance should be in on the 
planning from the start but should not demand a 
microcosm of HQ at each station. Administration must be 
well planned and orderly with controla kept· to the 
minimum and adapted to fit the local situation. The 
controla must be cost effective. 

The Csrimagua Research Center 

Two members of the Management Review Team (OMS and EM) visited 
Carimagua with the DG, the DRRIC and the Executive Officer. This center is 
located in the Eastern Plains of Colombia, 320 km east of Villavicencio which 
is itself about 100 km southeast of Bogota. The center was begun by the 
Instituto Colombiano Agropecuario (ICA) in 1969 when 22,000 hectares of land 
were purchased. Field work by ICA began in early 1970 and in February, 1977 
an agreement was signed between ICA and CIAT for the development of a 
cooperativa research program at Carimagua. 

Many of the most important parta of the Tropical Pastures Program 
and esaentia!!y all of ita anima! work is now carried out in Carimagua. 
There is in addition a sma!l casaava program. 

Carimagua's climate, soil, ecosystem and topography are 
representativa of one of the most important and still unused land resourcea 
in the world, the American Tropical savannas, an area of 300 mil!ion 
hectares. Development of appropriate technology for these savannas could 
make a major contribution to world food production in the coming decades. 
The Carimagua station is surrounded by about 4 million hectares of land of 
this type. CIAT's work has already identified combinations of legumes and 
grasses that can increase the nutritional value of forage production for 
catt!e not by percentages but by multiples. It is one of CIAT's moat 
exciting programa and the reader is referred to the report of the EPR for 
further details. 

The director of the Center is an employee of ICA. The"Heads of the 
Sections for Station Operations & Maintenance (CIAT employee), General 
Administrativa Services (CIAr employee) and ICA Personnel (ICA employee) 
Sections report directly to him. Permanent!y hired genera! support personnel 
are contracted by ICA, and their cost is absorbed by ICA and CIAT in equal 
abares. Professiona! support staff for the research programa is contracted 
and paid for by the institution to which the program belongs. In addition to 
the existing facilities already developed by ICA and consisting of offices, 
laboratory, stores, warehouses, cafeteria and ~iving quarters, CIAr has 
constructed four houses, an electrical plant and some other minor 
eonstruction. 

CIAT and ICA divide the administrativa costa equally. 
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Each institution pays the costa of its research programa. At 
present CIAT'a share amounta to 80% of the total and ICA pays the remaining 
20%. A joint committee of CIAT and ICA supervises the activities at 
Carimagua. The CIAT component consista of the·DRRIC, the Exeéutive Officer 
and the Coordinator of the Tropical Pastures Program. Most purchases are 
made by CIAT's office in Bogota and delivered to Carimagua by truc~. There 
is permanent radio communication between Palmira and Carimagua. CIAT's plane 
flies to Carimagua twice a week transporting program personnel, mail and 
money, and other items urgently required. At present there are about 200 
working at Carimagua, 10 of them on CIAT regular staff. Two of CIAT's senior 
staff live on the station. CIAT's budget for its contribution to the station 
in 1984 is US$551,000. This does not include the cost of the aircraft which 
is essential for servicing this very isolated station. 

Our visit was too brief to permit any real assessment of the 
quality of the administration. We were impressed by the complexity of the 
problema resulting from the remete location, difficulties of transportation 
and communications (resulting in a need for large inventaries), subdivtsions 
between ICA and CIAT, a very limited local labor force, a very hot climate, 
etc. Our impression is that considertng these difficulties the station is 
reasonably well run. 

Human relations seem to be good and CIAI and ICA personnel have 
integrat~d to forma team·where mutual aid is very important due to the 
isolated conditions of the Station. 

The Aircraft 

The EMRT was asked to comment on the justifictaion, suitability, 
use and cost of the aircraft. The aircraft is a new Beechcraft King Air 
F90. We were on its first flight to Carimagua. It seems to be a suitable 
aircraft for this operation and Carimagua would probably not continue to be 
used by CIAT without regular air service• 

The purchase price of the aircraft was US$1.27 million. A 
preliminary estimate of the operating costs is about US$400 per hour for 300 
hours per year for a total of $120,000 per year. Interest on the investment 
at 12% per annum would add another US$150,000. Depreciation is not easily 
calculated since resale values fluctuate widely but will be at least $50,000 
per year (very roughly). Total annual cost of awning and operting the plane· 
is thus at least $320,000/yr. 

Research Services Unit 

This small Unit, with a total staff of 22, reporta to the Research 
Services Committee (this is a Committee of expert users under Dr. Roca's 
chairmanship) and is led by Dr. William Roca who also leads the GRU. The 
service operates laboratories for analysis of soil, plant, water and 
fertilizar samples and quality evaluation, especially of Beans and Cassava. 
It does maintenance and repair of lab. equipment and coordinates use of lab. 
facilities, control of washing and stertlization of glass ware for all labs, 
and maintenance of small animal colonies. It also manages and maintains 
greenhouses, screenhouses and growth rooms. 
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We visited most of the facilities of the Unit and talked to severa! 
users. The facilities are 1mpressive and well kept but not lavish. The 
customers appear to be well satisfied. 

Communication and Information Support Unit 

This Unit is of the greatest importance to the entire scientific 
program of C!AT and to the effective utilization of its resulta throughout 
Latin America and indeed the whole world. It is a relatively large Unit 
reporting to the DRRIC. It has three senior staff, 19 scfentific and 
supervisory staff and 47 clerical and other staff, Its budget for 1984 is 
US$1,436,000, Its activities include technical publications, network 
publications, general information, library services, documentation services 
and the operation of three specialized information analysis centers. The 
range of publications is very wide and appear~ to be of excellent quality. 
Most are in Spanish and English. The library which is very 1mpressive serves 
not only CIAT but ICA and other users, both in Colombia and throughout Latin 
America. The Specialized Information Analysis Centers (SIACS) for beans, 
cassava and tropical pastures are supported by a four-year grant from IDRC, 
totalling C$572,000, 

The team were 1mpressed by the breadth of this section's activity, 
the quality of its work and the obvious enthusiasm o~ the staff, The 
Head, Ms. Susan Harria, felt that she was adequately supported but could 
effectively use greater resources in almost every direction. The section 
especially needs greater computar support, 

As in all of CIAT, Spanish is the main working language and most 
publications are in Spanish. The Unit is bilingual and produces as well in 
English as in Spanish but as CIAT's progrsms spread to Asia and Africa the 
demand for publications in English will increase and this will subscantially 
increase the workload. 

CIAT should be strongly commended on its effective bilingualism not 
only in communications but throughout all its operations. This adds to costa 
in many ways but is well worth both the money and the extra efforts that it 
involves. 

Efforts are being made to recover some of the costa of publication 
both internally and by external sale.s. We did not examine in det!lil the 
mechanisms.used but certainly would encourage their future development. The 
need for knowing publication costa in some detail arises in dealing with 
priorities within CIAT, in costing of special projects and in cost control 
within the unit, 

Seed Unit 

This unit, started in 1977, is a special core project financed.by 
the Swiss Development Cooperation Agency. Its leader Mr. Johnson Douglas, 
who was orginally loaned by the Rockefeller Foundation, repares to the DCR. 
Funding is assured until 1986. The staff totals 14 and Che annual budget is 
about US$700,000. The unit is described in detall in the Report of the 
Externa! Program Review Team. 



- 45 -

The Unit has two main functions: The first is to provide CIAT's 
four commodity programa with a service to produce, process and distribute 
breeder and basic seed. The second is to provide Nacional Programs with 
both training and technical aasistance to build up seed industries at the 
nacional level. Both are of critica! importance to the attainment of CIAT's 
goals. CIAT needs a mechanism to bulk up and distribute basic seed.while the 
absence of efficient seed industries is a major constraint to agricultura! 
development in Latin America. 

Being a special project has had ita advantages and disadvantages. 
On the one hand it has provided independence of funding, on the other it has 
implied impermanence. There has also been considerable debate over the years 
as to whether a research center such as CIAT should or should not be involved 
in fostering mechanisma to encourage the use of the produces of its research. 

The Unit's demanda on the administrativa and support services of 
CIAT are similar to those of the commodity programa. They are paid for as 
overhead on the Swiss Grant. There do not appear to be managerial or 
administrativa problema, other than of a routine nature, and the unit 
functions smoothly. 

The EMRT was impressed with the unit and is of the opinion that it 
representa an imaginativa and successful attempt to both service CIAT's own 
needs and assist Nacional Programa. There is urgent need to build up more 
effective seed industries in many countries, and, for that matter, other 
agro-services that are essential for development. It is a critica! issue 
facing most of the commodity centers in the CGIAR system and one of keen 
interese to developing countries. The practices and principles developed and 
being applied in CIAT's seed unit could have wider application in other parta 
of the world. 

The Grant from the Swiss Government was transferred in 1983 to 
Restricted Core so it is no longer a Special Project. The EPR recommends 
that, at the expiration of the Swiss Grant it be transferred to Core 
funding. The EMRT recommends that a study or studies be initiated as soon as 
possible to explore the options for developing and adapting the unit into a 
more autonomous unit. By doing so it might be possible to attract additional 
sources of funding, increase income earning opportunities, and expand 
operations without being a drain on CIAT's core resources. However the goal 
should not be to become financially self supporting. Service must always be 
given first priority. 

Computers in CIAT 

CIAT has a long history of grappling with mixed resulta, with the 
problema of the effective use of computers for both its scientific 
requirements and those of finance and administration. On a number of 
occasions, management has tackled the problem of trying to select computer 
technology which would serve both these "users". 
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For the most part, the control of the center's data processing 
facilities has rested with the program arm of ICAT's operation. The present 
Data Services Unit reports to the DRRIC. From 1979 to 1981 this Unit had an 
IBH System 34 Computer, with two analaysts specifically assigned to che 
operating requirements of finance and administration. In 1981 the System 34 
was replaced by an IBH 4331 which began operating early in 1982. From our 
discussions with Center staff it appears that throughout this period there 
were difficulties in meeting che requirements of the financia! and adminis
trativa areas. The delay in servicing the financia! and administrativa 
requirements received specific mention in the ad-hoc Audit and Finance 
Committee minutes of 29 and 30 Harch 1982 wherein "che Committee expressed 
concern about the apparent slow rate of conversion of administrativa and 
financia! data to the IBH 4331 system. The committee urges management review 
of organization and elimination of delay problems ••• • 

In Hay 1982 a consultant from che World Bank advised that che 
.administrativa and financia! computing should remain on che IBH 431. This 
still did not improve che situation. In April 1983 Peat Hmarwick made a 
directly opposite recommendation on hardware and recommended that a separate 
Administrativa Systems Unit be estalished under the DFA. CIAT followed the 
latter recommendation and promptly hired an administrativa EDP specialist to 
head the Unit. By September 1983 he submitted a detailed plan involving che 
purchase of an IBM System 36 for use only for administrativa and financia! 

.computing. This proposal was approved in the same month. · 

Following this decision a new organizational Unit entitled 
Administrativa Systems was established to select, install and operate the new 
IBH System 36 for finance and sdministration. Some analysts were transferred: 
from the Data Services Unit to Administrativa Systems and the two are now 
quite separate though Data Services will continue to procesa accounting 
material on their IBM 4331 until the System 36 is up and running. The 
present status of the Administrativa System Unit has been described ·in an 
earlier section in Chapter III. 

Data Services Unit 

This Unit is led by Dr. Leslie Chapas. It reporta to the DRRIC, 
has 2 senior staff and 27 support staff. The 1984 budget is US$388,000. 

The Unit is dividied into three sections: Computing, Biometrics 
and Agreocological Studies. 

The Computing Section supplies a service to the research programa 
and other scientific users. The IBH 4331 computar which came into service 
esrly in 1982 is internally organized to provide the users with "virtual 
machines" for interactiva use as well as other modes. Thee are a tot3l of 14 
screen-terminals on hand, four for exclusive use by the Unit, five reserved 
for program use within the Unit's premises; one in administration/acounting, 
two with program and two more are in the procesa of being.installed. Six 
additional screens have been ordered. 



- 47 -

The service is widely used by the Programs. The distribution 
CPU time in 1983 was Tropical Pastures 22%, Beans 17%, Cassava 8%, Rice 
and Genetic Resources 4%. Other users were F.inance and Adm.inistration 
Data Services 13%, Communications and Library 4% and others 11%. 

The machine showed early signa of reaching its capacity ·SO it 
1982 and early 1983 it was upgraded from a Type I to a Type 2, thus do• 
che CPU capacity. Demand has since continuad to grow rapidly. Some o;· 
DFA's 17% should be on the System 36 by 1985, thus freeing some capaci 

programa 
off ices. 
probably 

Our impression is that the system would be more w.idely used 
were accessible through interactive term.inals in users' own 
If chis is done increased capac.ity will soon be needed. Thi 

be obta.ined by upgrad.ing the 4331 at a reasonable cost. 

In sddition to this growing use of the Data Services the Prc: 
are installing micro-computers for local interactive use. Inevitably 
problema of compatibility were serious and not always completely solul 
a real effort is being made to ensure that everyone can input data to 
4331. The Programa would like also to have interactiva term.inals fro• 
4331 available in their own offices. 

Biometrics Sect.ion 

This Un.it operates fairly independently to provide a stati> 
consulting and education service. It is led by Ms, M.C. Amezquita. 

There are three other professional staff, soma technicians 
others supplied by the Programa. 

It is widely used and the users speak highly of ita servic 

Agroecological Studies 

This work was formerly done by a series of visiting scienr 
contracta. In 1983 it was transferred to core and an agrometeorolor 
appointed. ·If revenue permita a Lsnd Systems Specialist will be sd• 

The function is located in Data Services because its larg 
rapidly growing data base makes it,one of the majar users of co~put 
oapacitY. in CIAT, Its work would be greatly facilitated by the ava 
~f digitizing equipment for the manipulation and display of maps. 

hosphorus Project 

This is an on-farm research project of the InternaCional 
lvelopment Center (IFDC). It is funded by the Canadian Interna ti• 
velopment Research Centre (IDRC). The project leader, Dr. Alfre 
en at CIAT for 5 years. The project has a staff of 6.5 includin 
lentists, himself and an anthropologist on a Rockefeller póst-do 
'.lowship. The budget for 1984 is US$162,000. 
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The project is so firmly integrated with CIAT that it appears to be· 
part of the core program. It operates at many locations and with most of the 
Programs although it conducts its own field trials and has its own assigned 
laboratory space. 

Dr. Leon finds cooditions at CIAT excellent. If he has t~ouble 

understaoding his monthly financial report (which is surprisingly complex), 
he drops in oo his frieod in the Cootroller's office who is responsible for 
his account and quickly gets a clesr explanation. He has had no supply 
problems that have held up his work. He or Dr. Ashby often seek biometric 
assistance in planning and analysing experimenta. 

Crop Projects of Sister Institutions at CIAT 

There are four of these reporting to.DCR. They are: 

CIMMYT - Andean Regional Project (Maize) 
INTSORMIL/ICRISAT/CIAT Sorghum Project 
INTSOY/ICA/CIAT Soybean Project 
IBPGR Liaison/5. America 

Brief discussions with James Barnett of the CIMMYT maize program 
showed that after some initial misunderstandings they were now able to 
operate with adequate independence. but with CIAT support where necessary. 
They collaborate fairly actively with the Bean Program on bean/maize 
associations. 
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Dr. Solandt has spent bis working life in the management of 
researeh in a variety of different fields. He beeame involved with the CGIAR 
in 1975 when IDRC retained him as a Consultant to help in the establishment 
of !CARDA in the Kiddle East. Dr. Solsndt was a member of the Board of 
Trustees of !CARDA from 1976 to 1981, and later Viee-Chairman. He has been 
on the Board of Trustees of CIMMYT since 1976 and ia· at present Chairman of 
the Executive Committee. 

Dr. Solandt has served on the Board of Trustees of the 
International Center for Insect Physiology and Ecology (ICIPE) in Nairobi, 
Kenya from 1976 to 1982 and as Chairman of the Board in 1981/82. He was a 
founding member of the Board and Chairman of the Finance Committee of the 
lnternational Center for Diarrheal Diseases Research - Bangladesh (ICDDRB) 
from 1977 to 1980. In 1982 he was on the CGIAR Review Committee and is on 
Dr. Lowell Hardin's Committee that is preparing a report concerning the 
duties of Boarda of Trustees. In' 1983 he was Chairman of the Kanagement 
Review Team for CIP and did some management consulting for ILCA. 

Other activities have included: 

Founding Chairman- Science Council of.Canada 
Chairman - Science Advisory Board for the Northwest Territories 
Chancellor - University of Toronto 
Chairman - Defense Research Board - Canada 
Vice-President Research - Canadian National Railway 

- De Havilland Aircraft of Canada 
- American Kanagement Assocation 
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Currently Associate Director, Audit at the International 
Development Research Centre (IDRC), Ottawa, Canada. Hr. Zdyb has been 
associated with IDRC for eight years, in positions as Manager, Project 
Accounting, to Comptroller, to Associate Director, Policy (Financial). 
Kr. Zciyb is quite familiar with the operations of the Consu~tative Group, 
having participated as pare of the IDRC implementation team in the estab
lishment of ICARDA. Koreover, he has acquired knowledge of specific IARC 
operations in view of IDRC's involvement in special projects with a number of 
CGIAR Cantera. 

Kr. Zciyb was also Secretary-Treasurer.for the National Sports and 
Recreation Centre, Ottswa, Canada, a non-profit organization established to 
provide support services (accounting, EDP, office space, secretaria!, audio
visual, printing, etc.) for some sixty Canaciian national amateur sports 
organizations.headquartered in Ottawa. 

Mr. Zciyb 's background als·o includes experience gained in business 
advisory and consulting positions, within the Canadian Government, involving 
assistance to client organizations in establishing necessary operating and 
financial systems. 

Kr. Zciyb is a graduate of the University of Montreal (Loyola 
College), and is a professional Canadian Chartered Accountant, having 
articled with the international auditing firm of Peat Marwick Kitchell and 

· Partners. 
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Presiden e of che Nacional Agriculture Research Ins titu'te of Chile 
during che last 6 years. Mr. Madrid is quite familiar with the operations of 
the Consultative Group, as Executive Office and Assistant Treasurer of the 
Internacional Maize and Wheat Center in Mexico, from 1968 to 1978. 

Mr. Madrid was General Manager-Agricultura! Entreprise in Chile for 
15 years, also at the same time Mayor of Curacavi, a small city in Chile for 
three years. Member for che Agricultura! Development Main Board (Chilean 
Government) for one year. General Secretary, Rockefeller Foundation in 
Chile, four years. Second Vice-President ~FARO, Latin America Chapter for 
the last three years. 

Member of the Management Council of che Nacional Agricultura! 
Society - Chile. Member of the Management Council of the Nacional 
Association of Seed Producers - Chile. Associate Member IICA (Interamerican 
Institute of Agricultura! Cooperation), San Jose, Costa Rica. President for 
1984 of the Agricultura! Research Program IICA - South Cone - Inter American 
Development Bank, Montevideo, Uruguay. 

Mr. Madrid has both graduate and postgraduate degrees from the 
Universidad·Catolica and Universidad de Chile, Santiago, Chile. 
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Terma of Referenee 

IARC Hanagement Reviews 

The broad purposes of the management reviews of International 
Agricultura! Research Centers are: 

a) To provide the center with insights into the management 
effectiveness of the organization. These insights should assist 
the board aod center management in devising ways of improving the 
effectiveness and the efficiency of the center's operations. 

b) To provide the Group, and particularly the donors, with information 
on the management effectiveness of the center and on problem areas 
that need to be addressed. 

e) To ascertain whether the center management is receptive tD change 
and whether the administrative, financial and other management 
systems are designed and operating efficiently and in ways that 
enable the center management to monitor progresa, discover 
weaknesses and introduce corrective action. 

d) To identify management practices at one center that may have 
broader application in the system. 

e) To identify elements or circumstances that have important positive 
or negative influences on the center's efficiency, and where 
appropriate, to suggest constructive change. 
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CIAX Personnel Interviewed 

(Alphabetical Order) 

1) Camilo Alvarez, Head, Property Management 

2) Leslie Chapas, Head, Data Services 

3) Carimagua (Joint ClAT/ICA Station operation): 

Helba Bahamon, Treasurer (in charge), ClAT 
Barold Dominguez, Head, Stations Operations, CIAT 
Bela Grof, Tropical Pastures, CIAT 
Lucelly Gutierrez, Secretary, CIAT 
Arbey Herrera, Head, Stores, ICA 
Carlos Lascano, Tropical Pastures, CIAT, Palmira 
Carlos Prado, Head, Personnel Office, ICA 
Jesus A. Vergara, Head, General Services, CIAT 

4) James H. Cock, Coordinator, Cassava Program 

5) Jesus A. Cuellar, Executive Officer 

6) Alfonso Diaz Duran, Head, Farm Operations 

7) Johnson E. Douglas, Head Seed Unit 

8) David Evans, Head, Food & Housing 

9) Fernando Fernandez, Coordinator, Training & Conferences 

10) Hector Florez, Head, Administrative Procedures 

11) German Gutierrez, Head, Maintenance 
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12) Susan Harris, Head, Communication & lnformation Support Unit 

13) Peter Jennings, Plant Breeder, Coordinator Rice Program 

14) Fritz Kramer, Assistant to DG 

15) Douglas R. Laing, Director Crops Research 

16) Luis F. Kontoya, Interna! Auditor 

17) John L. Nickel, CIAT Director General 
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18) Gustavo A, Nores, Director, Resources Research & International 
Cooperation 

19) Luis Osorio, Head, Supplies 

20) Alejandro Rebolledo, Controller 

21) William Roca, Head Genetic Resources Unit 

22) Armando Samper, Chairman Emeritua of CIAT 

23) Aart van Schoonhaven, Coordinator, Bean Program 

24) Jose M. Toledo, Coordinator, Tropical Pasturea Program 

25) Andrew V, Urquhart, Director, Finance & Administration 

26) German Vargas, &ead, Human Resources 

27) Hector Villalobos, Head, Administrative Systems 

28) .Qll!2!: 

Price Waterhouse (externa! auditora) 
Mr. Eduardo Calero, Manager 
Mr. Aldemar Toledo, Partner 
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Glossary of Afronyms 

CGIAR - Consultative Group on International Agricultura! Research 
CIAT Centro Internacional de Agricultura Tropical 
CIMMYT - Centro Internacional de Majoramiento de ~iz ·y Trigo 
CIP Centro Internacional de la Papa 
CPAC - Centro de Pesquisa Agropecuaria dos Cerrados 
DCR - Director of Crops Research 
DFA - Director of Finance and Administration 
DG - Director General 
DRRIC - Director of Resources Researcb and Internacional Cooperation 
EMBRAPA - Empresa Brasileira de Pesquisa Agropecuaria 
EPR - Externa! Program Review 
GRU - Genetic Resources Unit 
IARC - International Agricultura! Research Centre 
IBPGR - Internacional Board for Plant Genetic Resources 
ICA - Instituto Colombiano Agropecuario 
ICRISAT - International Crops Research Institute for the Semi-Arid Tropics 
IDRC - International Development Research Centre 
IIE - Internacional Institute for Education 
liTA - International Institute of Tropical Agricultura· 
INTSORMIL- International Sorghum and Millet.Program 
INTSOY - International Soybean Program 
IRRI - Internacional Rice Research Institute 
MRT - Management Review Team 
SIAC - Specialized Information Analysis Center 
TAC - Technical Advisory Committee 
WARDA - West African Rice Development Association 




