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Background Information

Name of IARC.  International Plant Genetic Resources Institute (IPGRI)

Project title. Institutional Learning and Change in the CGIAR: Preparatory Phase: January-December 2004

GTZ project and contract numbers. Project Number: 03.7860.4-001.00.  Contract Number: 81071227

Reporting Period. January 1, 2004 to December 31, 2004

Project Coordinator (leading scientist) and Project Scientists. Three individuals (IPGRI staff and consultants) have lead responsibility for the ILAC Initiative. 

· Jamie Watts. Project Manager; IPGRI Office of Director General, Rome
Via dei Tre Denari 472/a, 00057 Maccarese (Fiumicino), Rome, Italy. 
Tel: 39-06-6118-253. Email: j.watts@cgiar.org
· Douglas Horton. ILAC Coordinator, IPGRI Honorary Fellow, 
half-time contract through December 2005. Email: d.horton@cgiar.org

· Anne Acosta. ILAC Research Associate,  half-time contract through August 2005. Email: a.acosta@cgiar.org
Collaborating Institutions and Staff. The ILAC Initiative has 5 main collaborators and collaborating institutions:

· Robert Chambers, leading expert in rural development, participatory action research and action learning, Institute for Development Studies (IDS), University of Sussex

· Boru Douthwaite, specialist in learning and innovation, Centro Internacional de Agricultura Tropical (CIAT)

· Andy Hall, innovation systems specialist, United Nations University (UNU), Maastricht

· Charles Staver, agronomist and coordinator of sustainable banana production systems and utilization, International Network for Banana and Plantain (INIBAP)

· Shambu Prasad, innovation policy specialist, International Crops Research Institute for the Semi-Arid Tropics (ICRISAT)

GTZ funding to the ILAC Initiative has supported three Pilot Projects with many national collaborators. 

CIAT pilot project collaborators include: Manuel Pumisacho INIAP (Instituto Nacional de Investagaciones Agropecuarias); Rusty Biñas, Regional Director for Latin America, International Institute for Rural Reconstruction (IIRR); Steve Sherwood, Regional Director for Latin America, World Neighbors; and officials of the Colombian Ministry of Agriculture and Rural Development (MADR). 

INIBAP/IPGRI pilot project collaborators include: the National Agricultural Research Organization (NARO) Banana Research Programme at Kawanda; Makerere University, Kampala Uganda, Department of Sociology; the Agricultural Research and Development Institute (ARDI) Lake Zone-Maruku, Tanzania; and the International Food Policy Research Institute (IFPRI).

ICRISAT/CRISP pilot project collaborators include: Rasheed Sulaiman from the National Centre for Agricultural Economics and Policy Research (NCAP) and Rajeswari Raina of the National Institute for Science Technology and Development Studies (NISTADS). Educators in 2 organizations are also involved: the University of Hyderabad and Xavier Institute of Management. 

Past and present ILAC Donors. In addition to BMZ/GTZ, the Rockefeller Foundation and the International Fund for Agriculture and Development (IFAD) have supported ILAC.  The Ministry of Foreign Affairs of The Netherlands has pledged support beginning in 2005. 

Collaboration with CGIAR system-wide initiatives. Doug Horton, ILAC coordinator, also coordinates the Knowledge Sharing (KS) project of the CGIAR Information and Communications Technology-Knowledge Management Programme (ICT-KM Programme). The ILAC Initiative has organized a joint workshop and joint studies with the KS Project. 

Project Description

The goal of the ILAC Initiative is to improve the effectiveness of agricultural research programmes in contributing to sustainable poverty reduction. 
The ILAC Initiative aims to introduce new ways for the CGIAR and its partners to improve research impacts for poor people, by fostering learning from both successful and unsuccessful R&D efforts and by using the results to improve on-going and future R&D efforts.

Four complementary strategies are used to foster institutional learning and change in CGIAR Centres and programmes:

1. Developing a supportive external environment (i.e., in the donor community and CGIAR governance bodies)

2. Fostering a culture of innovation, learning and change within CGIAR Centres and programmes
3. Developing knowledge, attitudes and skills for ILAC among managers and researchers

4. Promoting management practices that support ILAC

Table 1 presents the activities that were proposed for 2004, with an indication of their links to these four strategies.  Additional information on the four strategic approaches is provided in the section below on “Assessment of Results and Implications.”

Table 1. ILAC activities and strategy linkages

	Activity
	Strategy

	
	1
	2
	3
	4

	1. Negotiate support for ILAC with donors 
	X
	
	
	

	2. Negotiate support for ILAC with the CGIAR governance bodies (Systems Office, Executive Committee & Science Council)
	X
	
	
	

	3. Develop a prototype ILAC website
	X
	
	
	

	4. Distribute materials on ILAC
	X
	X
	
	

	5. Negotiate support for ILAC within CGIAR centres
	
	X
	
	

	6. Initiate pilot ILAC activities in selected CGIAR centres
	
	
	X
	

	7. Document application of ILAC tools & approaches and distribute them in 2-page “ILAC Briefs
	X
	X
	X
	

	8. Review the status and potential of ILAC in selected CGIAR centres
	
	
	
	X

	9. Workshop with Deputy Director Generals at end of Preparatory Phase
	
	X
	
	X

	10. Preparation of a report on results of the Prep. Phase
	X
	X
	X
	X


Results to Date

Achievements

Planning workshop

In June 2004, the ILAC Initiative and the Knowledge Sharing Project (KS) organized a joint planning workshop at CIAT headquarters in Colombia to review CGIAR experiences with ILAC and KS and to plan for future activities in these areas. A joint planning workshop was held because these two CGIAR initiatives both seek to mainstream organizational learning, KS and institutional change that will make the CGIAR more effective in tackling poverty, increasing food security and protecting the environment. 

Twenty-two participants came from seven CGIAR Centres (CIAT, CIFOR, CIMMYT, IFPRI, ILRI, IPGRI and IWMI), and from the CGIAR Gender and Diversity Programme, the Challenge Programme on Water and Food, the Strategic Advisory Service for Human Resources, and the Information and Communication Technology-Knowledge Management (ICT-KM) Programme. The Institute of Development Studies (UK) was also represented. The workshop was facilitated by the Training Resources Group, Inc (USA) and Bellanet (Canada). 

Workshop participants developed a common understanding of key KS and ILAC concepts; shared past experiences and current practices related to KS and ILAC; they identified opportunities for improving KS and ILAC in CGIAR Centres and programmes; built working relationships; and identified next steps to continue the momentum begun during the workshop.
CGIAR Centre participants reviewed KS and ILAC activities with which they had been involved, including the following: 

· An assessment of organizational culture, with emphasis on gender and diversity

· Strengthening innovation processes through use of learning alliances, impact pathway analysis, learning-oriented evaluations and preparation of innovation histories

· Software development for sharing expertise in a research network

· Involving stakeholders in developing strategies for CGIAR Centres and the ICT-KM programme

· Facilitation of policy changes in support of gender and diversity

· Development of web sites and intranets

· Supporting communities of practice 

· Developing strategies for knowledge management

Later in the workshop, participants prepared project ideas for improving KS or ILAC in their organizations, on the following topics:

· Developing a KS strategy for a challenge programme

· Improving network effectiveness through knowledge sharing and learning

· Learning from learning alliances

· Knowledge sharing for pro-poor technology development in Bolivia

· Incorporating knowledge sharing and learning into a Centre’s annual review procedures 

· Using network mapping to improve knowledge sharing

· Training in cross-cultural skills

· Institutionalizing knowledge sharing and learning within a Centre

· Strengthening knowledge sharing and teamwork in the ICT-KM programme

Priorities for KS and ILAC were identified during the workshop. These include translation of abstract concepts and frameworks into practical advice and actions; development of facilitation skills for face-to-face and virtual teamwork; and capitalizing on potential synergies from linking activities of the ILAC Initiative and the KS Project in such areas as a review of human resource policies related to knowledge sharing, learning and innovation, facilitation training and communications. 

In addition to brainstorming with the KS project, the ILAC core team elaborated its own plan of action for the next 12-18 months. 

Documentation and Communication

During 2004, a number of products were completed and distributed that document the work of ILAC and its key concepts and communicate them to others. 

ILAC Concept Paper. A paper introducing ILAC was written by the ILAC team and will appear as the final chapter in a book on agricultural research and poverty alleviation, to be published by IFPRI and Johns Hopkins press in 2005. The citation to this publication (and others produced by the ILAC Initiative in 2004) is in the final section of this report, titled Publications and Reports).

ILAC Briefs. Eight ILAC Briefs were prepared and the publication series was launched at the Annual General Meeting of the CGIAR in October 2004. The briefs are now being edited and will be published during 2005. 

ILAC website. An ILAC website is being developed to provide managers and scientists in agricultural research organizations with access to useful information for promoting innovation, organizational learning and change in their organizations and the innovation systems within which they work. The site will also provide a repository for documents prepared by the ILAC Initiative. Initially, the site will have the following structure.

1. About ILAC
2. News from the field
3. ILAC Pilot Projects
4. ILAC services and training 
5. ILAC publications (ILAC Briefs and ILAC Discussion Papers)

6. ILAC references

(Classified by such topics as: creativity and innovation, capacity development, innovation systems, knowledge management and knowledge sharing, networking and partnership, organizational learning, planning in the context of learning and change, utilization-focused evaluation, and managing organizational change) 

Communication with CGIAR Policy and Decision Makers. In order for the bottom-up ILAC approach to make a difference in the culture and practices of the CGIAR Centres, the ILAC Initiative is cultivating allies and change agents among the various CGIAR stake​holders, including donors, managers, researchers, and partners (Table 2). Communications have been established with several CGIAR programmes, units and initiatives, to increase awareness of the ILAC Initiative, to assess needs that could be met by the ILAC Initiative and to develop joint initiatives. These contacts have been a means to gain visibility for ILAC and build support within a broad range of existing CGIAR programmes and initiatives. 

ILAC presentations and seminars. Seminars have been presented at several CGIAR Centres, the Science Council and Future Harvest Alliance to build understanding and support and gather ideas for future ILAC related support and collaboration.

Participation in professional meetings. A multi-paper session on the use of evaluation for institutional learning and change was organized at the 2004 annual conference of the American Evaluation Association – the largest professional grouping of evaluators in the world. The presenters argued that evaluation is an important mechanism to bring about individual and organizational learning and change and illustrated their arguments with examples from the CGIAR. Central goals of ILAC are to use evaluation to understand innovation processes, engage a range of actors in evaluation processes, and strengthen links between evaluation and decision-making, so that evaluation results are used to improve programmes. An ILAC approach to evaluations assesses the multiple dimensions of poverty and the contributions of research to poverty alleviation, promote reflection and behavioral change, and provide critical information needed for making mid-course corrections and changes in programme design. This session presented three papers on ILAC theory and practice within the CGIAR.

Fund Raising

Fund raising is essential to secure resources to promote ILAC over several years and to sustain change in the CGIAR. In addition to the grant reported on here, Rockefeller Foundation provided a grant of $200,000 to support ILAC activities in 2004 and 2005. At the annual meeting of the CGIAR in October 2004 the Ministry of Foreign Affairs of The Netherlands committed Euro 150,000 per year beginning in 2005. IDRC also encouraged IPGRI to submit proposals to them for supporting ILAC.

A fully developed ILAC Initiative would require approximately €3,400,000 over four years, of which €2,600,000 is being sought from donors. It is expected that this funding will be met by a consortium of donors who have strong interests in stimulating systemic changes within the CGIAR. Negotiations are currently underway to identify these donors and their contributions and a concept note has been prepared to seek funding support. 

Table 2.  Communication with CGIAR Policy and Decision Makers

	CGIAR Programme or Initiative
	Type of Interaction with ILAC

	Science Council
	Presentation on ILAC to Standing Panel on Impact Assessment (SPIA) and Standing Panel on Monitoring and Evaluation (SPME)

	Centre Directors Committee
	Presentation on ILAC and discussion of collaboration with Future Harvest Alliance

	Centre Deputy Directors Committee
	Presentation on ILAC at CDDC meeting at AGM 2004

	Strategic Advisory Service-Human Resources
	Collaboration on a benchmarking study of human resources practices to support ILAC and KS

	CGIAR Central Advisory Service on Intellectual Property
	Collaboration on an ILAC brief on partnerships

	CGIAR Information Communication Technology-Knowledge Management (ICT-KM)
	Joint planning meeting with Knowledge Sharing Project. Joint study of human resource policies and practices to support ILAC and KS. Joint sponsorship of a Facilitation Training course (scheduled for February 2005)


Table 3. Seminars at CGIAR Centres 

	Centre
	Dates

	IPGRI Headquarters: Staff seminar
	February 25, 2004

	ILRI Addis Ababa campus: Half-day workshop on ILAC.
	November 17, 2004

	ICRAF and IPGRI Sub-Saharan Africa Regional Office: Seminar on “Knowledge sharing, institutional learning and change.”
	November 19, 2004

	CIAT: Seminar on knowledge sharing & ILAC.
	June 23, 2004

	CIMMYT: Seminar on knowledge sharing and ILAC and meetings to discuss ILAC collaboration
	Week of December 6, 2004


Planned versus actual accomplishments

As shown in Table 4, the ILAC Initiative has achieved a great deal during the year.

Table 4.  Comparison of planned and actual accomplishments

	Planned
	Actual

	Adequate support from donors, CGIAR governance bodies and CGIAR centres, to initiate the main phase
	· Seminar to donors and CGIAR decision makers at AGM 2004

· Presentation to Centre Deputy Directors Committee November 2004

· Presentation to Future Harvest Alliance members September 2004

· Presentation to Standing Panel on Impact Assessment (SPIA) of Science Council September 2004

· Participation on working group for performance measurement (on-going) 

· Technical assistance and support provided to CGIAR Centres, projects, programmes and partners (see Table 5)

	Full proposal and implemen​tation plans that reflect the interests and concerns of CGIAR Centres, partners, governance bodies and donors
	· Funding support acquired from Rockefeller Foundation for 2004-2005

· Proposal and implementation plan for Phase 2 developed and presented to the Netherlands Ministry of Foreign Affairs in October 2004.

· Proposal submitted to BMZ/GTZ in January 2005

· Discussions on-going with IDRC

	Prototype ILAC website in operation
	· Design for website advanced, and to be on-line in May 2005

	Publications and guidelines on ILAC widely distributed
	· The ILAC concepts paper is scheduled for publication by IFPRI as a book chapter in 2005

	Reports on Pilot ILAC activities
	· Reports on ILAC pilot activities now under way in CIAT, ICRISAT, INIBAP/IPGRI and CIMMYT scheduled for 2005 publication

	At least 10 “ILAC Briefs” on Pilot Activities and other relevant tools and experiences
	· Eight ILAC briefs were prepared during 2004 and are now being finalized. Four additional Briefs will be prepared and all 12 will be published by mid-2005

	An assessment of the status and potential for ILAC in selected CGIAR centres
	· Materials for the review have been collected from various sources, including presentations at the June Planning Workshop. A report will be prepared during 2005

	Commitment from a number of Deputy Directors General to develop ILAC in their centres
	· Commitment to introducing ILAC has been expressed in CIAT, CIMMYT, CIP, ICRISAT, ILRI, INIBAP, and IPGRI 

	Consolidated report on experiences and results of the Preparatory Phase
	· The present report, prepared for GTZ, will be revised and distributed to interested parties 


Due to the high demand for technical assistance related to ILAC, greater attention was paid than anticipated to providing technical support, coaching and mentoring to CGIAR Centres, projects, inter-centre initiatives and partners.  The team has made every effort to respond to these needs because they are demand driven and demonstrate active interest in change.  This effort is described in greater detail under the following section on “Transfer of Know-How”, subsection on “Professional Services”.  

The accomplishment of some objectives was delayed due to the following reasons:

1. The initiative was originally based at ISNAR. With the closure of ISNAR, leadership for the initiative shifted to IPGRI, the project coordinator (D. Horton) is only employed by ILAC on a one third time basis.

2. The project leader (J. Watts) has assumed increasing responsibilities for planning, monitoring and evaluation and for facilitating meetings at IPGRI through the newly formed IPGRI ILAC Unit, and to address the needs of IPGRI during its strategic planning effort.  

3. The project associate (A. Acosta), based in Mexico, came on board relatively late and has experienced some start-up difficulties as a virtual team member.

4. Formal approval of the Rockefeller Foundation and GTZ grants came later than anticipated.

5. CIMMYT’s on-going restructuring process and staff changes delayed initiation of the CIMMYT-ILAC Pilot Project. 

Assessment of Results and Implications

The ILAC Initiative is developing during a period of great change in the world and in the CGIAR. The pace of environmental, social and technological change is accelerating, with major implications for the poor and their development prospects.  Traditional transfer-of-technology approaches to agricultural research and development cannot keep pace with the complex, diverse, risk-prone and dynamic realities of the contemporary development scenario in which poor people find themselves.  If the CGIAR and its partners are to contribute significantly to poverty reduction and to the sustainability of agricultural production systems, they must become more responsive to the needs of the poor, less isolated and more interconnected.  They must transform themselves into learning organizations, more in touch with field realities, better able to learn from their own and others’ experiences, and better able to translate what they learn into more effective programmes and actions. The ILAC Initiative supports these change processes in the CGIAR. 

Recent changes in the environment of agricultural research and development have driven shifts in the ways in which CGIAR Centres and their partners work. A better understanding of the complexity of farmers’ circumstances has emerged. This has driven shifts towards a sustainable livelihoods perspective and more systemic approaches with interventions at different levels. It has also reinforced commitment to engage with farmers and other stakeholders as co-researchers. Dramatic changes in science (biotechnology, information technology, systems mapping tools, etc.) have both required and facilitated greater integration of disciplines for problem solving. These two changes, coupled with enhanced capacity of many of the CGIAR’s partners and resource scarcities, have driven a move to more complex networking and partnership arrangements for agricultural research and development. 

Many initiatives are underway which aim to change the way the CGIAR works.  Challenge Programmes are being launched.  There are system-wide initiatives on Strategic Human Resource Management, Intellectual Property, Information and Communication Technology, and Knowledge Management.  The CGIAR has established an Executive Committee and has transformed its Technical Advisory Committee into a Science Council.  A performance measurement system is being developed.  The Centres have begun to develop a collaborative action initiative – the “Future Harvest Alliance” – and are experimenting with numerous ways to address evolving development challenges more effectively. 

In this context of change, the ILAC Initiative is working to improve the relevance and effectiveness of agricultural research programmes in contributing to sustainable poverty reduction, by bringing about needed changes in four critical areas: 
1. The knowledge, attitudes and skills of researchers and managers. For institutional learning and change to flourish, researchers and managers need to develop new capacities for learning and change. The ILAC Initiative is organizing workshops, providing information and creating opportunities for researchers and managers to develop the needed knowledge, attitudes and skills. Emphasis in the preparatory phase has been on learning by doing and through coaching and mentoring in such areas as participatory planning, preparation of innovation histories, and learning-oriented evaluation. In future, the emphasis will shift to providing opportunities for individuals to experience new situations and ways of working, for example through “immersions” or sabbaticals in poor communities. 

2. Research management systems and procedures. Individual changes alone will not go far in changing fundamentally the ways in which the CGIAR learns and changes. The ILAC Initiative is working with organizations to strengthen key management areas such as strategy development, programme planning, monitoring and evaluation and human resources development.

3. Organizational culture. An organization’s culture – its internal environment, climate, norms and values – can have a profound influence on the individual behaviours and on the organization’s overall performance. The ILAC Initiative is seeking to promote the development of an organizational culture that fosters critical reflection, learning from experience and institutional change.

4. The external operating environment. Research centres and programmes are not islands unto themselves. They operate within broader innovation systems that include a vast array of stakeholders, ranging from donors or investors to collaborating research and development organizations, to partners and clients who play diverse roles in innovation processes. Within the complex operating environment of the CGIAR, the ILAC Initiative is focusing primarily on three groups of stakeholders: national and regional partners, the donor community, and governance bodies within the CGIAR system.

The results obtained so far indicate that many researchers and managers are eager to develop the professional capacities and attitudes that are essential for CGIAR Centres to transform themselves into more effective learning organizations. The initial ILAC Pilot Projects, presentations and workshops have stimulated tremendous interest in ILAC. Strong interest in ILAC has also been expressed by representatives of the donor community – interest both for the changes promised in the CGIAR and for the potential benefits of introducing ILAC in the donor organizations themselves.

The challenge now is to expand the capacity of the ILAC Initiative itself in order to be able to meet the growing demands for technical support, mentoring, training and information coming from CGIAR Centres and programmes.

Transfer of Know-How 

The direct beneficiaries of the ILAC Initiative are the participants from CGIAR Centres and programmes and their partners who, through their involvement in the ILAC Initiative, are improving their professional contributions to the relevance and effectiveness of their programmes.  The ultimate intended beneficiaries are poor farmers and consumers who will benefit from the results of agricultural research programmes that are more relevant and effective in contributing to poverty reduction. 

The know-how to achieve these benefits is being built up in CGIAR Centres through the following means:  

· ILAC Pilot Projects

· Training and workshops

· Professional services (technical assistance and coaching)

· Community of practice established

· Field tested lessons and approaches

· Promoting CGIAR system wide change
ILAC Pilot Projects

The core of the ILAC Initiative is a set of concrete activities (Pilot Projects) carried out in CGIAR Centres. Pilot projects have tested methods and approaches and generated lessons, principles and guidelines for strengthening ILAC in other agricultural research organizations. Pilot activities have begun in three CGIAR Centres CIAT, ICRISAT and INIBAP/IPGRI.  A pilot project that was planned in CIMMYT has been postponed but is expected to begin in early 2005, supported by funds from the Rockefeller Foundation. Additional pilot projects will be implemented in at least two other centres in 2005. 
Workshops and seminars

As already mentioned (Table 3), in 2004 ILAC seminars reached approximately 250 researchers and managers in CIAT, CIMMYT, ICRAF, ILRI, and IPGRI.  Plans were made to conduct training in Facilitation Skills, which were recognized to be a critical skill needed to enable more effective participatory work styles. The training, co-sponsored by the ILAC Initiative and the KS Project, was held in February 2005 at IPGRI headquarters.  The training was provided by Dr. Sam Kaner, noted trainer on group facilitation and senior author of The Facilitator's Guide to Participatory Decision-Making. Twenty individuals, mostly involved in ILAC and KS pilots, participated in the workshop. 

Professional services 

The ILAC Initiative provided technical support, coaching and mentoring to CGIAR Centres and Challenge Programmes to help foster ILAC (Table 5). As shown, some services were delivered on a cost-recovery basis. 

Table 5.  Technical assistance and support provided to CGIAR Centres, projects, programmes and partners

	Title
	Centre/Organization Supported
	Type of Support

	Planning for ILAC
	ILRI (“Enabling Innovation” Group)
	Half-day workshop during Annual Programme Meeting, to introduce and plan for ILAC (Addis Ababa, Ethiopia)1

	Innova mid-term review
	CIP (Innova project team)
	Use of learning-oriented evaluation approaches in Innova mid-term review (Bolivia)2

	CGIAR performance management working group
	CGIAR Systems Office and Executive Committee 
	Participation in working group that is designing the performance measurement system for the CGIAR1

	Regional learning strategy
	OXFAM-UK (CAMEXCA office)
	Facilitation of two workshops for development of a regional learning strategy for OXFAM in Mexico, Central America and the Caribbean (Dominican Republic and Mexico)2

	Global Conservation Trust 
	IPGRI
	Assistance in design of an integrated monitoring and evaluation system

	Genetic Resources Policy Initiative 
	IPGRI
	Assistance in analyzing participatory approaches used

	Appreciative Inquiry (AI) Workshop 
	CIAT (“Learning to Innovate” Group)
	Financial support for a planning workshop using IA


Notes: 
1. Travel-related costs covered by the centre/organization supported. 

2. All expenses (including personal services) paid by centre/organization supported. 

Community of practice 

Effective communication and knowledge sharing have been promoted among individuals within the CGIAR and in partner organizations who wish to develop ILAC within their organizations and learn from experiences elsewhere. To this end, an ILAC community of practice has been established that includes an electronic email group for communications purposes and an ILAC team that provides oversight and direction to the project. Team members include:

· Robert Chambers, leading expert in rural development, Institute for Development Studies, University of Sussex

· Boru Douthwaite, specialist in learning and innovation, Centro Internacional De Agricultura Tropical CIAT

· Andy Hall, innovation systems specialist, United Nations University, Maastricht

· Charles Staver, agronomist and International Network for Banana and Plantain INIBAP coordinator of sustainable banana production systems and utilization 

· Shambu Prasad, International Crops Research Institute for the Semi-Arid Tropics - ICRISAT 

· Jamie Watts, Project Manager; IPGRI Headquarters, Office of Director General, Rome

· Douglas Horton, ILAC Coordinator, IPGRI Honorary Fellow; Office of Director General, IPGRI Headquarters, Rome
· Anne Acosta, Research Associate for ILAC; IPGRI, Rome

Field-tested approaches and lessons

Publications are being developed to support other efforts to bring about changes in behaviour, management practices and organizational culture in research organisations. In 2004, a concepts paper and eight ILAC briefs were prepared (listed in the section on publications at the end of this report). 

Promoting CGIAR system wide change

A seminar was held at the Annual General Meeting of the CGIAR in November 2004 with representatives of the donor community and CGIAR managers to increase their awareness of the ILAC Initiative and offer a forum for reflection on how donor policies and procedures impact on learning, innovation and change in CGIAR Centres and programmes. Members of the ILAC team have interacted with members of the CGIAR Science Council, System Office, Executive Committee, and Future Harvest Alliance Office to encourage them to promote innovation and learning through their own work and relations with CGIAR Centres and programmes. These interactions are summarized in Table 2 above. 

Training

During 2004, the ILAC Initiative did not carry out any formal training events per se. Nevertheless, skills are being developed through the ILAC Pilot Projects. Members of the ILAC team participated in two professional development events in order to gain skills and information that will be useful in future ILAC activities. J. Watts (IPGRI), B. Douthwaite (CIAT) and D. Horton (CIAT and IPGRI) participated in professional development workshops at the annual conference of the American Evaluation Association, November 1-6, 2004, in Atlanta, Georgia. Horton participated in 2 workshops on using systems concepts in the design and use of evaluations. Watts participated in workshops on collaboration and causality in evaluation practice. Douthwaite participated in workshops on appreciative inquiry and on the use of video in evaluation. 

A. Acosta participated in a conference on “Building Collaborations to Change Organizations and the World:  Systems Thinking in Action” in Cambridge, Massachusetts, December 1-3, and participated in sessions on the following topics:

1. Innovation and teamwork made simple: twice the results in half the time

2. Setting the stage for collaboration

3. Systems thinking for collaboration

4. Organizing collaboration: setting the ground rules for working together

The knowledge gained on appreciative inquiry has already been put to use in CIAT, where this framework was employed in a key planning event for the Learning to Innovate Group. The knowledge gained in evaluation and monitoring is being put to use through the ILAC project technical assistance and support to other centres and within IPGRI through the newly created unit on Institutional Learning and Change which is responsible for all monitoring and evaluation work within IPGRI.  
Lessons Learned

Several important lessons have emerged from the first two years of the ILAC Initiative.

1. A number of valuable ILAC-related activities are already on-going in the CGIAR Centres and within inter-centre initiatives. It is important to provide support and visibility to these initiatives and build upon the momentum they have already generated. 

2. There is a great deal of interest and support within the CGIAR for the principles and ideals of ILAC, interest both among researchers and CGIAR managers.  Supporters and “champions” are keys to the success of the ILAC Initiative and should be actively engaged and supported.  

3.  Donors are also interested in promoting ILAC in the CGIAR.  Many donor organizations are themselves undergoing change processes, and are interested in applying ILAC approaches in their own organizations and engaging in shared learning in this area with the ILAC Initiative.  However, moving from active interest among donors to concrete financial support from donors to the ILAC Initiative requires more time and resources than anticipated.  

4.  To move from principles to action in centres requires a considerable amount of face-to-face interaction, which requires more than anticipated time and travel of ILAC team members, centre staff and partners.  

5.  Because of the need to practice a more participatory approach to research, organizing and managing meetings that enable the participants to do their best thinking together and make collaborative decisions is a higher priority than anticipated.  The ILAC Initiative has been able to build skills in managing participatory meetings and provide technical assistance and support to centres.   

6.  The job of reforming the CGIAR is a large and complex undertaking that will require long term attention to:

· Recruiting allies from different stakeholder groups who will support the initiative

· Going beyond awareness raising and provide training, mentoring, and support to enable the successful uptake of new approaches

· Building change into ongoing initiatives in ways that generate value, rather than making it a stand-alone extra burden on staff

· Collaborating with and build upon other CGIAR change initiatives dealing with related matters 

· Seeking opportunities to create a number of “small wins” early on, to generate positive momentum

· Showcasing successful activities that demonstrate the benefits of ILAC

7. To achieve its goals, the ILAC Initiative must build upon previous and ongoing efforts and act as a catalyst to promote changes within the CGIAR. Other efforts with which the ILAC Initiative has worked, and with which it must work closely in the future include the Future Harvest Alliance, the Challenge Programmes, the Gender and Diversity Programme, the ICT-KM Knowledge Sharing project, and the Strategic Advisory Service for Human Resources and Strategic Advisory Service for Intellectual Property. 

8.  Due attention must be paid to changing traditional perspectives on management and evaluation, which emphasize accountability and compliance over learning and change.  Thus, human resources management and learning-oriented monitoring and evaluation approaches have gained greater importance than anticipated in the ILAC Initiative. 

Future Needs 

A proposal has been prepared to seek funding to scale up the initial ILAC Initiative to a level that allows significantly greater reach into the work of CGIAR Centres and Challenge Programmes.  Transforming organizational cultures and management practices can require long-term investments and persistence. For this reason, it is important to balance ambitious short-term goals with reasonable expectations.  

A second phase of ILAC from 2005-2007 will increase the likelihood of impact within a short period, by building on the strong pressures for change in the CGIAR and also on the change and promising initiatives underway.  If sufficient funding support can be generated, the ILAC Initiative is expected to achieve greater results in four areas by the end of 2007: 

· Building skills and changing attitudes

· Making management systems more supportive of innovation

· Changing the organizational culture as needed to support more innovative and impact focused research

· Building a more supportive environment for innovation and change, particularly in the way that donors affect the work of the CGIAR and the processes and procedures of the CGIAR system  

A number of activities began in Phase 1 of the ILAC Initiative would be consolidated and scaled up in Phase 2. These include:

· Planning should be more inclusive and comprehensive for Phase 2. 

· An ILAC support and coordination team should be expanded and consolidated.

· A website and resource centre would be improved and maintained.

· Additional ILAC Pilot Projects should be supported in more centres and Challenge Programmes.

· A series of “ILAC Briefs” to disseminate key concepts, experiences and tools for ILAC would be greatly expanded in Phase 2. More detailed “ILAC Guides” would also be prepared to disseminate valuable methods for ILAC.

· Support for ILAC must be negotiated with donors, Centres, Challenge Programmes and CGIAR governance bodies throughout the life of the ILAC Initiative.  

· A review of the status of, and potential for, ILAC and knowledge sharing in CGIAR Centres has begun and should be expanded and the results documented and disseminated. 

The following new activities would be initiated during Phase 2:
· A Mid-Term Meeting would be held to assess progress and update plans.  

· A Final Evaluation would be conducted and the results used to assess needs and opportunities for continuing the ILAC Initiative.  

· A High-Level Brainstorming Workshop would be held in 2005 to discuss the implications of alternative research and development paradigms for the organization and management of agricultural research. The Rockefeller Foundation has tentatively offered its Bellagio Conference Centre as a venue for this event.

· A workshop would be held to review and share lessons from experiences with networking initiatives and to identify ways to improve their organization and management.

· An ILAC Innovation Fund would be established, to stimulate and support experimenta​tion with ILAC in CGIAR Centres and Challenge Programmes.  The participation of all CGIAR Centres and programmes and their partners would be encouraged.  The Innovation Fund is central to Phase 2, as a mechanism for mainstreaming ILAC in the CGIAR. The projects supported would seek to introduce research and management methods that explicitly adopt a learning approach to performance enhancement within the framework of innovation systems.  Projects supported could involve experimentation with such things as the following:

· Planning methods that aid agricultural research organizations and their partners build relationships in the process of defining scenarios and futures (e.g., scenario planning and technology foresight)

· Bridging the research-user gap through, for example, “researcher mini-sabbaticals” and “researcher immersions” in partner organizations or villages 

· Mainstreaming innovation systems concepts and approaches in the CGIAR 

· Strengthening learning and knowledge sharing in multi-stakeholder networks 

· Introducing learning-oriented monitoring and evaluation processes or systems in agricultural research organizations 

· Technical assistance would be provided for activities in CGIAR Centres and partner organizations. Such assistance could include, for example, facilitation of participatory planning, review meetings; aid in developing learning-oriented monitoring and evalu​ation systems; diagnostic reviews of organizational culture, management practices and skills; preparation and use of innovation histories; and management of change. Technical assistance would be provided to Centres on the basis of requests and cost sharing.  A menu of technical assistance options will be developed and communi​cated to CGIAR Centres and programmes to help build demand for assistance.

· Training and Knowledge-sharing Workshops would be organized in crucial areas for ILAC. Topics suggested for such training to date include: facilitation skills for face-to-face and virtual teamwork, participatory planning and review, learning-oriented evaluation approaches, outcome mapping, and management of change.

· The influence of donor practices on ILAC will be reviewed. This review would investigate how grants stimulate or limit learning and change in both the CGIAR’s programmes and in the donor organizations and establish through a participatory process led by donors a set of criteria for rewarding learning and innovation. Donors would be convened to discuss the implications of the review for donor practices as they effect innovation, learning and change within CGIAR Centres.  

· A vibrant ILAC Community of Practice would be established, to facilitate communication and knowledge sharing among ILAC practitioners in the CGIAR and partner organizations.

Publications and Reports 

The following reports, publications and presentations were prepared during 2004.  Copies are available upon request.

ILAC Background Paper

A general paper describing ILAC, its basic concepts and implications has been prepared and is scheduled for 2005 publications:

Jamie Watts, Ron Mackay, Doug Horton, Andy Hall, Boru Douthwaite, Robert Chambers, and Anne Acosta. In press. “Institutional Learning and Change: An Introduction.” in: Adato, Michelle and Ruth S. Meinzen-Dick (Eds.). Agricultural Research and Poverty: Economic and Social Impacts in Six Countries. To be published by IFPRI and Johns Hopkins University Press
ILAC Briefs

Eight ILAC Briefs have been prepared. Drafts were circulated at the Annual General Meeting of the CGIAR and they are now being finalized. 

1. The ILAC team. Institutional Learning and Change: A CGIAR Initiative 

2. Andy Hall, Lynn Mytelka and Banji Oyeyinka (UN University). Innovation systems: What’s involved for agricultural research policy and practice 
3. Jamie Watts (IPGRI). Institutional learning and programme improvement

4. Victoria Henson-Apollonio (Central Advisory Service for Intellectual Property Rights). Collaborative agreements: A “how to” guide
5. Boru Douthwaite and Jacqueline Ashby (CIAT). Writing up Innovation Histories: A useful learning tool
6. Anne Starks Acosta (CIMMYT). Participatory Strategic Planning: An Example from CIMMYT
7. Jamie Watts (IPGRI). Towards integrated monitoring and evaluation systems 

8. Mark Lundy and Jacqueline Ashby (CIAT). Building multi-stakeholder innovation systems through learning alliances 

These and 4 additional new briefs are scheduled for publication in March 2005.

Project reports

During 2004, the ILAC Initiative produced the following reports:

· Knowledge Sharing, Institutional Learning and Change in the CGIAR. Report on a Workshop organized by the CGIAR Knowledge Sharing Project and the Institutional Learning and Change Initiative. CIAT, Cali, Colombia. 22-25 June 2004

· Report on the “Learning to Innovate” Group’s Appreciative Inquiry Workshop, CIAT, 1 December, 2004

· Contributing to an Understanding of the Links Between Human Resources Policies and Practices, Knowledge Sharing (KS) and Institutional Learning and Change (ILAC) in the CGIAR. Krista Baldini
· End of Activity Report.  Fostering Institutional Innovation in Organizations working with Farmer Participatory Research Approaches (FPR) The International Centre of Tropical Agriculture (CIAT) November 2004

· Progress Report.  Constructing Innovation Histories to Improve Innovative Performance.  The International Centre of Tropical Agriculture (CIAT). November 2004

· Interim report on the ILAC Pilot Project on Watershed research at ICRISAT: Innovation histories and experiences of action learning in practice. International Crops Research Institute for the Semi-Arid Tropics (ICRISAT) January 2005
· Interim report on an ILAC Activity. Learning how to get from new bananas to rural well being: perspectives on how to improve our strategies and actions to achieve impact (a pilot study carried out by INIBAP/IPGRI) December 2004 
ILAC Presentations

The following presentations on ILAC were delivered during the year:

· CGIAR Annual General Meeting (AGM 2004) , Mexico City (A. Acosta, A. Hall and D. Horton)

· Centre Deputy Directors’ Committee Meeting, AGM 2004, Mexico City (C. Hoogendoorn)

· Science Council Meeting, April 2004 (J. Watts)

· Staff Seminar at IPGRI Headquarters (J. Watts, D. Horton, B. Douthwaite)

· Staff Seminar at ILRI, November (D. Horton)

· Staff Seminar at ICRAF and IPGRI Regional Office, Nairobi (D. Horton)

· Staff Seminar at CIAT, June, Cali (D. Horton)

· ILAC Multipaper panel presentations to American Evaluation Association

· Using evaluation for institutional learning and change: Recent experiences in international research and development programmes (D. Horton, and R. Mackay)

· Innovation histories as a learning oriented evaluation methodology (B. Douthwaite)

· Building learning into external reviews (J. Watts and J. Thompson)
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