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INTRODUCTION

IICA's decision to concentrate its efforts on national institutional
development has posed the question for us who work in the Planning Office,
“How well duv we understand the process of institutional development, and
to what degree are IICA's present resources and activities oriented to this
objective?” To stimulate our analysis of this question it was decided to
invite in a resource person with ample experience in agricultural institu-
tion development, to participate with us in a week of "brainstorming
sessions”.

During the period from May 2 -10, 1967, Dr. Donald C. Kimmel,
Deputy Director of the Rural Institutions and Services Division of FAO,
was in Costa Rica as Assesor to IICA's Planning Office. While a limited
number of specific topics were discussed, the main portion of this period
was dedicated to rather loosely structured “"brainstorming sessions”.*
The basic objective of the meetings was to discuss agricultural institutior
development in general and IICA's role in accelerating this development.
It was considered that Dr. Kimmel's ample experience in this work made
him an ideal resource person for the discussions.

On the first day Dr. Kimmel was given copies of Executive Order #29
and of the Alternative Program-Budget for 1967-68. These documents wer~
briefly discussed, so he would be familiar with IICA's present national
institutional development orientation.

This document consists of various observations made during the
reunions, principally those of Dr. Kimmel. They were jotted down during
the meetings. While they do not necessarily represent the relative time
dedicated to various aspects,degree of the participation of those present,
nor a complete coverage of the discussions, they do indicate some of the
principal comments made. In addition, an annex is attached, containing
three papers previously presented by Dr. Kimmel which are generally re-
lated to the topics discussed.

It is felt that while this series of observations in no way represer-
policy decisions of IICA, they do constitute a useful resource document in
helping us to think through and arrive at these decisions.

* In addition to members of the Planning Office, Don L. Shurtleff and Eugenio Hetrera participated
in mamy of the reunions. Director Madrid and Alfonso Castronovo attended the final meeting
May 10th.






7.

Kimmel. - A list of the agricultural institutions that interest FAO
on a world-wide basis would necessarily include the following:

- Education and Training

- Research

- Credit

- Marketing

- Supply Services

- Extension

- Institutions dedicated to coordinating and orienting the over-

all agricultural sector.

Kimmel., - Other functions that must be performed if agriculture
is to get moving include such things as improved seed multimplic-
ation, soil testing services, grades and standards for seeds and
fertilizers. We have less clearly identifiable institutions dealing
with these functions.

Kimmel. - This last group perform a very vital job; it is the most
difficult, and the one with which least progress has been made to
date.

Kimmel. = There is no such thing as "Rural Development”. We
cannot separate rural from urban development. There are only
areas or regions with greater or lesser proportions of rural or
urban residents. Because of this we would be wiser to talk about
and work at regional or area development.

Kimmel. - The basic development unit is the country (for political,
legal, institutional and other reasons).

Kimmel. - Even were it practical, it is politically unfeasible to
concentrate all one's efforts in a single area or region of a country.
Probably a generally applicable strategy is to aim at developing
certain minimum advances on a nationwide basis, while dedicating
more intensive across-the-burder efforts to selected priority areas.

Arce. - Institutions are tools created to satisfy a specific need or
needs. They can be classified on the basis of the needs for whose
satisfaction they were created. For the purposes of these discus-
sions it is necessary:

- to define what we mean by agricultural institutions
- to identify those (types) of agricultural institutions with
IICA should work; those given priority.

Kimmel. - Another way of putting it would be to say that first we
should identify the services which are needed, then design or
complete the system of imstitutions needed to do the job.
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9.

10.

11.

12.

Kimmel. - The most neglected training and education area is that
dealing with "How to utilize Technicians”". This should be a prio-
rity function of IICA; preparing personnel in "Management of De-
velopment Work”™. One can visualize at least three levels:

- management of (personnel within) specific sectors of a given
institution

- Deans of Facultades de Agronomfa, Directors of Experimental
Stations, etc.

- Directot Generals and Ministers of Agriculture; sectorial

planning office personnel.

One might visualize a M.S. level training for group one, and a
combination of Ph.D. level preparation plus in-service seminars
for groups two and three.

Herrera. = I have certain doubts about this. Out of any given
group of fifty students, however carefully we might select them,
probably no more than one or two will ever rise to the third level.
It seems to me that tools other than graduate training would be
more efficient in developing or improving this group.

Arce. =~ We must not forget that IICA operates within a given frame
of reference, established by Order #29 and the Alternative Program-
Budget.

NOTE: At this point the group was divided in two "sub-committees"
to discuss:

Group I. Needs to satisfy or functions to perform in order to
accelerate agricultural development.

Group II. Institutions (kinds) to whose development IICA should
dedicate its (limited) resources.

Report of Group I.
(Herrera, Kimmel, Shurtleff)

a) There are various technical functions which must be adequately
performed in order to permit rapid development:

Education Conservation of Natural Resources

Investigation Credit

Marketing Advise and Information
(Extension )

Farm Supplies-inputs Regulatory activities

Land Tenure
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b. In addition, there are Executive-Administrative-Organizational
-Planning functions which are receiving very little attention
from anyinternational agency.

These functions are vitally important, and the current lack
of attention being given to them represents the principal
bottleneck in the development of the agricultural sector.

13. Report of Group II

(Arce, Lombardo, MacDonald)

a. IICA should definitely dedicate its efforts to accelerate the
development of selected institutions in the following areas:

1)
2)
3)

Facultades de Agronomfa (y Pecuaria)
Estaciones Experimentales

Institutions dedicated to fulfilling needs
related to:

a) Farmer credit

b) Extension (and "Fomento")
c) Marketing

d) Farm Supplies

e) Land tenure

b. The Group wishes to discuss further the advisability of IICA
working with institutions dedicated to establishing agricul-
tural policy planning, administration and direction of the
agricultural sector, for the following reasons:

1)

2)

3)

Doubts regarding the relation of these institu-
tions to the recently established frame of re-
ference of Order #29 and the Alternative Program-
Budget.

IICA's lack of qualified personnel and experience
in this general area

Current activities of other international organ -
izadons with respect to these institutions.
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14,

15.

16,

117,

18.

19.

20.

Kimmel. - There is urgent need for an institutional system within
which the technical functions can be satisfactorily performed. Its
lack reduces tremendously out technical performance -- and techni-
cian utilization. It is necessary to provide:

- the organization of the system

- planning of the agricultural sector

- framing of necessary legislation

- competent administration and execution

These components -~ at least the first three - should be available
in advance for the occasions when capable persons ("Sampers”)
are named to strategic positions.

Kimmel. = I1ICA and FAO should work together in this respect.
IICA provides the assets of a specialized Latin American institution,
while FAO possesses the breadth of worldwide experience.

Kimmel. = This sort of activity would fall quite naturally within
IICA's Basic Program III, Rural Development and Agrarian Reform.

MacDonald. - There are at least three ways of considering the
inclusion of such functions within our structure of three Basic
Programs:

a. Those aspects internal to individual institutions -~ in any or
all of the three Basic Programs.

b. As functions of the Ministry of Agriculture, hence Program III.
c. As general articulation of the three Basic Programs.

Shurtleff. = We should be aware that this general area of organi-
zation and administration is an integral part of the problem of
institutional development. It is a part of each of our three Basic
Programs.

Arce . - Viewed in that form, I am in agreement -- we should be
aware of these aspects of institutional development.

Kimmel. - There are at least two ways in which IICA could begin
entering into this management aspect of institutional development:

a. Incorporating some mismum of this in the common core courses
taught to all graduate students at Turrialba.

b. Having specialists in this broad management area doing re-
search in the countries, organizing seminars for top national
institutional directors -- "managers”, and providing advisory
services.
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21.

22.

23,

24.

25.

28.

21.

Arce. - I agree with Shurtleff's statement that we should be aware
of this sort of problem. The idea of doing this sort of studies -

research - is interesting, but we must remember that we in IICA

have very limited resources available.

Kimmel. - Ford, Rockefeller, other international foundations and
and an increasing number of national institutions are covering the
biological sciences. IICA's contribution in this sphere is becoming
relatively less important. This is not true of the social sciences.
It would be sounder allocation of IICA's scarce resources to chaannel
an increasing proportion into the social sciences - administration
area. IICA should taper off in its old lines of work where national
institutions are becoming competent, and move into new areas that
are of high priority and relatively unattended.

Kimmel. - Many possibilities exist for cooperation between 1ICA
and FAO which would broaden the resource base available for such
activities:

a. Cooperation of FAO in regular program activities and in
studies .

b. Cooperation of FAO in experimental implementation activities.

c. Joint action in helping governments prepare projects for

presentation to Special Fund.

d. IICA advisor and consultant action in Special Fund projects
for which FAO is the executing agency.

Herrera. - Would there possibly be problems of financing such joint
efforts?

Kimmel. - This would be no problem, once Special Fund was
interested in a given project.

Shurtleff. - I recall an incident (Alberto) Torres was telling me
about, of a Central American country that presented an elaborate
development plan requiring hundreds of specialized technicians,
but with no provision in the plan for obtaining or training these
technicians.

Shurtleff. - It seems to me that we could program themes for our
annual Junta meetings that would be of real interest to Ministers
of Agriculture; topics dealing with the overall organization and
structure of the agricultural sector, for example.
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28. Kimmel.- On a worldwide basis there seems to be « lack of
interest on the part of Ministries of Agriculture in agricultural
ecducation. The faculties of agronomy are frequently located under
the jurisdiction of Ministries of Education --which rarely results
in producing quality agricultural professionals. There is a general
l.ck, in Ministries of Education, of agriculture 2nd its ongoing
programs -~ a requisite for adequately orienting agricultural
euucation.

29, Kimmel .- Education for education's sake is wrong. We should
strengthen education in terms of what particular talents are or
will be needed.

30. Kimmel.- There is a limit to the number of graduate level schools
needed or justified. Among other aspects we must consider eco-

nomies of scale needed to give adequate and not excessively costly
education at the graduate level.

FAO-FENU INSTITUTIONAL DEVELOPMENT PROCEDURES AND EXPERIENCES

(Informal presentation by Dr. Donald C. Kimmel)

Initially it was the practice to send individual advisors to Faculta-
des de Agronomf{a and other institutions. This was most ineffective. It
is necessary to provide a team of specialists to work with the nationals
over an extended period of time in order to achieve lasting institutional
development. Experience is indicating that even five years is often too
short a period; that ten years is probably closer to the necessary minimum.
FENU is now extending the time period of various existing projects.

The two main types of institutions for which FENU projects have
been developed have been Facultades de Agronom{a and research institutions
--either a country's central research center, or a complex of experiment
stations.

A project may be initiated in at least two ways:

1. A national government takes the initiative, and makes the
initial request tc FENU.

2, FAO technicians recognize a need, discuss it with the national
government, and assist them to prepare the official government
request.
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These requests for projects are presented to FENU headquarters in
New York. They are then forwarded to the appropriate UN agency for
comments (FAO for agricultural projects).

Frequently the initial request for an apparently feasible project is
not sufficiently detailed or has other shortcomings. 1In this case a consul-
tant firm, or FAO specialists complete the necessary additional information.

On the basis of this information, a specific document is drawn up
specifying the project objectives, detailed resource requirements, and time
sequences.

In the case of research institutions, the general strategy is somewhat
as follows:

1. Define priorities for the institution.

2. Identify the broad research areas to be developed.

3. Initiate research in these areas.

4, Develop local staff to continue research in these areas

(3 and 4 on the basis of counterparts and scholarships).
5. Provide some necessary equipment.

Among the problems that have been encountered, one of the main
ones is the lack of adequate preliminary planning before initiating projects. -

Frequently positions (and funds) are not provided for the national
technicians, or job conditions are not sufficiently attractive to draw good
prospects. Too often FENU technicians work alone for the duration of the
project, and when they leave the activities they have initiated collapse.

The ideal situation, for a five year project, is to select at least
one good counterpart for each FENU specialist. With only one, he works
with the FENU specialist one year, goes away to receive advanced training
for two years, and return to work with the specialist for the last two years.
With two counterparts, they can be rotated, one acting as counterpart while
the other studies, and vice versa.

The national government is committed to meet local operating costs
--but too often there are budget problems when the moment of paying
arrives. One device FENU uses is to require the government to deposit with
them a certain portion of its financial commitment, before the project be-
comes operative.

It is normal procedure for a single national institution to be designated
(by the national government) as counterpart to FENU for any given project.
It would be too complex or inoperative to have 1. deal with a series of
national institutions.
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Sometimes there is lack of housing or other facilities for the FENU
specialists to be brought in.

Local technicians on occasion are not convinced of the need for
outside assistance or for change.

One of the most difficult tasks is to locate experts with a combinati.
of technical competence and the flexibility to adjust to local conditions
--necessary requisites for Project Managers. Language, social, and cultural
barriers often limit the usefulness of technically competent specialists.

The key to success is careful, detailed initial planning.

It is important to determine whether or not the project is an integral
part of overall national development plans, and incorporated in current
budget and budget projections.

The case of facultades de agronomfa is in general more complex
than that of experiment stations. For one thing, the extremely strong role
played by students, University staff, and government complicate the picture.
The current situation in Ecuador is a case in point.

FAO is increasingly tending to execute these projects by means of
subcontracts with strong established universities. In general, it is possible
to obtain better average quality personnel, plus more adequate technical
“back-stopping”. In addition links may well be established between the
two institutions which will continue after the project is terminated. There
is also a continuity of institutional philosophy provided by a subcontracting
university.

Subcontracting also has its disadvantages. There is frequently
resistance to subcontracting on the part of the national institution. Some
subcontracting universities tend to send very few of their best quality staff.
Some operate on a shoestring, going out to hire new (additional) staff to
man the project.

In some cases the repeated rejection of proposed project leader or sub-
contractors leads one to suspect that there is no real desire for change and
improvement.

In Liberia the current shortage of government funds is crippling a
project with an outstanding project leader.

Another problem is timing --delays in hiring the required personnel
at the appropriate moment, delays in arrival of equipment, etc.

As to the function of the Project Manager, he acts as co-manager
with the national designated as co-manager. The basic agreement specifies
who decides what; in general it provides for joint decisions. Major changes
in the project may require amendments to the basic agreement.
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10

In addition to research and edacational institutions, Special Fund
has projects for,among otherss

Soil and water studies; design of irrigation projects; pilot
settlement plans.

Various types of Institutes -~-fish, forestry, agrarian reform.
Intermediate level training institutions.

Regional livestock disease control center (Near East)
Precolonization Surveys.

Forestry inventory.

Regional Development Surveys.

Massive fertilizer trials (possible project in the near future).

With respect to phase-out experience -~what happens when
Special Fund assistance terminates--experience to date has varied. In the
case of one Latin American Facultad de Agronomia, everything collapsed
at the end of the project -~for lack of commitment and financial support
by the national government.

In the case of too many soil and water surveys there has been little
or no follow up, frequently due to the fact that these functions have not
been tied in organically to existing government instititutions.

In allocating project funds, an effort is made to provide a certain
degree of geographical coverage; considers the probabilities of project
success in any given country; and balance between educational, industrial,
agricultural, and other types of projects.

31. Lombardo .~ It was somewhat of a surprise to see the concentration of
FAO-Special Fund technicians in Ecuador.

32. Kimmel.- There are close inter-relations between Ecuador's institu-
tional needs in agricultural training, research, and extension. It
was felt that a comprehensive and simultaneous effort would be more
effective than individual, iso’ated efforts spread out over time.

33. Kimmel .- The most important key to institutional development project
is sound project preparation. This is receiving increasing attention in
Special Fund projects.
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34,

35.

36.

31.

38.

39.

40.

11

Kimmel.- FAO enters into various institutional development activities,
in addition to the execution of Special Fund projects. Its total annual
resources (budget) from all sources is between $100 and $130 million
dollars.

In 1945 FAO began as primarily a "thinking and advisory” institution
with no field programs. As field operations have increased, the pro-
portion of time the central staff can dedicate to creative thinking has
decreased. An increasing percentage of time is dedicated to supervis-
ing field operations.

With respect to organization, FAO is now studying the alternatives
of further decentralization to its regional office, or of reducing or
eliminating the function of these offices,

Kimmel.- The job of institutional development must be done in the
individual countries; technicians must be placed in continued working
contact with the national institutions and their personnel and problems.
To provide adequate technical backstopping for them a headquarters
possesing a broad range of competent specialists is highly desirable.

MacDonald .- How does FAO obtiin its country diagnosis--determine
priorities in institutional development?

Kimmel.- FAO and Special Fund representatives stationed in each
country supply fairly complete information regarding:

- What has been done and is being done by international agencies,
foundations, etc.

- What development plans and goals has the country established.

- What are the gaps in available information and what additional
technical stadies are necessary.

Kimmel. - It should be possible for IICA, through the FAO liason with
IICA -- Mr. Talbot -- to coordinate diagnostic efforts, take advantage
of FAO's country information.

Kimmel .- In addition the FENU representatives make quarterly reports;
AlD should have detailed information in its individual country program-
ming offices; BID and World Bank do continuing analysis and reporting.

Kimmel .- In Afganistan FAO is initiating a development project
sponsored by Sweden. It involves two pilot areas, where an effort is
being made to develop jointly the extension, credit, marketing, and
farm supplies services and institutions. As part of the project a
training institution is being created to prepare the personnel needed
for all four services. Such training institutions should be located in
the area involved, as an integral part of the regional development
complex, and in direct contact with the needs (problems) to be solved.
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41.

42,

43.

44.

45.

46.

41.
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Kimmel.- A project advisor's key function is not to make policy, but
rather to influence policy decisions, throwing out ideas and suggestions
over a period of time.

Kimmel. - With respect to evaluation, it generally does not pay to be
too critical, unless possibly just after a change of government--but
there are no bhard and fast rules. In general it is better to criticize
verbally.

Kimmel.- There is a need for a comprehensive national plan of the
functions (needs) for development (of the agricultural sector). This
should be followed by a quantitative and qualitative evaluation of
existing institutions in relation to the jobs that need doing. On the
basis of this, sounder decisions can be made regarding who should
be responsible for what, as which institutions should be strengthened
and which should be phased out.

Kimmel.- Ideally, there should be a national advisory committee for
development, at the Presidential level. It in turn would probably
require various sectorial or functional sub-committees. Nationals
should definitely be involved in doing the manpower need studies and
analyses; the government is more apt to accept the conclusions reached.

Kimmel .- An example of a national policy group is the National
Research Council in England, which not only determines broad research
priorities but also allocates the funds for research among institutions.

Kimmel .- To the question, “"What are the critical factors inhibiting
the contribution of institutions of higher agricultural education to
development?”, I would answer, in order of importance:

1. Role of the student body.
2, Unfavorable staff conditions --salary, tenure,
3. Inadequate financial resources.

4. Lack of linkage with and adaptation of faculty programs
to the needs of development institutions.

5. Deficient quality of professors.

Kimmel .- With respect to the institutions required to perform the
necessary functions in the agriculturalsector, after education, training,
and investigation, I would strongly urge considering as a very closely
interrelated and almost inseparable group the institutions dealing with
farm supplies, credit, extension, and marketing and price. Then in
relation to land I would consider not only land tenure within agrarian
reform, but also the broad area of land administration including such
aspects as catastros survey, etc. Another in the same group would be
everything having to do with water and land development and natural
resource conservation.
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Finally, there are those institutions having to do with direction in a
broad sense, of the total agricultural sector-- the executive function
If 1ICA really proposes to enter stongly and effectively into institu-
tional development, it cannot farm out this function nor rely on
another partner or agency to deal exclusively with the institutions
interested in this function.

Unless IICA acts directly with such institutions, the rest of its in-
stitutional development activities would have a rather low efficiency.
It is not practical nor advisable to work with isolated institutions in
specific areas, without having contact and influence with the execu-
tive function, broad direction agencies.

Kimmel .- A primary question which governments have to decide is,
“"What is the total complex of institutions required to do the job in
the agricultural sector?” 1 believe a high priority should be given to
assisting countries tothink through and analyge this problem. The
graduate school could be involved in preparing the national techni-
cians who will do the necessary studies and analyses for this type of
decision. Whithin this context, a nation can then examine individual
institutions, in terms of functions and in terms of optimum allocation
of resources among institutions or institutional groups. One of the
glaring examples of single -institution failure was the early hard sell
of the extension service as a cure-all institution for the agricultural
sector. We should not make the same mistake again with other
institutions.

MacDonald.~- I have a question regarding your presentation of the
other day. You have indicated the desirability of examining the
broad overall picture of the institutional complex of the country,
and then you have indicated that in terms of strategy it would be de-
sirable to concentrate ones efforts in selected high priority areas.

My question is --or rather my doubt is--the following: Many areas
which might be selected will be served by national institutions -~
that is to say institutions covering wider areas than the specific
geographical subdivision selected for the project. Given this situation
to what extent is it fecasible or practical to attempt to work in insti-
tutional development on an area basis?

Kimmel.- The question is undoubtedly complex. However, in the case
of institutions covering large areas or all of the nation, they generally
have one or several of their branches in any given region on an area
level. At thc area level there is a need for a complete farm service
center or its equivalent --covering credit, marketing, extension, and
farm supplies. Then one should attempt to influence the agricultural
facult .o produce the type and quantity of technicians needed in the
area. In the case of research institutions one could concentrate upon
improving that type of research and the institutional structure which
pertains to the area in question. This may be a sub-station in the
area, or another station in a similar ecological area, or specific
projects within a main national center.
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52.
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Kimmel.- To the question "What should IICA (or some institution)
do in educational training?", I would answer:

a. Studies of the quantitative and qualitative manpower requirements
of the country over a 10 and a 20 year period.

b. Anayses of the adequacy of the existing institutions to provide
this quantitative and qualitative need.

c. The design of the comprehensive national plans to satisfy
these needs in terms of institutions.

d, Specific projects with established priorities for individual
institutional development.

1) Advisory short-term assistance -- for the already well
established institutions.

2) Provide opportunities for additional staff training.

3) Comprehensive technical assistance (for example a
Special Fund Project).

4) Financial assistance --buildings, laboratory, etc.
5) Combination of all these measures.
e. Take careful consideration with respect to economies of

scale--minimum sizes of institutions for efficiency.

f, In the case of small countries, consider the possibilities of
linking them together for institutions of high agricultural
educaticn or even more so at the Master's level,

This may appear a slow, long-term process, but we must raise the
overall institutional efficiency if we are to get anywhere. Political
implications are 2lso a problem but one must realize that if too
much is spent on a single class of institution--such as educational
--there may be not enouch national resources for other vital institu-
tional needs. For example, in certain African countries a tremendous
effort was made to rapidly increase literacy without at the same

time creating the institutions and the technical jobs to utilize these
literate graduates of the educational system. There is a need for
balanced institutional development.

Kimmel.- IICA could think of 2 somewhat similar pattern or series
of steps with respect to agricultural research institutions.

a. Assist countries to prepare comprehensive plans regarding their
total agriculturalresearch needs.
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53.

54.

55.

56.

51.

58.
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b. Evaluating in quantitative and qualitative terms the institution-
al capacity existing at the moment.

c. Prepare a nztional plan containing the number and location and
facilities for the required research institutions. Our general
feeling is that the first step in this process is the creation of
the strong center station, if it does not already exist.

d. Specific projects on a priority basis for individual institution-
al development =-similar to the case of education.

Kimmel .- When I speak of research I wish to distinguish between the
generally applied type of research which --1 do not think should neces-
sarily be linkedin with a land grant college pattern dominated by the
University == and so-called basic research which I do think js an
impertant aspect that should interest university institutions--in the
degree they can afford them. I have strong reservations about initi-
ating high priority effort in basic research in developing countries.
With development they may gradually growininto more basic research,
but at the beginning they have the need for immediate answers to
relatively simple problems.

Kimmel.~- Within the broad area of technician needs, one of the most
urgent is a new breed of specialist -~someone with a strong ingenie-
ro agrénomo basec plus adequate preparation in the general area of
social sciences and public administration; someone capable of devis-
ing and evaluating the institutional systems we have been speaking

of, which are so badly needed for the countries. These would be
potential director generals of agriculture, members of planning office
personnel teams, presidential advisors, etc. No one is producing them
at the present time, and it is important that they become available

as rapidly as possible.

Castronovo. - This is all very good, but how do we identify this
fellow ahead of time? Quite frequently he is the friend of somebody
elected to high positions.

Kimmel .- It is certainly true, but there is also a need for this
type of personnel even at a lower level, and within every agricultural
institution.

Kimmel .- One can not start out to change everything at the national
level all at once --there just are not enough resources available.

What one can do is influence the national trend and national institu-
tions by means of concentrated area efforts as quite well as in study

and design of overall national institutional development plans.

Kimmel .- It will beexuemely useful to IICA to develop links with
FAO and other agencies with world experiences, but leadership in
agricultural institution development should be the responsibility of
IICA.
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Kimmel.- I continue insisting on the importance of the regional
approach. We have a great deal of evidence showing that country-
wide attempts generally blow up, or do not give results for lack of
resources. This requires a rather big educational job to convince
governments that it is impossible to do everything in the whole
country at once --the politically most appecaling idea. Results
are beginning to appear in the World Indicative Plan indicating
that this is one of the key bottlenecks. It is becoming evident
that it is necessary to select key areas for immediate impact and
to later expand or duplicate the process in other areas later on.

Now, there 2lso exist many poor area projects. It should be kept in
mind from the beginning that one of the key characteristics of a
priority area plan should be that the pattern or methods used can

be multiplied or duplicated in other areas, and that it forms an
integral part.of an overall national system or design for institutional
and agricultural development.

Castronovo.- I agree with most of your conclusions but I do not
agree with much of the analysis.

IICA has its program anc¢ it has a specific size. It is important
that we define the specific role of IICA. Iam not sure that IICA
has the responsibility for rural development in Latin America. How
much can IICA do? How much should we try to get others to do,
and to be efficient should we not limit ourselves to a relative
narrow area? I belicve so. Mr. Kimmel is thinking of limiting
responsabilities in terms of geogrzaphical area. 1 feel that it is
wiser for IICA to limit itself in terms of the narrow function area
instead of trying to cover all kinds and types of agricultural insti-
tutions.

Kimmel. - This is the sort of thing that IICA must decide. As an
outsider, I feel that IICA should set as its premise the policy that it
will attempt to concentrate its efforts on highest priority aspects

of agricultural institutional development.

Castronovo .- After all the analysis is done our basic job would
still be training. We are focused on training necds.

Kimmel .- Onec can think of a pattern within which the Turrialba
portion of IICA --its main center and graduate school would con-
centrate upon the research studies and education peeded for the de-
velopment of national systems of agricultural institutions. The
technicians could participate in pilot studies, could train national
personnel who would go back to their countries to do the rest of
the studies and design subsystems and in carrying this the studies
selected by I1CA zones offices.
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As more specific information became available through this process,
seminars and other activities could be organized for top government
officials, to transmit to them the experiences and know-how accu-
mulated.

In a parallel effort, the Zones could attempt area projects, to de-
monstrate how these institutional systems work in the practice.
The amount of this work would depend upon the availability of
resources and qualified personnel.

Castronovo.=- I have very little confidence in area projects or
efforts as examples of development. I fear that almost invariably
they result in special cases which cannot be repeated or multiplied.

Kimmel. - There is a necessity for decentralization of a great many
agricultural institutions in most countries--not necessarily autonomous,
but decentralized and adjusted to regional needs. This would re-
quire a tremendous educational job with governments to bring them
to understand this need and to adopt such a policy.

Castronovo.~ These global national studies and activities would
require a tremendous staff with many specialities. We have a
small staff adapted for work within institutions of education and
investigation, and a little in our Program III for institutions of
rural development and agrarian reform.

Shurtleff.- The important thing is for us to define our role; to look
first at the overall institutional picture, then see or identify our
particular role within this context.

Castronovo.- I agree that we should devote at least 10% of our

staff and resources to this overall analysis and management function.
It is essential that we adjust what we propose to do to ourres.urces
size.

Herrer2.- In our agrarian reform center one hears that agrarian re-
form is the precondition for agricultural development. I have a
friend who is utterly convinced that marketing is the basis for
agricultural development. I know others who believe that research
is the key to development. All of these functions are important.
If we can get this concept of mutual necessity understood and
accepted, our resources would not be *he limiting factor. For ex-
ample, the Colombia administrative study only cost IICA $2000.

It has aided all institutional heads in Colombia to be aware that
they are part of a large and complex whole. If we can convince
the managers of countries and leaders of the institutional system
of this reality, it is perhaps the greatest contribution we can make.
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Lombardo.- We agree that IICA as an institution designed to serve
Latin American agriculture should know where or how it can be of
greatest help. In addition to our three basic program structure,
we do have within IICA provision for arriving gradually to general
country diagnoses. This is one of the main preocupations of the
Planning Office. We do have the possibility then to continue
improving in this direction. As we¢ learn more and more of what
the countries need and want, we will be able to fit this information
into our operations.

Castronovo.- I think we should all be clear on one point. That is
that we do not have a very wide choice of functions for IICA.

We function under 2 charter that specifies what are the purposes of
IICA.

Lombardo.- This does not create a serious problem. For example,
we are now involved in regional development projects in the per-
formance of our function. One example would be the Yaracuy pro-
ject where we are working trying to help Venezuela in the develop-
ment of a model for development which will serve for the rest of
the country.

Kimmel.- I think that we all agreed that the appropriate approach
is the following: To first ask ourselves, “given the resources
available, how can they be used most effectively?”. The question
I keep returning to is this: Is education and training the highest
priority or, if it is a decision of IICA to remain exclusively within
education and training, what kind of education and training most
important?. This type of analysis inescapably leads ys to dedicate
some of our resources to research and education regarding systems
of institutions.

How would IICA's regional staff operate within such an institutional
orientation? One could visualize that first of all it would help
governments do these broad studies and the analyses involved, and
second that it would assist governments in project preparation.
There are national resources that currcntly being poorly utilized
which could be made available, and likewise there are international
resources available for sound projects.

Castronovo.- There are different approaches for reaching the
objective of institutional development. One can work directly with
the heads of institutions and they in turn can go to the government
with specific problems or specific requests. The government estab-
lishes priorities for their operations; we establish priorities for IICA
operation,
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Kimmel. - During the 25 years that IICA has been operating, the
world has changed considerably. I think that it is possible that
the thinking of IICA's Junta has perhaps changed during this time.
Is it not at least possible that IICA's Junty would OK a shift toward
this development orientation in IICA's activities? I fecl that one
of IICA's vital functions is to aid governments to recognize agri-
cultural development bottlenecks.

Kimmel.- Assuming that IICA decides to limit itsclf to education:l
and research institutions, it should still look at priorities--the
broad job--before going into individual institutional development
efforts.

Kimmel. - I am concerned with the lack of interest of researchers ‘
in the application of sciences to development. (Cites that in the
Geneva reunion 90% of the conference and follow-up of a reunion !
dedicated to the application of science and technology was really
dedicated to thec question of how to develop more technology and
only 5% of the time dedicated to the question of how to get more

of this knowledge applied).

Arce.- At lecast one half of the Latin American countries still have
critical shortages of qualified technicians; there is still a strong
demand from these countries for IICA to prepare more technicians.

Kimmel.- In the India manpower study it was demonstrated that
more trzined technicians are available than can be utilized by the
existing agriculture institutions of the country. Unbalanced develop-
ment has occurred in the institutional area. I continue with the
feeling that the big problem is opportunities for technicians to work
effectively in their country, the unability to make efficient use

of the technicians available.

Kimmel.- 1Is it possible for IICA to work in agricultural education

at levels lower than the university? It has becen ©Ur experience that in
nearly every country there is a great scarcity of peritos agronomos
-~-subprofessional technicians.

Castronovo.- Up until now we have felt that we can best get at
this shortage by strengthening the agriculture universities who in
turn can produce the professors for intermediate level agriculture
schools.

Castronovo.- With respect to IICA's collaboration with other institu-
tions, it seems to me the starting point is mutual exchange of know-
ledge about each others’organizations. In cases wherc parallel inter-
ests exist, there are then many possibilities for mutual collaboration.
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Kimmel.- A great many mechanisms exist for collaboration betwcen
IICA and Special Fund-FAO. For example in a given area develop-
ment project it is quite possible that IICA finds it can cover some
aspects of institutional development, but not all of them. IICA
technicians can help governments prepare the requests for Special
Fund assistance for the holes which IICA cannot itself fill. Special
Fund will welcome this type of collaboration.

If IICA is not in a capacity to preparc the project, it can aid the
government in developing a general description to be sent to Special
Fund's New York office. Special Fund then will employ the neces-
sary technicians to prepare a more thorough master project plan.

Special Fund is now going bcyond the provision of experienced person-
nel etc., to provide an improvement in effective use of technical
inputs--on a catalystic basis --as a way to get farms supplies'services
going in the development areas.

Another variant would be for FAO to pay IICA technicians salaries
to work in specific projects, in cases where IICA funds are not
adequate.

MacDonald.- What is the time lag from beginning to prepare a
Speccial Fund project, and putting it into action?

Kimmel.- 1In the case of individual technician requests, it is re-
latively fast.

In the czse of regular Special Fund Projects, eighteen mounths is
probably the shortest possible time one can count on.

The project's Board meets two times 2 year, and the project has
to be turned in at least six months prior to the meeting of the Board.

It has been a practice of Special Fund to designate as executing
agency a United Nations institution or agency. But more and more
these are subcontracting with other agencies for the actual execu-
tion of projects. In the case of FAO it has been frequently done with
institutional development programs, with FAO doing some technical
backstopping for the subcontracting firm or institution.

Likewise there will be no problem, in joint efforts, of putting an
IICA technician on FAO's payroll for project execution.

The basic problem is to get a given government to assign a high
priority to the project in question. Many countries are presenting

so many projects to Special Fund that it is impossible for all of them
to be approved. Consequently only those given a high priority by the
soliciting government are likely to be put in operation.
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Special Fund is also considering giving relatively high priority to
follow-up projects or extensions of projects now in operation--where
progress is being shown, but where there is evidence thzt 2 longer
period is necessary to really get the institution development job

going.

There is also a tendency to attach investment advisors to projects
as a follow=up. to look at the whole development investment picture
as the technical capacity of the area is built up, and as a Special
Fund project phases out.

There is also always a possibility of IICA borrowing FAO technicians
based in the same or in neighboring countries for specific project
needs.

The meeting adjurned at noon Wednesday the 10th of May, the
personnel of IICA thanking Dr. Kimmel for his valuable assistance, and
Dr. Kimmel assurea IICA that this week of "brainstorming sessions” had
been of mutual benefit, since sach cppourtunities rarely >ccur within his
ordinary werk schedule in Rome.

MHM:mj
Direccidn General

Oficina de Planeamiento
Mayo de 19617
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Anexo 1.1

QRGANIZATIONAL STRUCTURE FOR IMPLEMENTATION OF
DEVELOPMENT PLANS*

My colleagues have given you a detailed account of their thinking and
work in the field of agricultural planning. I should like to supplement their
excellent presentation with a few remarks on a frequently neglected element,
at both planning and post-planning stages, in the promotion of agricultural
development ~~the machinery required for implementing plans. Actually
my concern is a bit broader as it is with the overall organizational structure
for agricultural development within which the machinery for planning, to
which my colleagues have referred, must also find its place. I believe this
subject merits special consideration here for a plan and a rational organiza-
tional structure for its preparation and implementation are the two most
significant and inseparable elements in achieving the integrated approach to
agricultural development which is established FAO policy.

In my remarks this morning I am certainly not going to pretend to give
you pre-determined sets of answers to the organizational and administrative
problems which you encounter in your work, What I shall attempt to do is:

(a) Impress upon you to very great importance of an appropirate
organizational structure in preparing and implementing agri-
cultural development plans;

(b) Single out for your attention the kinds of issues to be considered
in arriving at an appropriate organization of the complex of ser-
vices required for agricultural development;

(¢) Point out the opportunities each of you have to make a contribu-
tion to resolving these issues;

(d) Suggest ways in which we in the Rural Institutions and Services
Division may be of assistance to you in dealing with problems
of organizational structure.

You may wonder why, after you have already endured a week of speech
making, I should venture to tax your patience even further, My double bdbar-
relled reason is that I firmly believe that a highly confused organizational
structure is one of the major obstacles to agricultural progress in most of the
countries which we serve and further, that we as an international organization

* Some observations made to the meeting of FAO's Regional and Country Representatives, by

Dr. D.C. Kimmel, Rome, 31 January 1962,
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