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SUMMARY
Background

This report was prepared by the FANR Directorate with the following specific
objectives:

e Establishing a semi-autonomous Sub-regional Research Organization
(SRO) as preferred by all the SADC R&D stakeholders, and in the
context of a clear rationale

e Describing its mandate, functions and responsibilities

Recommending an appropriate governance structure, including a

draft MOU

Assessing comparable SROs in the Africa region

Suggesting core staffing and sustainable financing mechanisms

Identifying strategies for institutional partnerships

Formulating a phased strategy to the design, establishment and

operations of the proposed SRO (proposed to be known as

“CARDESA”)!

Methodology and Approach

The report is based on stakeholder consultations, review of relevant
literature and good international practices (especially drawing on the
ASARECA and CORAF experiences), and visits to selected similar
institutions (e.g., ASARECA). The first draft report on the proposed
establishment of CARDESA was then presented to a regional stakeholder
consultative workshop held in Maputo, Mozambique, on 11 - 12 December
2007, and to the consultative meeting of Permanent/Principal Secretaries of
Agriculture held in Maputo on 13 December 2007. Both the regional
stakeholder consultative workshop and the consultative meeting of
Permanent/Principal Secretaries endorsed the draft CARDESA report, with
a recommendation for its approval by the Ministers of Agriculture.
Comments and suggestions from these regional consultations have been
incorporated into this report.

Rationale and Justification for Establishing an SRO for SADC

Since the phasing out of SACCAR as a Sector Coordinating Unit in 2001,
when its functions were integrated within the FANR Directorate, it has not
been possible so far to mobilize adequate human and financial resources for
research and development? (R&D) functions to meet the current and

! Centre for Agricultural Research and Development for Southern Africa
“In this report, Research and Development (R&D) is a different approach from the traditional 'top-down'
technology transfer efforts. It highlights the joint learning that will take place as a central focus on activities by
programmes coordinated by the SRO. R&D in this report therefore implies a strong commitment to helping
farmers find, store, generate, share and use information and knowledge
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growing needs of the SADC region. Consequently the region has fallen
behind and is loosing out on development programs and initiatives on the
continent and globally. The SADC region is also failing to take full advantage
of continental programs being brought about through FARA, an umbrella
organization of SROs in Africa. Stakeholders in the region have expressed
concern regarding the current status and requested the establishment of a
visible, dedicated and effective entity that would be adequately staffed and
funded to coordinate regional R&D programs, as has been successfully done
by ASARECA in East Africa and by CORAF in West Africa. The proposed
SRO for the SADC region would strengthen the existing collaboration of
diverse stakeholders within SADC Member States and between SADC and
other regional and international organizations.

At the launch of FARA in 2002 in Maputo, Mozambique, it was emphasised
that strong SROs are a pre-condition for the success of FARA, NEPAD and
other continental initiatives on agricultural research and development.
Following on from this issue, agricultural research stakeholders in SADC
convened a meeting in Pretoria, South Africa (11-12 November 2004) and
deliberated on various options for an SRO for the SADC region. From these
options, the SADC Ministers adopted the option of strengthening the human
resources of the agricultural research and training within the FANR
Directorate. = However, the restructuring of SADC Secretariat has not
increased human resources capacity of the R&D Unit. Furthermore, the
regional, continental and global demands for an SRO in Southern Africa
mean that there would be need for a clear separation of the policy and
strategy functions of FANR as a part of the Regional Economic Community
(REC) from the SRO function of coordinating the research and development
initiatives in the region. This necessitates development of a new institutional
arrangement for the coordination of agricultural research and development
in the region.

In view of these changing circumstances and the increasing regional and
international obligations, the FANR commissioned a study in January 2007
to review further the various SRO options, taking into account the
continental and global trends, and the lessons and experiences from
SACCAR and existing SROs in Africa. Based on a detailed SWOT3 analysis,
that study showed that a strengthened FANR as an SRO for the region was
the least appropriate option and would not be the best option for the region.

The results of the SRO options study were presented to several
stakeholders: to the meeting with donors on 21 February 2007, to the
meeting of the Directors of Research and Extension in Johannesburg on 29
March 2007 and to the meeting of Deans of the Faculties of Agriculture in
Malawi on 26 April 2007. The options were also presented to the first SADC
MAPP Steering Committee of 2-3 August 2007. All the stakeholder
consultation meetings and the steering committee independently preferred
the semi-autonomous SRO option in the establishment of a new SRO for the

? Strengths, Weaknesses, Opportunities and Threats
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SADC region. Additionally, the views of national stakeholders on the
appropriate SRO option were also sought during the SADC MAPP national
consultations workshops conducted between August and October 2007 in
all Member States except Mauritius and South Africa. Again, the semi-
autonomous SRO was consistently the preferred option. The stakeholders
also emphasized independently that lessons and experiences of SACCAR
should be considered in the establishment of the new SRO. These
stakeholders also emphasized that the SRO established under this option
should take into account the characteristics of the Southern African region
and should not merely adopt institutional structures of SROs elsewhere.

Since there was unanimity in the choice of the SRO option for SADC, FANR
engaged a team of consultants to look at the structure of the preferred SRO
for the SADC region. The team provided further justification by stakeholders
for their preference for a semi-autonomous SRO. A semi-autonomous SRO
is necessitated by the need to give the organization sufficient flexibility to set
out its own plans and activities, to freely interact with public, private,
international and civil society partnerships, and attract direct funding with
minimal bureaucratic constraints, while at the same time maintaining the
formal linkage with the SADC Secretariat that gives the SRO the necessary
political profile and stature and ownership by Member States as their
regional research organization. This semi-autonomous status on the one
hand would also help to ensure that Member States have a say in the
determination of the research and development agenda and priorities for the
region, while on the other hand making sure that private and public
stakeholders directly contribute to the coordination of the regional research
and development activities. The semi-autonomous status gives the SRO
room to recruit, retain and remunerate competent professional staff that
would find the SRO more attractive and secure. By operating under the
supervision of a Board of Directors appointed from among the wide cross-
section of stakeholders with varied interests, the semi-autonomous
structure would have faster and wider decision-making processes, as
opposed to the normal regional governmental committee structures.

Based on those consultations and others made among agricultural
stakeholders in the region and the preferences expressed, this report is
recommending the establishment of a semi-autonomous SRO that is placed
outside the SADC Secretariat, but formally and closely linked to the
Secretariat though a Memorandum of Understanding (MOU) that spells out
the nature and scope of the autonomy, the division of roles and
responsibilities, and areas of complementarity with the FANR Directorate.
The FANR would focus on policy, strategic direction, M&E and advocacy,
with CARDESA coordinating the implementation of R&D programs and
activities by stakeholder institutions in the SADC Member States. The
proposed CARDESA will be a specialized institution focusing on the
coordination of a broad and long-term prioritized R&D program of the
region. CARDESA is to be viewed as a vehicle for regional cooperation,
working through strategic partners and regional and national agricultural
research and development institutions. This is in line with the RISDP and

X



the Dar es Salaam Declaration, which give due recognition to the need for
SADC to prioritize agricultural R&D as a means towards the attainment of
its regional goals and targets of food security and economic integration. An
updated SWOT Analysis of the proposed CARDESA has been presented in
the report.

Guiding Principles for Establishing CARDESA

A consideration of the agricultural R&D projects and programs currently
being co-coordinated by the FANR Directorate on behalf of the SADC region,
in relation to the expected mandate and core business, technical and
administrative capacity of the Directorate to efficiently execute the
programs, has been a major factor in determining the core functions and
structure of the proposed SRO. Secondly there are several lessons learned
from SROs supporting agricultural research, technology generation and
dissemination within the SADC region and elsewhere. Lessons have been
drawn from both the strengths, weaknesses, failures and achievements of
these institutions.

Going by these two approaches, it was possible to design a SRO that is
based on lessons from practical examples on the ground and adjusting them
to create an institutional structure that is best suited to addressing the
agricultural R&D needs of the SADC region, and one that is consistent with
the existing regional institutional arrangements and the socio-political
environment.

Objectives and “Core” Thematic Functions of CARDESA
The objectives of CARDESA are:

a) To improve agricultural technology generation, dissemination and
adoption by all farmers in the region through collective efforts;

b) To promote coordination and collaboration among regional and
national agricultural R&D systems through regional cooperation;

c¢) To facilitate the exchange of information and technology among the
SADC regional R&D institutions;

d) To promote partnerships between public, private, civil society and
international organizations in R&D, training and capacity building in
the SADC region; and

e) To mobilize human, financial and technological resources to
implement demand-driven R&D regional activities, which will also
contribute to the strengthening of national level research and
development initiatives.



To accomplish the above objectives, and complementarity with the FANR,
and taking into account the feedback from SADC country consultations and
good international practices, it is proposed that CARDESA initially would
have six core functions expressed in terms of strategic themes. These
provide the basis for the proposed organizational structure and core staff
job descriptions which are summarized below. These arrangements also
directly support SADC MAPP’s programmatic approach to R&D in the SADC
region, as part of implementing Pillar 4 of CAADP and the FAAP for the
SADC region. The core functions for CARDESA would include:

« Theme 1: Farmer empowerment and market access

« Theme 2: Research and technology generation

« Theme 3: Farmer-led advisory services and innovation systems
« Theme 4: Education, training and learning systems

« Theme 5: Knowledge, information and communication

« Theme 6: Institutional development and capacity building

Complementarity of FANR and CARDESA Functions: Framework and
Key Principles

In line with the current proposal to establish a semi-autonomous SRO for
coordinating R&D without duplicating or disrupting the on-going functions
of FANR, it is recommended that the FANR current functions be rationalized
by separating policy coordination and strategy development-type functions
and activities from technical coordination and implementation (through
SADC stakeholder organizations) of R&D-related technical services.

Given that the management of the SADC Secretariat is currently reviewing a
proposal to restructure the Secretariat, including FANR, it is recommended
that the results of this exercise should provide further guidance and
operational details to adjusting the respective complementary roles and
functions of the FANR and CARDESA. The main justification for the core
function analysis stems from the principle of subsidiarity and the need to
minimize duplication between CARDESA and FANR and other organizations
doing similar work in the region. It is necessary to know and identify the
strengths and comparative advantages of each of the major stakeholder
institutions that are going to partner with CARDESA. Accordingly, the
thrust of the complementary roles involving the agricultural R&D agenda in
the SADC region is for the FANR to focus on policy and strategy and related
harmonization and advocacy functions involving the R&D agenda, whereas
CARDESA would focus on technical coordination and related harmonization
functions. There would therefore be various mechanisms to ensure close
complementarity and collaboration.

Governance and Organizational Structure of CARDESA

Having examined carefully the objectives and functions of the proposed
CARDESA, taking into account the complementarity and vital role of FANR,
and having considered the experiences and good practices of existing and

X1



similar institutions within and outside the SADC region, it is now possible
to recommend an appropriate governance and organizational structure for
CARDESA. The complementary elements are as follows:

a)
b)

c)

d)

g

h)

A Memorandum of Understanding (MOU) establishing the CARDESA;

An MOU between the SADC Secretariat and the CARDESA Board of
Directors, defining the functional status and relationship of CARDESA
vis-a-vis the SADC Secretariat;

The General Assembly of Stakeholders forming the “base clients” ,
owners and promoters of CARDESA;

A Board of Directors (BOD) elected from the General Assembly, which
provide the main governance oversight and direction to CARDESA;

Operational Committees of the Board (e.g., Strategic Planning,
Finance, Technical R&D);

Technical Secretariat forming the Management and “core” and other
technical and support staff and consultants of CARDESA to carry out
the day-to-day functions of CARDESA;

SADC Region Strategic Stakeholders, including Partners, Centres of
Leadership and Networks linked through contracts, MOUs and joint
agreements, and which are the main implementers of most research
and development programs;

National Agricultural Research and Extension Committees, which will
provide a useful consultation mechanism at the country level, while
adding the regional perspective through CARDESA; and

An independent operational and financial audit which would be
carried out annually, and submitted to the BOD for their review and
appropriate actions. The operational audit would help ensure
CARDESA Secretariat and its operational committees comply with the
agreed policies and procedures, including the SADC MAPP’s
operational manual and the subproject processing and fund allocation
criteria and procedures

Figure 1 shows the proposed organizational chart of CARDESA. Figure 2
shows the place of SADC MAPP in the SRO in the first 5-year phase,
including the transitional period of 2008-2010 to show the close
collaboration and harmonization with on-going regional projects, all guided
by SADC’s R&D strategic framework that is yet to be developed.
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Figure 3 shows the Organizational Chart of the SRO in the subsequent
phases of SADC MAPP and after the on-going projects are completed, to
show that the regional programs would have become fully harmonized and
aligned in coherent and re-engineered old and any new themes, guided by
SADC’s updated Agricultural R&D Strategic Framework. Each of the
governance elements is described in more detail below.

Signatory to the MOU and R&D Regional Contracts

There will be an MOU that will spell out the framework and the necessary
provisions for the establishment of CARDESA. The draft of the MOU is given
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in Appendix 1 of this report. It is proposed that there will be one signatory
to CARDESA “umbrella” MOU, namely, the Ministers of Agriculture for each
of the participating Member States. They will accord CARDESA the
necessary recognition and ownership by SADC.

There will be another MOU between the SADC Secretariat and the
CARDESA Board of Directors, which will define the operational framework
and relationship of CARDESA, as well as the governance and administrative
provisions, vis-a-vis the SADC Secretariat. A number of operation manuals
will be drawn up to support the effective execution of the obligations set out
in the MOU. These manuals will include: the technical procedures for
allocation of funds, human resource manual and procedures, and financial
manual and procedures. The MOU will further spell out and formalizes the
linkage of CARDESA with the SADC Secretariat, especially the FANR. In the
preamble, the MOU will describe the nature of the two organizations, and
the object of the partnership, then indicates the obligations, complementary
roles, responsibilities and duties of each of the two partners. This MOU will
be prepared once the approval of the establishment of CARDESA has been
granted, and will be endorsed by the SADC Secretariat and the Board of
Directors of CARDESA.

The CARDESA will take a transparent and participatory approach to
generating and funding sound R&D subproject proposals to be implemented
by regional stakeholder and partner organizations. It is envisioned that the
Director of CARDESA, based on appropriate approval process, would
countersign subproject contracts with said implementing organizations.

Technical Secretariat

The Technical Secretariat of CARDESA will be staffed by a lean and effective
team*, which will focus on coordinating, supporting and facilitating the
implementation of SADC MAPP and other regional R&D programmes
through primarily existing SADC stakeholder organizations involved in
implementing the regional R&D agenda. It is envisioned that the core
staffing of CARDESA will require initially about eight professional staff, with
about nine technical support staff (Table 1). The work plan requirements
and available funding may however warrant the hiring of short-term
consultants to help carry out specific functions and outputs, in line with the
agreed work plan and budget.

The R&D Thematic Coordinators will provide the direct link with Activity
Coordinators from lead institutions. These will invariably be specialized
centres including NARS, who will be assigned responsibilities to implement
specific regional R&D programs, including the SADC MAPP-funded
subprojects.

* But adequately resourced in terms of both manpower and budgets to undertake the very ambitious, necessary,
and urgent functions of CARDESA in a timely and efficient manner
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Table 1: Summary of CARDESA’s Core Staff Requirements

Core Staff

Core Functions

Professional Staff (8)

Director

Leads CARDESA through effective coordination,
facilitation, empowerment, communication and
partnership skills. Must also have sound knowledge of
R&D issues and programs of the SADC region.

Strategic Planning

Will help ensure the strategic plan is
implemented /updated,

M&E Coordinator

Coordinates the M&E activities

Thematic Coordinators (4)

Sound scientific and operational knowledge and
experience of the thematic areas to be promoted and
coordinated.

Grant Management Unit
Coordinator

Will coordinate the competitive grant scheme processes for
approval and implementation

Technical/Support Staff: (9)

Grant Management Administrative
Assistant

Assist the Grant Management Coordinator in the day to
day running if the Grant management Unit

Finance and Administration

In charge of all the finance and administration, including

Manager human resource management
Accountant Handles all bookkeeping and disbursement of funds
Internal Auditor Carries out the audit functions, including of the funds

allocated to the subprojects.

Administrative Assistant

Supports CARDESA Director with all administrative and
related coordination duties

Internal ICT Manager

Handles day to day ICT support issues of the CARDESA
staff

Documentation Assistant

Serves as librarian responsible for information sharing

Secretary

Standard office duties

Driver

Standard office duties

Initial Estimates for CARDESA'’s Five Year Budget

Based on the core functions and staffing outlined above, Table 2 below
shows an indicative budget for the first five years for establishing CARDESA,
while a longer term financing plan will be worked out during the initial years
of its operation and securing a performance track record. It is difficult to
estimate a meaningful indicative budget before the full mandate and
organizational structure of CARDESA has been approved. From Table 2 it is
estimated that the budgetary requirements for CARDESA’s core functions

could cost about $1.4 million per vyear,

including personnel and

administration, operation and goods and equipment costs. The CARDESA
budget for the first five years is expected to be part of the overall SADC

MAPP budget.
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Table 2: Indicative Five-Year Budget for CARDESA

Detailed Costs (USS '000)

2009 2010 2011 2012 2013 Total

A. CARDESA Secretariat Staffing

Professional Staff 473 946 946 946 946 4,258

Support Staff 206 413 413 413 413 1,858
Subtotal 680 1,359 1,359 1,359 1,359 6,116
B. CARDESA Running Costs

Running Costs 23 46 46 46 46 207

Travel Allowances 25 50 50 50 50 225
Subtotal 48 96 96 96 96 432
C. Goods and Equipment

Vehicles 40 40 0 0 0 80

Office Equipment and Furniture 30 o o o 23 53

Misc. Equipment 10 10 10 10 10 50
Subtotal 80 50 10 10 33 183
Focal Point support 350 350 350 350 350 1,750
Grand total 1,158 1,855 1,815 1,815 1,838 8,480

Financing strategy and sustainability

Overall Framework and Rationale

CARDESA is first and foremost a regional organization owned by Member
States and stakeholders, and expected to perform a predominantly regional
“public function” of promoting and coordinating agricultural R&D for the
SADC region. Secondly, the organization will be expected to produce
tangible benefits, which are largely “regional public goods”, for public,
private and non-governmental organizations in the SADC region, which
predominantly serve smallholders. As such, it follows that the financing
strategy and arrangements of CARDESA should reflect its diverse
institutional and stakeholder base and primary clients. This section outlines
a framework for the proposed financing strategy and mechanisms, to help
secure the formal approval and facilitate detailed design of CARDESA. The
strategic plan will be prepared soon after posting CARDESA’s Director, and
will provide an opportunity to prepare CARDESA’s first Strategic Plan. It
will include the validation and further refinement of a financing and
sustainability strategy for CARDESA, along the lines discussed below.
Moreover, the SADC MAPP document has shown that R&D investments in
the SADC region are likely to generate attractive economic rates of return
(most of them exceeding 40 percent well above the opportunity cost of
capital in the SADC region). These returns are consistent with the results of
a vast number of ex-post economic impact assessments for R&D
investments (see SADC MAPP document for further details).

The issue of sustainability is critical for the effective functioning of
CARDESA. This report has come up with suggestions regarding a
combination of financing options that would help ensure a credible plan to
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sustain the operations of CARDESA, together with a brief assessment of the
pros and cons of each option. Given the public good nature of CARDESA’s
functions, it should be recognized from the outset that the financial
sustainability initially will rely primarily on sustained contributions from
international donors, and increasingly from the member states, followed by
stakeholder groups who believe CARDESA is generating tangible
incremental financial benefits.

While it is envisioned that CARDESA will diversify its funding sources over
time, the best assurance to its sustainability is to rely on its good
performance and responsiveness to its key stakeholders, especially in
generating the expected incremental economic returns, which is the main
criterion used by donors to continue their funding. This means that an
effective CARDESA will help ensure increased agricultural productivity and
associated economic returns of a magnitude which will help the SADC
region to essentially repay the costs of financing CARDESA, if they were to
be charged all of the costs. There are major core donors who have
expressed their intentions to support SADC MAPP for the next 15 years (at
least 50% on a grant basis), and they consider that a semi-autonomous
SROs such as CARDESA is a necessary institutional instrument to secure
the expected incremental benefits.  This approach and rationale of
sustainable funding for agricultural R&D is consistent with international
experience, as evidenced by ASARECA, CORAF and the international
research system.

Possible Funding Sources and Mechanisms for CARDESA

Funding of CARDESA in the first five years will come mainly through the
Institutional Development and Capacity Building theme of SADC MAPP. The
possible financing sources and mechanisms for CARDESA to help ensure its
sustainability are outlined below. These sources are based partly on the
experiences of ASARECA, CORAF, and FARA, which are also addressing the
challenges of securing financial sustainability in providing primarily regional
“public goods”. These funding sources would be examined in greater depth
at the time of carrying out the CARDESA Strategic Plan. The financing
options outlined below are not mutually exclusive, they are complementary
and their relative importance will evolve over time.

Primary Funding Sources in Phase 1 (first five years) of SADC MAPP are
expected to include:

« Funding from International Cooperation Partners (ICP), where it is
preferable to maximize grants, through various modalities, including
programmatic funding, such as through “basket funds”, grant trust
funds, and harmonised and aligned projects

« Establishment of a SADC MAPP endowment fund, to which donors
would make substantial one-off contributions, which can be used to
sustain the funding of future “core” funding of SADC MAPP, including
funding of CARDESA.
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« Member state contributions, to help secure ownership (including
through possible concessional no-interest, long loans, cash and in-
kind contributions

Primary and other Sources in Phases 2 and 3 of SADC MAPP are expected to
include:

« ICP Funding, increasingly using programme-based approach by
participating donors, through a “basket-fund” for priority SADC MAPP
R&D themes

« SADC MAPP Endowment Fund initiated in Phase 1
« SADC Secretariat, through member state payments
« Direct Member State Contributions in cash and/or in kind

« Member State Contributions through National Institutions or
participating institutions, for specific activities

« CGIAR resources, by re-directing part of their funding through the
SADC MAPP funding mechanism to make them more demand-driven

o Private Sector Sponsorship and Contributions, to reflect the
incremental benefits derived from participating in SADC MAPP

« Membership Subscriptions and Research Levies

« Generation of Own Revenue Sources, while ensuring this will not
divert the CARDESA from focusing on its “public good” functions.

This report formulates a “transitional” strategy for establishing and
developing CARDESA over the first five years. A risk assessment is carried
out, and a monitoring and evaluation framework is developed to guide
detailed design of this system, as a tool to help ensure CARDESA becomes
effective and efficient in fulfilling its mandate.

Overall Conclusion, Main Recommendations and Next Steps

Overall Conclusion:

The findings of this study and associated consultations have concluded that
there is an overwhelming support from stakeholders that exists for the
establishment of a semi-autonomous regional research organization for
SADC to maximize the agricultural potential of the region and align the
SADC region with global trends. There is significant agricultural research
work already taking place in the SADC region, but due to lack of a dedicated
coordinating body, the SADC Member States have been unable to take full
advantage of the knowledge and resource base available to the region. This
assessment also highlights the urgency of SADC proceeding as soon as
possible to establish, launch and develop CARDESA. It will need to grow
and mature “organically”, building on and strengthening existing structures,
to the extent possible, and to “learn by doing”.
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Main Recommendations and Next Steps

The following section summarizes the main recommendations and next
steps arising from this exercise. They are intended to focus on priority
decisions and actions which would move the process forward in response to
the challenges of implementing Pillar 4 of CAADP and meeting the targets
outlined by RISDP and the Dar-es-Salaam Declaration:

1.

The central recommendation is for SADC to formally approve the
establishment of a semi-autonomous Sub-regional Research
Organization, to be known as “CARDESA”. It will be placed outside the
organizational structure of the SADC Secretariat, but formally and
closely linked to the SADC Secretariat through a MOU that spells out the
nature and scope of the autonomy, the division of roles and
responsibilities, and areas of complementarities between the FANR
Directorate and CARDESA.

In parallel to bullet (1) above, the SADC Secretariat to approve the draft
MOU which defines the legal and operational framework of CARDESA,
and to adopt the governance and organizational structures of CARDESA
as reflected in the MOU.

To ensure the speedy operationalisation of CARDESA, the Stakeholder
Conference (acting as the General Assembly) will be convened soon after
the ICM makes a positive decision to establish CARDESA, to review a
transparent process and criterion for selecting the Board of Directors,
and formation of a “Standing Committee”, which would be empowered to
select a representative Board of Directors, consistent with the agreed
criteria. Efforts would be made to ensure this Standing Committee will
appoint a first rate Board of Directors, consistent with the criteria and
principles endorsed by the Stakeholder General Assembly.

While the CARDESA establishment process is underway, the SADC
MAPP preparation team would continue to carry out detailed pre-
implementation activities to help ensure a smooth launching and
“seamless” transition from preparation to start-up, including the
mobilization of stakeholder interest and participation in the Phase 1 of
the proposed SADC MAPP, based on the draft Programme Document and
until the core staff of CARDESA has been recruited. The SADC MAPP
Steering Committee, under the overall guidance of FANR, would also
continue to supervise the pre-implementation activities until a
substantive BOD has been appointed.

As part of steps (1) and (2) above, the process of establishing and
developing CARDESA will comprise a transition implementation phase,
followed by the operational stage when CARDESA gradually becomes
fully functional. The Table below gives a summary of the transition
implementation plan.
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It is expected that CARDESA will become fully operational within the first
2-5 years after formal approval of its establishment. The main activities
during the operational stage will include the following:

One of the priority actions to be carried out by the core CARDESA
staff would be to prepare a Strategic Plan for CARDESA, taking a
participatory approach with the regional R&D stakeholders. This
strategic plan would include: a vision and mission statement,
updating and prioritization of the main objectives, measurable
outcomes (and intermediate outcomes), functions (including
complementarities with the FANR Directorate), an updated and
validated financing strategy (including a sustainability strategy and
action plan), an updated budget for five years, and an M&E action
plan. The Strategic Planning process for CARDESA will start
immediately after the Strategic Planning Coordinator is recruited, and
would require about 4 months to prepare for the Board’s review and
approval;

Financial Management System is updated and made operational
within two months of appointing Financial Management officer;

SADC MAPP Implementation Manuals are updated by Director/core
staff, and approved by the BOD within 2 months after posting the
Director and ‘core’ staff;

M&E System is updated/established within 4 months of appointment
of M&E Coordinator;

Launching of SADC MAPP’s Phase 1 subprojects (based on Grant
Scheme) within 4 months of appointing the Grant Management Unit
Coordinator;

Regional R&D priorities updated and agreed upon by end of Year 5;
and

Stakeholders’ strategic partnerships fully established by end of Year
5.
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1. INTRODUCTION

1.1 Background

Agricultural research and technology generation is recognised as one of the
prime movers of agricultural development and economic growth especially in
developing countries where agriculture is the dominant livelihood activity for
the majority of the population. It is in this context that the role of science
and technology in agricultural development has been emphasized in the
SADC’s Regional Indicative Strategic Development Programme (RISDP) and
more specifically in the Dar es Salaam Declaration on Agriculture and Food
Security. For this reason, Pillar 4 of the Comprehensive African Agricultural
Development Programme (CAADP) of NEPAD focuses on scaling up and
improving the effectiveness of agricultural research, technology
dissemination and adoption. This is in line with the objectives of the
Millennium Development Goals (MDGs) of achieving 50 percent reduction in
poverty by 2015 and attaining a 6 percent growth in agriculture per annum.

Establishment of regional agricultural research and development
organisations (SROs) to coordinate research, technology generation and
dissemination in the different regional economic communities in Africa is
therefore seen as a key element towards the achievement of agricultural
development. A further justification for the establishment of SROs is the
need to coordinate sharing of information and resources, given that certain
research and development challenges by their very nature cannot be dealt
with sufficiently at national level because either the research is too
expensive or the expertise is not available nationally. Different countries are
endowed differently with resources. It would therefore be justifiable that
joint regional research programmes are carried out through the coordination
and facilitation of an SRO. In addition it is noted that funding of regional
research activities on average is less than 2 percent of the total spending on
agricultural research, and as such greater co-operation would enhance the
efficiency and effectiveness of agricultural research in the SADC region. For
example linking National Agricultural Research Systems (NARS) with larger
networks and strengthening partnerships with advanced research institutes
and consultative group on international agricultural research = CGIAR
centres would allow each national institute to specialize in a few areas of
research while benefiting from the research of others. This would enable
NARS to benefit from economies of scale and to eliminate much wasteful,
duplicative research.

1.2 Justification for the establishment of an SRO

Currently, SROs exist in West Africa (CORAF/WECARD?) and East Africa
(ASARECAS®), and an SRO is being developed in North Africa (NASRO7). The

> Conseil Ouest et Centre Africain pour Recherche et le Development Agricole/West and Central African
Council for Agricultural Research and Development (WECARD)

® Association for Strengthening Agricultural Research in Eastern and Central Africa

7 North Africa Sub-regional Organisation



Southern African Centre for Cooperation in Agricultural Research (SACCAR)
was the SRO for Southern Africa from 1984 to 1998 when it became a sector
coordinating unit under the government of Botswana. Following the
restructuring of SADC, this responsibility was taken over by the FANR
Directorate in 2003, whose mandate is agriculture and natural resources
policy harmonisation, coordination and strategy development, including the
coordination of research and development programmes.

The present situation is that:

e Since SACCAR was phased out, FANR through its Research and
Development Unit has been coordinating research and development
activities. However it is constrained by inadequate human resources to
effectively coordinate research and development functions. Currently
the Unit has one core position on R&D;

e SADC FANR has had limited capacity to take over the functions of an
SRO in terms of coordinating technology generation and dissemination
within the region. Consequently, the SADC region has not moved as
swiftly as other regions in Africa in implementing new initiatives or
representing the region in regional and international forums. Research
coordination in Southern Africa has therefore remained weak,
especially in the implementation of the research agenda as stipulated
in the RISDP, the Dar es Salaam Declaration and CAADP; and

e FANR as part of a Regional Economic Community (REC), lacks visibility
and effectiveness of a dedicated SRO on agricultural research and
development e.g. CORAF/WECARD and ASARECA.

e Stakeholders in the SADC region have expressed concern regarding the
current status and would like to see the establishment of a visible and
adequately staffed entity that would be able to effectively coordinate
regional programmes.

Consequently, the SADC region is losing substantial opportunities and
resources as some of its stakeholders and international cooperating
partners are hesitant to commit their support until the research and
development coordination is visible and sufficiently strengthened. The
continued lack of effective participation by SADC at regional and
international forums to represent research institutions of the region is
adversely affecting the Pan-African research agenda.

1.3 Establishment of an SRO for Southern Africa

1.3.1Options for an SRO for the SADC region

At the launch of FARA in Maputo in 2002 it was emphasized that strong
SROs are a pre-condition for the success of FARA, NEPAD and other
regional and continental initiatives promoting the strengthening of



coordination of agricultural research and development. Following up on this
issue, the agricultural research stakeholders in SADC convened a meeting
on 11 - 12 November, 2004 in Pretoria, South Africa, and deliberated on
various options. A report on the creation of an SRO was presented to the
Integrated Committee of Ministers (ICM) in 2005. Three SRO options were
presented, namely:

i. Strengthening FANR Directorate R&D Unit as the SRO, through
provision of the human resources;

ii. Establishing a semi-autonomous SRO, by placing the agricultural
research and training co-ordination function outside the SADC
Secretariat, but closely linked to the SADC Secretariat through an
MOU establishing the scope of its autonomy; and

ili. An autonomous SRO, by establishing an entirely new research
coordinating entity with linkages to FANR Directorate

From these options, the SADC Ministers adopted the option of strengthening
the human resources of the agricultural research and training within the
FANR Directorate. However, the restructuring of SADC Secretariat has not
increased human resources capacity of the R&D Unit. Furthermore, the
regional, continental and global demands for an SRO in Southern Africa
mean that there would be need for a dedicated SRO for the region and a
need for a clear separation of the policy and strategy functions of FANR from
the function of coordinating the research and development initiatives in the
region. This necessitates development of a new institutional arrangement for
the coordination of agricultural research and development in the region.

In view of these changing circumstances and the increasing regional and
international obligations, the FANR commissioned a desk study in January
2007 to review further the various SRO options, taking into account the
continental and global trends, and the lessons and experiences from
SACCAR and existing SROs in Africa. Table 1.1 below summarises the
comparative analysis of the SRO options from that study.



Table 1.1 Summary of Comparative Assessment of SRO Institutional
Options*

SRO Options
1 2 3
Criteria Strengthened Semi- Autonomo
FANR Autonomous
S$/0 w/T | $/0 W/T | §/0 W/
1| Incentives to be Responsive, visible to multiple L M M M H L/1
stakeholders, especially “clients”
2| Governance to Achieve Transparency & L H L/M M M/H L/1
Accountability
3| Leadership Effectiveness to Facilitate Participatory L M M L/ M | M/H L/I
Partnerships and Alliances
4| Sufficient Autonomy and Flexibility to Achieve L H M M M/H M
Strategic Results & Outcomes (with appropriate
“links” and complementarity to SADC FANR
Directorate)
5| Prospects to become viable and Sustainable L H M M M/H LM
(operational /financial)
Overall Relative Rank 3 2 1

* Assessment Ratings: L: refers to low; M: refers to Medium; M/H: refers to borderline Low
and Medium; H: refers to High

Notes: S/O= Strengths/ Opportunities; W/T= Weaknesses/ Threats would achieve “High”
under the strengths/opportunities, and “Low” under the weaknesses/threats.

According to the results of the desk study presented in Table 1, Option 3 (an
autonomous SRO) is the best option. However, consultations with
stakeholders showed strong preference for the semi-autonomous option as
outlined in the next section 1.3.2.

1.3.2 Stakeholder consultations on the SRO options

The results of the above SRO options from the study conducted in January
2007 have been presented to several stakeholders: to the meeting with
donors on 21 February 2007, to the meeting of the Directors of Research
and Extension in Johannesburg on 29 March 2007 and to the meeting of
Deans of the Faculties of Agriculture in Malawi on 26 April 2007. The
options were also presented to the first SADC MAPP Steering Committee
meeting of 2-3 August 2007. All the stakeholder consultation meetings and
the steering committee independently preferred the semi-autonomous SRO
option in the establishment of a new SRO for the SADC region. Additionally,
the views of national stakeholders on the appropriate SRO option were also
sought during the national consultations workshops conducted between
August and November 2007 in all Member States except Mauritius and
South Africa. Again, the semi-autonomous SRO was consistently the
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preferred option. The stakeholders also emphasized independently that
lessons and experiences of SACCAR should be considered in the
establishment of the new SRO. These stakeholders also emphasized that the
SRO established under this option should take into account the
characteristics of the Southern African region and should not merely adopt
institutional structures of SROs elsewhere.

Since there was unanimity in the choice of the SRO option for SADC, FANR
engaged a team of consultants to look at the structure of the preferred SRO.
The team provided further justification by stakeholders for their preference
for a semi-autonomous SRO. A semi-autonomous SRO is necessitated by
the need to give the organization sufficient flexibility to set out its own plans
and activities, to freely interact with public, private, international and civil
society partnerships, and attract direct funding with minimal bureaucratic
constraints, while at the same time maintaining the formal linkage with the
SADC Secretariat that gives the SRO the necessary political profile and
stature and ownership by Member States as their regional research
organization. This semi-autonomous status on the one hand would also
help to ensure that Member States have a say in the determination of the
research and development agenda and priorities for the region, while on the
other hand making sure that private and public stakeholders directly
contribute to the coordination of the regional research and development
activities. The semi-autonomous status gives the SRO room to recruit,
retain and remunerate competent professional staff that would find the SRO
more attractive and secure. By operating under the supervision of a Board
of Directors appointed from among the wide cross-section of stakeholders
with varied interests, the semi-autonomous structure would have faster and
wider decision-making processes, as opposed to the normal regional
governmental committee structures.

In the development of the appropriate structure of the proposed semi-
autonomous SRO, an institutional analysis methodology was adopted to
answer the following questions:

a. What was the original agenda for establishing SACCAR and other

SROs?

b. What institutional framework was established to support the
achievement of the goals and objectives of the SROs?

C. What organizational structures were established to support the
objectives espoused by the established institutions?

d. What lessons can be learnt in terms of the extent to which the

institutional and organizational structures supported the
achievement of the goals and objectives of SACCAR and other
SROs?

The institutional analysis was also extended to the post reform phase of

SADC during the period functions of SACCAR were subsumed by FANR.
The main thrust of this analysis was to determine the appropriate
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institutional and organizational structures to support the purpose for which
SADC was reformed, mainly to promote regional co-operation and
integration and achieve complementarities between national and regional
strategies and programmes. Existing literature was also reviewed on SROs
and their functional relationships with regional economic communities,
regional and national stakeholders as well as international research and
training institutions and funding organizations. The first draft report on the
proposed establishment of CARDESA was then presented to a regional
stakeholder consultative workshop held in Maputo, Mozambique, on 11 — 12
December 2007, and to the consultative meeting of Permanent/Principal
Secretaries of Agriculture held in Maputo on 13 December 2007. Both the
regional stakeholder consultative workshop and the consultative meeting of
Permanent/Principal Secretaries endorsed the draft CARDESA report, with
a recommendation for its approval by the Ministers of Agriculture.
Comments and suggestions from these regional consultations have been
incorporated into this report.

2 INSTITUTIONAL AND ORGANISATIONAL FRAMEWORK FOR SROs

2.1 Guide for Comparative Assessment of Alternative SRO
Frameworks

The design of the proposed SRO has been guided and driven by two
fundamental factors. Firstly, an examination of the agricultural research
and development projects and programs that are currently being co-
coordinated by the FANR Directorate on behalf of the region, in relation to
the expected mandate and core business, technical and administrative
capacity of the Directorate to efficiently execute the programs. This
consideration has been a major factor in determining the format and
structure of the SRO. Secondly, there has been a growing realization of the
need to broaden the research agenda of the region both in terms of thematic
coverage and the incorporation of a wider range of agricultural stakeholders
beyond research.

Alternative institutional arrangements were examined based on a framework
for institutional and organizational analysis used by the Department of
Water Affairs and Forestry of South Africa (2001) to study the viability for
establishing a Catchments Management Agency in South Africa. In
principle, institutional arrangements are defined as a combination of
legislation and regulations, policies and guidelines, administrative structures,
economic and financial arrangements, political processes, customs and key
participation of stakeholders in the organization. Therefore, “institutions”
refer to the set of relationships between groups (rules), while “organizations”
refer to the structured cooperation of groups (players). In terms of Figure I
below, the proposed SRO would lean more towards a decentralized and
participative (semi-autonomous) institution.



These principles imply that as an institution, the SRO must:

a.

Develop legitimacy as the key institution SRO in SADC, with a
social development focus, based on equity, sustainability and
efficiency;

Entrench the required paradigm shift to an SRO in the
institutional arrangements and organizational structure, as the
organization evolves to perform its functions;

Facilitate cooperation between organizations involved in the
SRO and participation of stakeholders in decision making;

Be institutionally focused, organizationally efficient and
customer services oriented, in performing delegated functions
on behalf of SADC , while considering the various interests of
technology users and stakeholders in the region; and

Be representative of all stakeholders on the governing board
while developing and retaining adequate management and
technical capacity to perform its functions.

2.2 Institutional Arrangements for SROs

In this framework, four generic approaches to institutional arrangements
may be used to describe the different ways that the SRO may ensure that its
functions are performed (see Figure 2.1). These approaches reflect the
degree of decentralization and participation of stakeholders in decision
making and whether the SRO builds operational capacity internally or
manages other external bodies to perform its functions.

¥ STATUTORY COMMITTEE
IN-HOUSE SRO facilitates
SRO makes decisions Committee makes decisions
SRO implements Committee implements
Stakeholders/forum consulted Stakeholders represented
Centralized/consultative Decentralized /participative
decision making Decision making
OUTSOURCE NETWORK
SRO manages SRO coordinates/manages
SRO makes decisions SRO/forum makes decisions
External body implements Stakeholder forum implements
Stakeholders/forum consulted Stakeholders/forum consulted

External operations

Figure 2.1: A Framework for Institutional and Organization Analysis

Source: Adapted from the Department of Water Affairs and Forestry of South Africa (2001).
Guidelines on the Viability Study for the Establishment of a Catchments Management
Agency.



2.2.1 Network

This approach depends upon the SRO developing cooperative relationships
with stakeholder forums and other institutions, so that the activities of
these other bodies are aligned with those of the SRO. This type of approach
is particularly suited to the post-establishment stage and the strategic,
coordinating, advisory nature of the initial functions, but is dependent upon
functioning forums and other organizations. The emphasis on developing
partnerships between the SRO and existing groups and the central
coordinating role that the SRO plays, should build the legitimacy of the new
SRO with respect to stakeholders and existing organizations, without
requiring significant human or financial resources.

2.2.2 Statutory Committee

The SRO may establish management committees to perform delegated
functions within a specified area. The committees may include members of
the SRO governing board, officials of the SRO management/administration,
and/or stakeholder representatives (possibly members of the forums). The
approach is particularly appropriate for specific priority regional research
issues, but also provides a more generalized means of decentralizing SRO
decision making on regional basis.

A committee may also act as a coordinating body to facilitate the flow of
information between the Governing Board and the regional forums, and/or
to coordinate forum and SRO staff activities. This approach represents a
more formalized approach to stakeholder involvement than the network
approach. Implementation of committee decisions is most likely to be done
by SRO staff, although a cooperative or outsource approach may also be
appropriate for certain activities.

The approach therefore requires a management team, and possibly some
administrative/technical staff for implementation (possibly structured
according to the established committees). The committee approach is most
likely to evolve from one or more of the other approaches, as the SRO
operations are consolidated, stakeholder participation matures and the need
for direct local stakeholder involvement in performing certain functions
becomes important.

2.2.3 Outsource

Where organizations with capacity for certain (or are already performing
similar) non-core functions exist, these organizations may be contracted or



delegated to perform these functions®. This approach is inherently flexible
(although a contract may restrict this) and allows the SRO to develop a
smaller highly skilled management team to coordinate and oversee this
outsourcing, while focusing on the core SRO functions.

It should be noted that outsourcing requires the development and
maintenance of technical and management capacity, to ensure that the
outsourced functions are performed effectively, efficiently and in accordance
with the SRO guidelines. Accountability for the functions should remain
with the SRO, which implies that contractual relationships with “service
providers” may be preferable to delegation.

2.2.4 In-house

Traditionally, organizations have appointed staff and built capacity
internally with centralized management. This is appropriate for the core
SRO functions, particularly planning strategy development, auditing, as well
as coordination and management functions associated with outsource,
statutory committee or network approaches. Furthermore, the responsible
authority functions must be performed by the SRO and therefore requires
in-house capacity.

Internal staffing may be developed in various ways, ranging from traditional
hierarchical structures through to flat highly skilled team structures. The
later is more appropriate for the integrated multi-disciplinary requirements
of the core SRO strategic, regulatory and coordination functions. This is
also consistent with the principle that a SRO should not become a large
bureaucracy, but rather be institutionally focused and efficient.

2.3 Organisational Design of an SRO for the SADC region

The proposed SRO is to be known as the Centre for Agricultural Research
and Development for Southern Africa (CARDESA). In line with the views of
the agricultural stakeholders throughout the region, CARDESA will be a
semi-independent and dedicated professional institution that allows SADC
Member States to benefit from shared agricultural research and productivity
programs. It will therefore not set its priorities in isolation from national
programs and other stakeholder institutions.

The CARDESA will not be expected to duplicate or replace on-going national
and regional research programs, but will facilitate and coordinate them to
encourage knowledge sharing. A clear distinction must be made between a

8 Contracted organisations may include CG Centres, academic/research
institutions, private sector (such as consultants) or stakeholder bodies,
NGOs and CBOs.



research project and a program. Projects are generally short-term in nature
with a specific mandate and timeline, but feeding into a broader long-term
Program. The SRO will be a specialized institution focusing on a broad and
long-term research program. It is to be viewed as a vehicle for regional
cooperation working through strategic partners and regional and national
thematic centres of leadership in agricultural research and development.

The SRO must be organized to give effect to the institutional proposals and
to perform the proposed functions. However, organizational design needs to
consider far more than structure, particularly when considering an
organization that needs to be effective, efficient and customer services
oriented. A useful and accepted framework for holistic organization design
is based on the “star model” presented in Figure 2.2.

Direction

.

Motivation ? Information
\\ Behaviour 4
Performance ’ \ Culture

Figure 2.2: Key Elements for Organizational Design

Source: Adapted from the Department of Water Affairs and Forestry of South Africa (2001).
Guidelines on the Viability Study for the Establishment of a Catchments Management

Agency.
The five elements of the ‘star’ model are:

Strategy determines direction for the organization.

Structure determines the location of decision-making power.
Processes have to do with the flow of information.

Reward systems influence the motivation of people to perform
and address organizational goals.

ao o
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e. People (human resource) policies influence and frequently define
employees’ mindsets and skills.

In general the lessons from the available examples have shown the
importance of the following factors when designing an appropriate SRO:

e Ownership by and responsiveness to key stakeholders including those
within the NARS?;

e Governance and management arrangements that focus on
accountability, that are responsive to diverse sets of stakeholders and
that has a lean and effective Technical Secretariat;

¢ Proactive leadership both in the Board and Technical Secretariat in
promoting partnerships and alliances;

e Institutional autonomy and flexibility to ensure operational
procedures needed to mobilize, manage and account for funds and
programs, and the right type of incentives to perform;

e A focus on viability and sustainability through various strategies that
include increased and regular contributions from a diverse range of
stakeholders, increased cost-sharing in implementing regional
research activities, and establishment of endowment funds
predominantly with donor support; and

e [t is important to recognize that SROs are there essentially to provide
a regional public good, and cannot be left entirely to market forces or
pure private sector corporate governance principles.

Issues of institutional reform relate closely to and are governed by policy
reform. In the context of the FANR and the SRO there are two relevant areas
of agricultural policy. Firstly, policy of national governments in the SADC
region towards public research, the reform process and their commitment to
increase the proportion of government revenues devoted to research and
development. Related to this is policy to support the formation of efficient
and autonomous agricultural institutions. Secondly, the extent to which
present policies encourage or inhibit market development — policy research
should provide evidence in support of policy change to create a climate of
incentives for investment by the private sector and, build confidence among
smallholders to invest in surplus agricultural production. The SRO through
programmes like SADC MAPP has an important advocacy role to lobby for
appropriate policy change, but this will not be an easy task in some
countries where government support for research has declined greatly
during the previous decade.

? In this report, NARS is defined according to FARA. It is inclusive of all stakeholders involved in agricultural
research and development , including the private sector, farmer organisations and civil society organisations
involved in agriculture, extension or advisory services
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In this regard, it has been necessary to examine in detail the current
structure and functional responsibilities of the FANR Directorate with a view
to recommending a rationalization of the functions, so that there is a clear
distinction between the policy strategy formulation coordination roles that
are under the direct purview of the Secretariat, and the programme
coordination role that can be delegated to the SRO and its family of strategic
partners. This approach would ensure that there is minimum conflict and
duplication of functions and responsibilities between the FANR and the
SRO.

To conclude, it can be noted that there are different institutional mandates,
whereby the FANR Directorate is expected to enhance its focus and capacity
to formulate policies and strategies, increase donor harmonization and
alignment (all priorities reinforced by the Windhoek Declaration), whereas
the SRO for R&D is expected to focus on effective day-to-day coordination
and implementation of a demanding and complex research and development
agenda and be responsive to multiple stakeholders.

2.4 Lessons Learnt from the Institutional Analysis of SACCAR and
other SROs

In the context of this conceptual and cross-country review of institutional
experiences with regional organizations, a review of the SACCAR experience
was carried out and the results of this assessment are outlined in Appendix
III. This section highlights the main lessons learned from the institutional
analysis of the former SACCAR and other SROs in Africa.

The SACCAR was governed and financed by SADC Member States. Due to
differences in their priorities and willingness to finance regional
programmes, inflows of revenue were irregular. Furthermore, SACCAR failed
to attract funding from corporate entities due to lack of private sector
involvement in the governance system and failure to accommodate their
interests in research, extension and training programmes.

In contrast, most SROs are autonomous, lean and flexible, and are governed
by a stakeholder assembly which elects a Board of Directors. Leadership
effectiveness at the Board and Secretariat levels coupled with effective
interaction with policy makers are a key common success factor amongst
successful SROs. Experiences of ASARECA in East Africa and
CORAF/WECARD in West Africa, for example, have generally been positive
due to their operational autonomy and flexibility in addressing the member
country regional R&D needs, minimal political influences, and increased
attention to secure broader stakeholder participation and ownership.

12



As observed in the SRO options study of 2007, all SROs are very dependent
on donor funding, recognizing that they are providing essentially a regional
“public good”, where the market forces will not ensure financial viability.
However, all SROs are increasingly positioning themselves to strengthen
their financial sustainability through various strategies, including:
increased contributions from diverse stakeholders, including increased “cost
sharing” on regional research agendas (with little significant achievements
thus far, but offering potential); establishing endowment funds, such as
FONTAGRO by ASARECA; and now being explored by CORAF/WECARD.

The capacity to establish a successful endowment fund requires a solid
track record first. Donor agencies are increasingly demanding upfront
credible strategies and performance-based indicators for encouraging
enhanced operational and financial sustainability (which is closely linked to
being responsive and effective to a diverse stakeholder base). Another
related lesson is the need to ensure institutional relevance and
effectiveness, both as a means to improve impact and to ensure overall
sustainability and support from stakeholders

The lessons from ASARECA and CORAF/WECARD indicate that it is
important to enable the SRO to evolve and mature “organically”, or from
within, grounded on establishing strong alliances and partnerships with
multiple stakeholders, especially the farming community. The role of SADC
MAPP will be to support the institutional maturation process of the new
SRO. It is believed that the expertise and initial nurturing which can be
provided through FARA, as an umbrella and facilitating forum for the
region, can accelerate the SRO’s learning-by-doing, and also help it avoid (or
minimize) mistakes committed by other SROs.

3. COMPLEMENTARITY OF FUNCTIONS AND ACTIVITIES OF FANR
AND THE PROPOSED CARDESA

An overall principle in the establishment of a semi-autonomous SRO for the
SADC region is to ensure that the region is able to implement effectively
Pillar 4 of the CAADP for the region. This requires complementarity of
functions and activities between FANR and the proposed SRO. The
following section outlines the main guiding principles.

3.1 Functions of FANR

SADC has undergone restructuring since 2001, moving from a decentralized
structure with sector coordinating units based in different Member States
supported by a few specialized institutions, to one where all programs are
centrally located. It has been undertaking several initiatives designed to
streamline its operations and systems to become an effective organ for

13



regional integration and for delivering the overall objectives of the
Community. This has involved undertaking an organizational analysis of the
Secretariat to review and evaluate reporting lines and functional
relationships within and between the various directorates and units to
ensure the Secretariat’s efficiency and effectiveness in pursuance of its
mandate as the principal executive organ of SADC. The restructured SADC
Secretariat is now centralized and collapsed into four Directorates and
specialised Units.

The FANR Directorate is the major agency responsible for coordinating
agricultural R&D in the SADC region, in addition to other functions. In
addition to the on-going regional programs being driven through the FANR
Directorate, there are several NGOs, private and semi-autonomous
companies and CGIAR institutions that are involved in various agricultural
research and development programs in the region. There is no clear
framework for monitoring and coordinating these research programs outside
the public domain. The lack of capacity and of an effective structure has
limited that ability of the SADC region to coordinate and implement the
programs.

The strategic objective of the FANR Directorate is to develop, promote,
coordinate and facilitate harmonization and alignment of policies, strategies
and programs to increase agriculture and natural resources production and
productivity, and to promote trade, food security, and economic
development in the SADC region in a long-term sustainable manner.
Strengthening regional capacity for agricultural research and development
is one of its specific functions and priority areas.

The FANR functions are currently being coordinated through the following
six technical units:

e Agricultural Information Management Systems, including Early
Warning System, Remote Sensing System, Drought Monitoring
Systems and Regional Food Reserve Facility;

e Crop Development, which includes Seed Security, Plant Protection,
Food Safety and Agricultural Trade;

¢ Livestock Development;

e Natural Resources Management, comprising Fisheries, Forestry and
Wildlife;

e Agricultural Research and Development; and

e Environment and Sustainable Development Unit.
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3.2 Complementarity of Functions between FANR Directorate and the
Proposed SRO

The FANR, as a Directorate of SADC is the regional avenue through which
the research agenda and priorities of the SADC region are safeguarded, and
through which the necessary regional balance is maintained. In the light of
the strong stakeholder support for the proposed CARDESA in the SADC
region, there must be a close relationship and clear division of roles and
responsibilities between FANR and the proposed CARDESA. This
relationship should be defined and enshrined in the MOU establishing
CARDESA. The SRO should be perceived as a regionally driven and owned
institution that needs to keep close contact with Member States at the
political level through FANR, and at the technical level through its various
partners who will implement the bulk of the R&D programs. In other words,
CARDESA will be a dedicated and specialized professional institution
focusing on technical aspects of coordinating the implementation of regional
agricultural research and development programs, while FANR will be
expected to focus on coordinating the policy, strategy and advocacy aspects
of the R&D agenda for the SADC region. The permanent seat provided for
the FANR Director on the SRO Board of Directors will help to ensure that
this policy and strategy oversight role of the Secretariat is present, and that
the provisions of the MOU are respected.

3.3 Rationalisation of Policy and Strategy and the Technical and
Coordination Functions in FANR vis-a-vis the CARDESA

In line with the current proposal to establish CARDESA as a semi-
autonomous institution for coordinating R&D without duplicating or
disrupting the on-going functions of FANR the FANR current functions will
be rationalized by separating policy coordination and strategy development-
type functions and activities from technical coordination and
implementation (through SADC stakeholder organizations) of R&D-related
technical services.

3.4 Proposed Thrust of the FANR Directorate Role

The role of the FANR Directorate in relation to CARDESA will be that of
providing policy direction and harmonization of agricultural research and
food security issues. It will remain a lean and more streamlined Directorate,
but with a strong team to provide the necessary linkage with CARDESA (in
addition to the FANR fulfilling its other functions with regards to Pillars 1, 2
and 3 of CAADP). The main justification for the above is to avoid duplication
and conflict between CARDESA and FANR by adopting the principle of
subsidiarity.
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3.5 Objectives and Core Functions of CARDESA

3.5.1 Objectives

The proposed objectives of CARDESA are as follows:

1. To improve agricultural technology generation, dissemination and
adoption by all farmers in the region through collective efforts;

2. To promote coordination and collaboration among regional and
national agricultural research systems through regional cooperation;

3. To facilitate the exchange of information and technology among the
SADC regional R&D institutions;

4. To promote SADC region partnerships between public, private, civil
society and international organizations in R&D and training and
capacity building; and

5. To mobilize human, financial and technological resources to
implement demand-driven R&D regional activities, which will also
contribute to the strengthening of national level initiatives.

As part of formally establishing CARDESA, it is proposed to continue the
consultation process with key regional stakeholders to formulate jointly a
clear vision and mission of CARDESA, which would provide the basis for
fine-tuning the above proposed objectives and the functions outlined below.

3.5.2 Thematic Functions

The proposed thematic functions for CARDESA are based on the following
themes of SADC MAPP’s “programmatic approach” to R&D in the region:

« Theme 1: Farmer Empowerment and market access

« Theme 2: Research and technology generation

« Theme 3: Farmer-led advisory services and innovation systems
« Theme 4: Education, training and learning systems

« Theme 5: Knowledge, information and communication

« Theme 6: Institutional Development and capacity building

To accomplish the above themes and complementarity with the FANR and
taking into account the feedback from country consultations and good
international practices, it is proposed that CARDESA would have some of
the following “core” functions, which provide the basis for the organizational
structure and core staff job descriptions:

a) To promote the development of agro-based value addition technologies
through regional joint actions;
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b)

c)

d)

€)

g

h)

j)

To develop and update regional agricultural R&D priorities;

To coordinate, monitor and evaluate joint regional agricultural R&D
programmes;

To develop harmonized systems of scientific and technical information
and documentation for knowledge sharing through publication of quality
results of joint agricultural R&D and best practices;

To support regional measures to enhance the capacity of farmers groups
and associations in the SADC region;

To promote and strengthen research and training in the SADC region,
and host regional research projects that promote agricultural R&D;

To foster partnership and collaboration with, regional and international
agricultural research organizations;

To coordinate resource mobilization among associate promoters and
partner institutions in the SADC region;

To promote co-operation, consultation and exchange of information
concerning agricultural research and extension among NARS; Theme 3

To establish a regional plan for the development and management of
human resources for agricultural R&D;

To carry out the advocacy role for agricultural R&D in the SADC region
among decision makers from the public sector, private sector, centres of
leadership and international organizations;

The FANR Directorate and the proposed CARDESA will work closely in a
partnership relationship, which will be captured in the proposed MOU. It is
envisioned that FANR’s main functions will be:

a. To provide overall strategic policy guidance and leadership to ensure
that the R&D agenda and priorities are consistent with the SADC
mandate for regional food and agriculture;

b. To maintain interface with other programs and Directorates of the
Secretariat that have an impact on CARDESA;

c. To facilitate high-level contacts with international cooperating
partners and African-based regional bodies like COMESA, AU, FARA
etc;

d. To provide leadership in the harmonization and alignment of
policies, strategies, and protocols that involve the SADC region, in
line with the principles outlined in the Windhoek Declaration;

e. To develop and endorse relevant legal instruments and ensure
compliance;

f. To promote the development of effective networks and facilitate
dialogue among stakeholders in the region, with a focus on the
policy and strategy aspects;

g. To represent CARDESA and report on agricultural research matters
at SADC Ministerial Meetings and Summit; and

17



h. To assist in policy and strategy advocacy and resource mobilization,
including Member State contributions.

4. GOVERNANCE AND ORGANIZATIONAL STRUCTURE OF CARDESA

4.1 Governance Elements

Having examined carefully the objectives and functions of the proposed
CARDESA, taking into account the complementarity and vital role of FANR,
and having considered the experiences and good practices of existing and
similar institutions within and outside the SADC region, it is now possible
to recommend an appropriate governance and organizational structure for
CARDESA. The complementary elements are as follows:

a) A Memorandum of Understanding (MOU) establishing the CARDESA;

b) An MOU between the SADC Secretariat and the CARDESA Board of
Directors, defining the functional status and relationship of CARDESA
vis-a-vis the SADC Secretariat;

c¢) The General Assembly of Stakeholders forming the “base clients” ,
owners and promoters of CARDESA;

d) A Board of Directors (BOD) elected from the General Assembly, which
provide the main governance oversight and direction to CARDESA;

e) Operational Committees of the Board (e.g., Strategic Planning,
Finance, Technical R&D);

f) Technical Secretariat forming the Management and “core” and other
technical and support staff and consultants of CARDESA to carry out
the day-to-day functions of CARDESA;

g) SADC Region Strategic Stakeholders, including Partners, Centres of
Leadership and Networks linked through contracts, MOUs and joint
agreements, and which are the main implementers of most research
and development programs;

h) National Agricultural Research and Extension Committees, which will
provide a useful consultation mechanism at the country level, while
adding the regional perspective through CARDESA; and

i) An independent operational and financial audit.

Figure 4.1 shows the proposed organizational chart of CARDESA. Figure 4.2
shows the place of SADC MAPP in the SRO in the first 5-year phase,
including the transitional period of 2008-2010 to show the close
collaboration and harmonization with on-going regional projects, all guided
by SADC’s R&D strategic framework that is yet to be developed. Figure 4.3
shows the Organizational Chart for the SRO in the subsequent phases of
SADC MAPP and after the on-going regional projects are completed, to show
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that the regional programs would have become fully harmonized and aligned
in coherent and re-engineered old and any new themes, guided by SADC’s
updated Agricultural R&D Strategic Framework. Each of the governance
elements is described in more detail below.
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4.1.1 Memorandum of Understanding establishing CARDESA

There shall be an MOU that will spell out the framework and the necessary
provisions for the establishment of CARDESA. The draft of the MOU is given
in Appendix 1 of this report.

It is proposed that there will be one signatory to CARDESA “umbrella” MOU,
namely, the Ministers of Agriculture for each of the participating Member
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States. They will accord CARDESA the necessary recognition and ownership
by SADC.

4.1.2 Memorandum of Understanding between the SADC Secretariat
and the CARDESA Board of Directors

This Memorandum of Understanding (MOU) will define the operational
framework and relationship of CARDESA, as well as the governance and
administrative provisions, vis-a-vis the SADC Secretariat. A number of
operation manuals will be drawn up to support the effective execution of the
obligations set out in the MOU. These manuals will include: the technical
procedures for allocation of funds, human resource manual and procedures,
and financial manual and procedures,

The MOU further spells out and formalizes the linkage of CARDESA with the
SADC Secretariat, especially the FANR. In the preamble, the MOU describes
the nature of the two organizations, and the object of the partnership, then
indicates the obligations, complementary roles, responsibilities and duties of
each of the two partners.

This MOU will be prepared once the approval of the establishment of
CARDESA has been granted, and will be endorsed by the SADC Secretariat
and the Board of Directors of CARDESA.

4.1.3 General Assembly of Stakeholders of CARDESA

The SADC agricultural strategy recognizes that there are significant
opportunities for improved partnerships and linkages between private and
international research centres and national and regional research programs
for it to achieve sustained technology-led growth. Within each SADC
Member State there are national agricultural research and extension
systems. Fig 4.4 illustrates the stakeholders that would constitute
CARDESA General Assembly and Promoters of CARDESA out of which
CARDESA Board of Directors would be elected. Farmers and farming
organizations are included in this list, as well as international research
organizations operating in the region.
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The General Assembly constitutes the main clients, owners, and promoters
of CARDESA (Fig 4.4). These are the institutions whose operations influence
and are affected by the activities of CARDESA. They have a vested interest
in it. They sanction the priorities of its operations at an annual or bi-annual
general meeting, including election of the Board of Directors, approval of the
Strategic Plan, approval of the annual work plan and budget, and any
amendments to the MOU..

4.1.4 Board of Directors of CARDESA

The Board of Directors of CARDESA will be appointed through a Standing
Committee appointed by the General Assembly of SADC R&D stakeholders.
To keep the Board sizeable and manageable, it is estimated that the total
size would be 9 -11 members. Accordingly, not every SADC Member State
will have a formal representative at all times. Efforts will be made to ensure
that the Board of Directors is representative of key stakeholders and
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thematic groups in the region. It will be an accountable board which can
sue or be sued, therefore, each Board member will be required to sign a
contract spelling out his/her responsibilities and obligations. All members
of the Board will be appointed for their individual skills, experience and
expected contribution to the R&D agenda for the SADC region. They will be
expected not to be confined to thematic or national interests. Membership to
the Broad would rotate on a staggered and frequent schedule to give
opportunity for stakeholders from all participating Member States to be
represented, including gender representation. There will be a balance with
the need to maintain continuity of programs by retaining some members for
longer periods. It is proposed that the SADC Secretariat will have a
permanent seat on the Board in line with the MOU with CARDESA, and
would be represented by the Director of FANR (who could serve as the initial
Deputy Chair of the Board). There will be provision for specialized groups
and partners to have observer status on the Board.

The Board shall comprise members with one representative from each of the
main stakeholder groups, which will include the following:

¢ Chairperson (an individual with professional respectability and
experience in R&D coordination and implementation);

e Representative of the SADC Secretariat and initial Deputy
Chairperson (proposed to be the Director of FANR, to be appointed by
the Executive Secretary);

e Regional Farmer Organizations e.g. Southern African Confederation of

Agricultural Unions (SACAU);

National Agricultural Research System representative;

National Agricultural Extension System representative;

SADC Agribusiness Forum representative;

Representative of the NGOs in the agricultural sector;

Deans of Faculties of Agriculture representative; and

International Agricultural Research Centre representative.

The Director of CARDESA would serve as the Secretary to the Board of
Directors. It is proposed that the Executive Director of FARA would serve as
advisor to the Board of Directors, as part of FARA’s role to support the
strengthening of the SROs, and help cross-fertilize the relevant experiences
from the other SROs in Africa, as well as any updating to NEPAD’s Pillar 4
and the FAAP.

4.1.5 Committees of the Board

In order to speed up decision-making and have more focus on strategic and
operational issues, CARDESA Board of Directors will appoint appropriate
committees to act on its behalf. It is proposed that the following three
committees be considered, given their important operational roles during
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the early development of CARDESA: (a) Strategic Planning and M&E (which
would include the coordination of key linkages with on-going regional R&D
projects); (b) Finance; (c) Technical R&D, which could include the functions
of assessing and deciding on the proposed subproject grant schemes. The
Committees would be established and adjusted according to the priority
needs of CARDESA and the Board of Directors.

4.1.6 Technical Secretariat

The Technical Secretariat forms the management and core staff of
CARDESA. It would be comprised of the CARDESA Director who will be
responsible for the effective and timely implementation of the agreed
strategic plan and annual plans, as approved by the Board of Directors. The
Terms of Reference for the CARDESA Director are given in Appendix IV. It is
envisioned that the core staffing of CARDESA will require initially about
eight professional staff, with about nine technical support staff (Table 4.1).
The work plan requirements and available funding may however warrant a
phased recruitment of the CARDESA staff and the hiring of short-term
consultants to help carry out specific functions and outputs, in line with the
agreed work plan and budget.

The CARDESA Director will be assisted by a Strategic Planning Coordinator,
an M&E Coordinator, a Subproject Grant Management Coordinator plus
Assistant, and four R&D Thematic Coordinators responsible for the
following core themes:

« Farmer empowerment and dissemination services
« Research and technology generation

« Education and training

« Knowledge, information and communication

Table 4.1: Summary of CARDESA'’s Core Staff Requirements

Core Staff Core Functions

Professional Staff (8)

Director Leads CARDESA through effective coordination,
facilitation, empowerment, communication and
partnership skills. Must also have sound
knowledge of R&D issues and programs of the

SADC region.

Strategic Planning Will help ensure the strategic plan is
implemented /updated,

M&E Coordinator Coordinates the M&E activities

Thematic Coordinators (4) Sound scientific and operational knowledge and

experience of the thematic areas to be promoted
and coordinated.
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Core Staff Core Functions

Grant Management Will coordinate the competitive grant scheme

Coordinator processes for approval and implementation

Technical/Support Staff: (9)

Grant Management Assistant Assist the Grant Management Coordinator in the
day to day running if the Grant management Unit

Finance and Administration In charge of all the finance and administration,

Manager including human resource management

Accountant Handles all bookkeeping and disbursement of
funds

Internal Auditor Carries out the audit functions, including of the
funds allocated to the subprojects.

Administrative Assistant Supports CARDESA Director with all
administrative and related coordination duties

Internal ICT Manager Handles day to day ICT support issues of the
CARDESA staff

Documentation Assistant Serves as librarian responsible for information
sharing

Secretary Standard office duties

Driver Standard office duties

The Strategic Planning and M&E units would help ensure the annual work
plans are consistent with CARDESA Strategic Plan (5-year period, and to be
updated periodically), and ensure the M&E system generates the key
information to facilitate smooth implementation and any needed
adjustments, under the overall guidance of the Director and the Board as
and when needed.

The R&D Thematic Coordinators will provide the direct link with Activity
Coordinators from lead institutions or centres of thematic leadership. These
will invariably be specialized centres including NARS, who will be assigned
responsibilities to implement specific regional R&D programs, including the
MAPP-funded subprojects. The choice of centres will be determined and
short-listed by CARDESA Technical Secretariat (coordinated by the Grant
Management Unit) for approval by the Board. There will be room to work
with experts from institutions within the SADC region. Depending on the
scope of the agreed work plan and budget, the CARDESA Secretariat may
hire the services of short term consultants to assist in carrying out specific
activities which would generate tangible outputs.

The Thematic Coordinators, together with the support of the Grant
Management Unit (GMU), would be responsible for the technical supervision
of the approved subprojects. The GMU would have the administrative
responsibility for supervising the approved subprojects, with the support of
the M&E Unit which would generate key information on implementation
progress and intermediate outcomes. Finance, administration, and internal
audit, would be support functions under the CARDESA Director.
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4.1.7 SADC regional strategic stakeholders

The strategic stakeholders including partners, centres of leadership and
networks will be the main implementers of most research and development
programs. Centres of Leadership would constitute the Networks and
strategic partners who will implement the thematic research programs,
under the guidance of CARDESA. To improve coordination and monitoring,
the activities will be linked through contracts, MOUs and joint venture
agreements for implementers of specific research programs. Centres of
Leadership will be selected from among the various regional agricultural
stakeholders, including through competitive bidding systems.

The SADC MAPP, through CARDESA, will be taking a transparent and
participatory approach to generating and funding sound R&D subproject
proposals to be implemented by the regional stakeholders and partner
organizations. It is envisioned that the Director of CARDESA, based on
appropriate approval process, would countersign subproject contracts with
said implementing organizations.

4.1.8 National Agricultural Research and Extension Committees

Many countries in the region have formed various types of national
agricultural research and extension committees that meet regularly to
exchange information and consult on research priorities. These will form
important national focal points for CARDESA’s activities and thematic
coordinators, with the aim of strengthening the national-regional R&D
linkages and joint activities.

4.1.9 Independent operational and financial audit

An independent operational and financial audit will be carried out annually,
and submitted to the BOD for their review and appropriate actions. The
operational audit would help ensure CARDESA Secretariat and its
operational committees comply with the agreed policies and procedures of
MAPP, including SADC MAPP’s operational manual and the subproject
processing and fund allocation criteria and procedures

4.2 Linkages between CARDESA and other Programmes

There are several on-going projects in the SADC region which will form a
part of the overall SADC R&D strategic framework, and would be supported
by CARDESA functions. These on-going SADC projects include the
following:
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1. The Fund for Innovative and Regional Collaborative Project (FIRCOP) is a
small 4-year pilot project supported by the French Government. The
basic objective of the project is to support regional research and training
projects. It has two components that include a competitive research fund
and funds for managing the program and for capacity building.

2. The Implementation and Coordination of Agricultural Research and
Training (ICART) is an EU supported project (total cost of about US$20
million), which is scheduled to be completed by 2010. It provides training
for improving networking amongst NARS in the region, competitive
research grant funds, and resources for staff training and building the
training capacity of Universities in the region. The project so far has
awarded seven research grants covering ten SADC Member States under
its competitive grant system. It is also supporting the development of
Masters-level training programs, capacity building on proposal writing,
project management and development and agricultural information and
communication management tools to support the regional initiative.

3. The Land and Water Applied Research Programme.
4. SADC Plant Genetic Resource Centre Project.

5. Continental programmes developed through FARA and coordinated and
implemented at regional level. These programmes include:

- The Sub-Saharan Africa Challenge Program (SSA CP);
- Regional Agricultural Information and Learning System (RAILS);

- Dissemination of New Agricultural Technologies in Africa
(DONATA);

- Strengthening Capacity for Agricultural Research and
Development in Africa (SCARDA); and

- Building African Scientific and Institutional Capacity (BASIC)

The activities of these projects are in line with SADC MAPP’s core themes
and overall objectives. The nature of the strategic and operational linkages
and phased integration with the MAPP programmatic framework and
sustainability of their activities will be underpinned by SADC’s R&D
Strategy and associated regional priorities, and further guided by the SADC
MAPP harmonization and alignment strategy and action plan. All of these
combined efforts aim to harmonise implementation of CAADP’s Pillar 4 for
the SADC Region.

It is proposed that these on-going projects continue their implementation
with the current implementation arrangements, but within the SADC MAPP
programmatic framework, and take a phased approach to being integrated
in and supported by CARDESA. Figures 4.2 and 4.3 illustrate this linkage.
Since the projects will be completed by 2010, it is important to focus on
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integrating their activities with the SADC MAPP f{ramework, while
endeavouring to harmonize their operational activities to the extent possible.
This convergence with on-going projects forms part of the MAPP transitional
strategy.

One important task of the CARDESA Technical Secretariat, under the
leadership of its Director, will be to forge partnerships with various thematic
institutions, programmes and specialized networks in the SADC region.
Thematic activities and specific functions would be developed under each of
the above programs through a process of intensive stakeholder
consultations. The process of stakeholder consultation that has already
been initiated under the SADC MAPP preparation phase will provide the
basis for CARDESA to select its strategic partners. This process would also
involve identifying Activity Coordinators from among the stakeholders, and
assign thematic activities to them. Different NARS have specific areas of
strength and competence. The MAPP-funded grant schemes will be used as
vehicles to forge these partnerships of regional joint activities. Where
necessary, a competitive bidding process is recommended in situations
where there is more than one institution with similar areas of specialization.
Regional and international policy research organizations like ReSAKSS-SA,
FANRPAN, IFPRI and CG Centres would, for example, be called upon to give
leadership in cross-cutting policy issues through MOUs and research
partnerships.

5. CARDESA’S ESTIMATED COSTS AND FINANCING STRATEGY,
MECHANISMS AND SUSTAINABILITY

5.1 CARDESA'’s Indicative 5 Year Budget

Based on the core functions and staffing outlined above, Table 5.1 shows an
indicative budget for the first five years for establishing CARDESA, while
longer term financing plan will be worked out during the initial years of its
operation and securing a performance track record. It is difficult to estimate
a meaningful indicative budget before the full mandate and organizational
structure of CARDESA has been approved. The proposed Strategic Plan
would come up with a more precise estimate, which would be subject to
review and approval by the newly established Board of Directors. From
Table 5.1 it is estimated that the budgetary requirements for CARDESA’s
core functions could cost about $1.4 million per year, including personnel
and administration, operational and goods and equipment costs. The
CARDESA budget for the first phase is expected to be part of the overall
SADC MAPP budget.
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Table 5.1: Indicative Five-Year Budget for CARDESA

Detailed Costs (USS '000)

2009 2010 2011 2012 2013 Total

A. CARDESA Secretariat Staffing

Professional Staff 473 946 946 946 946 4,258

Support Staff 206 413 413 413 413 1,858
Subtotal 680 1,359 1,359 1,359 1,359 6,116
B. CARDESA Running Costs

Running Costs 23 46 46 46 46 207

Travel Allowances 25 50 50 50 50 225
Subtotal 48 96 96 96 96 432
C. Goods and Equipment

Vehicles 40 40 0] 0 0] 80

Office Equipment and Furniture 30 o o o 23 53

Misc. Equipment 10 10 10 10 10 50
Subtotal 80 50 10 10 33 183
Focal Point support 350 350 350 350 350 1,750
Grand total 1,158 1,855 1,815 1,815 1,838 8,480

5.2 Financing Strategy - Overall Framework and Approach

CARDESA is first and foremost a regional organization owned by Member
States and stakeholders, and is expected to perform a predominantly
regional “public function” of promoting and coordinating agricultural R&D
for the SADC region. Secondly the organization will be expected to produce
tangible benefits, which are largely “regional public goods”, for public,
private and non-governmental organizations in the SADC region, which
predominantly serve smallholders. As such, it follows that the financing
strategy and arrangements of CARDESA should reflect its diverse
institutional and stakeholder base and primary clients. This section outlines
a framework for the proposed financing strategy and mechanisms, to help
secure the formal approval and facilitate detailed design of CARDESA. The
strategic plan will be prepared soon after posting CARDESA’s Director, and
will provide an opportunity to prepare CARDESA’s first Strategic Plan. It
will include the validation and further refinement of a financing and
sustainability strategy for CARDESA, along the lines discussed below.
Moreover, the SADC MAPP document has shown that R&D investments in
the SADC region are likely to generate attractive economic rates of return
(most of them exceeding 40 percent, well above the opportunity cost of
capital in the SADC region). These returns are consistent with the results of
a vast number of ex-post economic impact assessments for R&D
investments (see SADC MAPP document for further details).

The issue of sustainability is critical for the effective functioning of
CARDESA. This report has come up with suggestions regarding a
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combination of financing options that would help ensure a credible plan to
sustain the operations of CARDESA, together with a brief assessment of the
pros and cons of each option. Given the public good nature of CARDESA’s
functions, it should be recognized from the outset that the financial
sustainability initially will rely primarily on sustained contributions from
international donors, and increasingly from the Member States, followed by
stakeholder groups who believe CARDESA is generating tangible
incremental financial benefits.

While it is envisioned that CARDESA will diversity its funding sources over
time, the best assurance to its sustainability is to rely on its good
performance and responsiveness to its key stakeholders, especially in
generating the expected incremental economic returns, which is the main
criterion used by donors to continue their funding. This means that an
effective CARDESA will help ensure increased agricultural productivity and
associated economic returns of a magnitude which will help the SADC
region to essentially repay the costs of financing CARDESA, if they were to
be charged all of the costs. There are major “core” donors who have
expressed their intentions to support SADC MAPP for the next 15 years (at
least 50% on a grant basis), and they consider that a semi-autonomous SRO
such as CARDESA is a necessary institutional instrument to secure the
expected incremental benefits. This approach and rationale of sustainable
funding for agricultural R&D is consistent with international experience, as
evidenced by ASARECA, CORAF, and the international research system.

5.3 Possible Funding Sources and Mechanisms for CARDESA

The possible financing sources and mechanisms for CARDESA to help
ensure its sustainability are outlined below. These sources are based partly
on the experiences of ASARECA, CORAF and FARA, which are also
addressing the challenges of securing financial sustainability as providing
primarily regional “public goods”. These funding sources would be
examined in greater depth at the time of carrying out CARDESA Strategic
Plan. The financing options outlined below are not mutually exclusive: they
are complementary and their relative importance will evolve over time.

Primary Funding Sources in the First 5-year phase of SADC MAPP:

 Funding from International Cooperation Partners (ICPs) (maximizing
grants, via various modalities, including programmatic funding, such
as through grant trust funds, “basket funds”, harmonized and aligned
projects)

« Establishment of a CARDESA endowment fund, to which donors
would make substantial one-off contributions, which can be used to
finance “core” funding of CARDESA.
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¢ SADC Secretariat contribution

e Member state contributions

Primary/other Sources in Phases 2 and 3 of SADC MAPP:

« ICP Funding (increasingly using program-based approach by
participating donors, via a “basket-fund” for priority SADC MAPP R&D
“themes”)

« CARDESA Endowment Fund (initiated in Phase 1)

« SADC Secretariat

« Direct Member State Contributions

« Member State Contributions through National Institutions

« Private Sector Sponsorship/Contributions

« Membership Subscriptions and Research Levies

« Generation of Own Revenue Sources (while ensuring it does not divert
CARDESA from focusing on its “public good” functions).

5.3.1 ICP Funding

Development finance institutions and international cooperating partners
(ICP) have and will continue to play an important role in funding public
sector oriented R&D programs and projects and core funding in the region,
despite the stringent conditionality that often goes with this type of funding.
There have been many studies done on the issue of donor-funded research
and its sustainability. To date this remains the dominant form (at least 90%
of total costs) of funding for SROs across Africa (ASARECA, CORAF, FARA,
others), despite the issues of sustainability and conditionality. In the initial
5-10 years, international donors will probably comprise the dominant
source of funding (with an effort to maximize “untied” grants) for CARDESA
(on the assumption of "good” performance), and their share would be
expected to reduce over time. The proposed Strategic Plan, which would be
updated periodically, should assist in identifying a strategy broadening
funding sources to include a diversity of donors, and to continue to
maximize grant funding to the extent possible. It is possible that some
donor funding would be through “soft” and no interest loans from some of
the donors, which could also help mobilize counterpart cash contributions.

5.3.2 Member State Contributions

In addition to the ICP funding, Member State contribution is very important.
This type of funding helps to strengthen the regional ownership of
CARDESA. This is also consistent with the semi-autonomous nature of
CARDESA where it should seek financial contribution from its stakeholders
as spelt out in the MOU. The modalities and amounts of these Member
State contributions will be determined by the Board of Directors of
CARDESA after relevant consultations. This contribution could be in the
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form of cash through Treasury budgets, or through counterpart
contributions arising from associated ICP loans for SADC MAPP and/or in
kind through provision of technical services, donations of equipment,
vehicles and buildings. For accountability purposes, it is recommended that
such funding be properly documented and contracts be signed between the
contributing Member State and CARDESA. While this contribution ensures
interest by Member States on CARDESA, it will be necessary to guard
against temptation by some Member States to over-dominate the operations
of CARDESA on the basis of their financial contribution.

There could be cases where Member States prefer to channel their support
through national public or semi-autonomous institutions that would then
forge research partnerships with CARDESA. These could be the lead centres
in a particular country.

5.3.3 SADC Secretariat contribution

Another possible source of CARDESA budget for its “core” functions could
be the SADC Secretariat’'s consolidated budget, which is made up of
Member State contributions and untied assistance from cooperating
partners. This type of funding also strengthens the regional ownership of
CARDESA. It is acknowledged, however, that there will be several competing
needs from other SADC institutions and portfolios. Therefore this financial
contribution should be determined by the Board of Directors of CARDESA in
consultation with the SADC Secretariat. SADC will be urged to adopt a
transparent ranking criterion, which would accord agricultural R&D and
food security a high priority in line with RISDP and the Dar-es-Salaam
Declaration. SADC will also be encouraged to strengthen its development
fund into which development finance institutions and private financiers can
channel resources for the region for onward distribution to the various
priority SADC programs.

5.3.4 Private Sector Corporate Sponsorship

In recent years there has been an increasing trend towards direct research
funding by private companies and agri-business. This is also in line with
present moves to commercialize and privatize parastatals and public
departments, in order to attract private funding. The public-good nature of
research is, however, often in danger of being compromised where private
funding is involved. The CARDESA Director will be expected to explore and
come up with sustainable strategies to attract private sector funding, while
retaining the development and “public good” role of CARDESA.
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5.3.5 Membership Subscriptions and Research Levies

It is acknowledged that CARDESA is not being established as a
“membership organization”, but there is room to charge levies and invite
stakeholders to make annual subscriptions or membership fees towards the
sustainability of the organization (perhaps also via the endowment fund,
described below). Membership fees could be linked to a member’s
participation at the General Assembly (GA) through payment of registration
fees, which then guarantees the member’s attendance at the next GA. The
major drawback with this form of funding is that it penalizes the
organizations that need financial assistance for them to contribute
meaningfully to regional development. This is an area which needs more
careful assessment at the time of preparing CARDESA Strategic Plan.

5.3.6 Generation of CARDESA'’s own Resources

With time as CARDESA gains in strength it can examine options for self-
financing through consultancies and management fees, publications,
sponsored events, advertising and royalties. Experience has shown that
public institutions that venture into resource generation face the danger of
doing so at the expense of their core mandates, although in some cases cost
recovery has greatly motivated staff that would otherwise become redundant
due to lack of research funding. It is stressed that this is a long term
financing option which will require careful assessment at the time of
preparing the Strategic Plan.

5.3.7 CARDESA R&D Endowment Fund

It is beyond the scope of this report to give details on CARDESA Endowment
and Investment Fund, except to highlight that a CARDESA Endowment
Fund should be treated as a matter of priority to ensure the long term
sustainability of CARDESA. The fund could be built up through some
substantial initial contributions from ICPs, mostly on a grant basis, as well
as from the other sources outlined above (to a lesser extent, at least in the
initial 5-10 years). Achieving good to excellent performance will enhance the
prospects of mobilizing such endowment funds. Such a fund would give
CARDESA greater autonomy in running its research agenda. A CARDESA
endowment fund should be established during the first five years of
CARDESA functioning, after it has been able to demonstrate positive
performance to its stakeholders (especially donor agencies). It is suggested
that a feasibility study for establishing a CARDESA endowment fund be
carried by year 2-3 of CARDESA’s existence.

In summary, in the first five years of CARDESA, the more likely sources of
funding would be primarily from ICPs (and on a grant basis), and hopefully
will be supplemented by some modest contributions from the SADC
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Secretariat (via the contributions from its member states),

and from

participating member states (via the counterpart funds which are linked to

possible soft-loans).

Experience shows that achieving strong performance

and achievement of its performance and outcome targets will help ensure
CARDESA’s sustainable funding from a combination of sources outlined

above.

Table 5.1: Framework for Assessing Funding Options for CARDESA

Source of Funds

Possible Activities

Potential Benefits

Disadvantages

SADC Secretariat

Mandatory payments by
member States to the
Secretariat, and
donations for other
partners of SADC.

Necessary to kick-start
CARDESA.

SADC has capacity to
attract more
resources.

This gives SADC
greater control over
its institutions.

Danger when
Member States fail
to pay, and if there
are no donors
forthcoming.

Direct Member
State Contributions

Direct sponsorship for
research areas of
interest, training, etc

Some Member States
have greater capacity
to fund.

Countries with
financial capacity
may bias CARDESA
in their favour.

National Direct partnership Guarantees the Financially strong
Institutions support by stronger interest of national institutions
national institutions for institutions for may dominate
thematic areas. CARDESA. CARDESA.
Corporate Specific crop and Potential to attract Research agenda
Sponsorship livestock research of more private sector may be biased
commercial interest. resources. towards private
sector interests.
Subscriptions, Future scope to be Promotes Should not divert
Membership fees explored. innovativeness in CARDESA from core
and Research CARDESA. activities.
Levies
Generation of Own | Viable cost recoverable Own funding can Should not be done
Resources activities to be assessed greatly motivate staff. | at the expense of
in detail. core business of
CARDESA.
ICP Core and Many programs, projects | Donor funding is Big danger is on

Program Funding

and core structures are
surviving on donor
funding

necessary to kick-
start CARDESA.

sustainability and
the issue of
conditionality and
compromise
autonomy.

CARDESA
Research Fund and
Endowment Fund

Need to create own fund
early.

Gives CARDESA
greater autonomy to
run its programs.

No disadvantage

36




6. IMPLEMENTATION FRAMEWORK, RISK ASSESSMENT MONITORING
AND EVALUATION FRAMEWORK

6.1 Implementation Framework for CARDESA’s Phased Development

After the formal approval of the establishment of CARDESA, the next steps
towards the full establishment of the SRO is the development of a detailed
implementation plan that includes the delegation of responsibilities from
FANR to the new CARDESA, development of a strategic plan, and an
operational framework that includes staff appointments, office
accommodation, and so on.

The process of establishing and developing CARDESA will comprise a
transition phase that will allow pre-implementation activities to be
undertaken soon after approval in order to ensure an uninterrupted and
seamless process to full establishment of the SRO. This will be followed by
the operational stage when CARDESA gradually becomes fully operational.

The Transition Implementation Plan

Table 6.1 shows an outline of the transition implementation plan. In parallel
with the SADC MAPP readiness and set up activities, the R&D stakeholders
in the SADC region will be identified to create a data base of the R&D
stakeholders. Such a data base is important in the establishment of
CARDESA and for appropriate representation of stakeholders in the SRO. To
ensure the speedy operationalisation of CARDESA, a Stakeholder
Conference, acting as the General Assembly, will be convened soon after the
approval to establish CARDESA. The conference will establish a transparent
process and criteria for selecting the Board of Directors, and formation of a
“Standing Committee”, which would be empowered to select a representative
Board of Directors, consistent with the agreed criteria. Efforts will be made
to ensure this Standing Committee will appoint a first rate Board of
Directors, consistent with the criteria and principles endorsed by the
Stakeholder General Assembly. This Board of Directors will then review the
procedures and supervise the recruitment of the CARDESA Director and the
Core Staff.

The establishment of CARDESA will kick start with the recruitment of the
Director by the Board. Once the Director has been recruited, he/she will be
involved in the recruitment of CARDESA core staff. The recruitment of the
core staff will be based on a competitive and transparent process and will
endeavour to keep the CARDESA core staff lean and effective and ensuring
that the SRO begins early to function and prove itself.
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A number of institutional structures and management procedures and
manuals indicated in Table 6.1 will be initiated during the transition stage
in consultation with the CARDESA Director once recruited. These would be
further refined as necessary by the CARDESA management.

Table 6.2 gives the combined budget for the transition stage for both
CARDESA and SADC MAPP.

Table 6.2: Summary of the combined transition budget for CARDESA
and SADC MAPP

Item | Activity Estimated
# Cost (USD)
1 Programme Coordination 338,400
2 Support establishment of permanent Board of 235,470

Directors (BOD) through General Assembly of
SADC stakeholders for R&D

3 | Recruitment of CARDESA Director by SADC 41,000
MAPP Steering Committee or BOD

4 Develop CARDESA governance manual 15,900

5 Finalization of Grant Management manual 20,400

6 Develop Administrative Procedures and human 15,900
resources manual

7 Develop Financial Management manual by 90,000
consulting firm

8 SADC MAPP situation analysis study in countries 223,600

not done during programme preparation: DRC,
Madagascar, Mozambique, Namibia and S. Africa

9 SADC MAPP Steering Committee meetings 136,740
10 | Developing a pool of potential SADC MAPP 594,200
participants:

- Develop training material after analysis of
expression of interest (EOI) and training in
proposal writing, networking, M&E (5 training

sessions)
11 | M&E Baseline study 308,280
12 | Intellectual Property Rights study 15,600
Total 2,019,590

CARDESA operational stage

It is expected that CARDESA will become fully functional within the first 2-5
years after formal approval of its establishment. The main early actions by
CARDESA management during the operational stage will include the
following:
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6.2

One of the priority actions to be carried out by the core CARDESA
staff would be to prepare a Strategic Plan for CARDESA, taking a
participatory approach with the regional R&D stakeholders. This
strategic plan would include: a vision and mission statement,
updating and prioritization of the main objectives, measurable
outcomes (and intermediate outcomes), functions (including
complementarities with the FANR Directorate), an updated and
validated financing strategy (including a sustainability strategy and
action plan), an updated budget for five years, and an M&E action
plan. Terms of Reference for the development of the M&E system and
the Strategic Plan are given in Appendix V and Appendix VI,
respectively. The Strategic Planning process for CARDESA will start
immediately after the Strategic Planning Coordinator is recruited, and
would require about 4 months to prepare for the Board’s review and
approval;

Financial Management System is updated and made operational
within two months of appointing Financial Management officer;

SADC MAPP Implementation Manuals are updated by Director/core
staff, and approved by the BOD within 2 months after posting the
Director and ‘core’ staff;

M&E System is updated/established within 4 months of appointment
of M&E Coordinator;

Launching of SADC MAPP’s Phase 1 subprojects (based on Grant
Scheme) within 4 months of appointing the Grant Management Unit
Coordinator;

Regional R&D priorities updated and agreed upon by end of Year 5;
and

Stakeholders’ strategic partnerships fully established by end of Year
5.

Risk Assessment and SWOT Analysis

A detailed risk analysis will be undertaken at the outset to identify possible
risk areas and come up with mitigation measures. This could be included as
part of the M&E study. Possible examples of potential risk factors include
the following:

Failure to secure adequate core funding and research funding;
Difficult to get consensus and full cooperation from all Member States;
Conlflicting interest and priorities by various stakeholders;

Too many competing needs in SADC and within the research themes;
Delays in receiving Member State approval and MOU signatures;
Ability to attract, recruit and retain dedicated professional staff;
Ability to identify suitable Board Members;
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e Similar institutions in the region who may feel threatened by CARDESA;

and

e Failure to learn from previous mistakes, or those of other institutions.

The SWOT Analysis for the proposed CARDESA is shown in Table 6.3 below.

Table 6.3 SWOT Analysis for the Proposed Semi-Autonomous CARDESA

Strengths Weaknesses | Opportunities Threats
Political Accountable to e Most donors e Agricultural External
Support SADC & are not research is interference in the
Member States willing to receiving governance
through the commit funds support at the practices of
MOU for core highest CARDESA
activities political level
Financial Flexibility to e Failure to e Capacity to Failure to gain the
Sustainability mobilize diverse have funding attract donor confidence of
funding sources arrangements and private donors and private
and levels that sector sector based on
guarantee funding good performance
long term and governance
sustainability
Stakeholder Potential to ¢ Inability to e Direct link Stakeholders may
Participation promote strong meet varied with donors not be willing to
partnerships stakeholder and private engage in serious
with a wide interests sector partnerships
range of leading to institutions
stakeholders delays
Governance Ability to e Extent of e Board with Governance
establish its own autonomy diverse arrangements that
operational will be representatio may dilute
procedures subject to the n and autonomy
including influence of experiences
staffing and SADC
financial thereby
management affecting its
efficient
functioning
6.3 Monitoring and Evaluation Framework

The objective of the monitoring and evaluation system for CARDESA is to
ensure that the laid down objectives of CARDESA and SADC MAPP
are being achieved by providing information for decision
making with regard to the following :

programme
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a) The progress being made by CARDESA through its various activities
and their impact thereof in achieving the strategic goals of SADC in
relation to the contribution of agricultural research, extension, training
and service delivery towards those goals

b) The progress being made by CARDESA towards the achievement of
SADC MAPP results in terms of outputs, outcomes and impact in relation
to SADC MAPP’s programme development objective and the objectives of
the programme themes.

In its efforts to fulfil its mandate, CARDESA will of necessity be highly
geared towards results-based management. The M&E system will therefore
be aligned to results-based management and promote the evaluative
knowledge and learning around results. The demand for increased
development effectiveness has been based on the realization that producing
good deliverables is not enough, and in many cases programmes have failed
to make any discernable effect on development. The M&E system will
therefore be result-oriented to assist management of CARDESA to stay
focused on the results.

Monitoring and evaluation will provide for the assessment of
implemen