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1.1 Overview

ILAC has emerged as a grass-roots initiative in the Consultative Group on International Agricultural Research (CGIAR). Its purpose is to foster learning and performance improvement at all levels. Since 2003, with support from the Rockefeller Foundation, the Netherlands Ministry of Foreign Affairs (DGIS) and the German Gesellschaft für Technische Zusammenarbeit and Bundesministerium für Zusammenarbeit (GTZ/BMZ), researchers affiliated with this initiative have experimented with a number of promising approaches for fostering learning and change in agricultural research organizations. 

A workshop was organized in Rome from October 4 – 7, 2005 where a group of professionals who have been involved in developing and applying ILAC approaches met to share their experiences, to draw lessons, to strategize and outline a concept note for future ILAC activities, and to work on an “ILAC Sourcebook.” The ILAC Initiative is gratefully acknowledges the financial contribution from GTZ/BMZ to support the costs of the workshop. 
1.2 Background and Workshop Objectives

The pace of environmental, social, economic and technological change is accelerating, with major implications for the world’s poor and their agricultural development prospects. Traditional transfer-of-technology approaches to agricultural research can no longer keep pace with the complex, diverse, risk-prone and dynamic situations faced by poor farmers. If agricultural research organizations are to be more successful in reducing poverty and increasing the sustainability of production, they must become learning organizations, more in touch with field realities, better able to learn from their own and others experiences, and better able to transform lessons learned into action. 

Problem-solving agricultural research is by its very nature a risky enterprise. Results cannot be predicted with certainty, as research involves trial and error in which only a small proportion of research paths achieve their intended goals and contribute to reducing poverty. To be successful, development-oriented research requires a culture that encourages learning, not only from successes but also from failures. Continuous learning and adjustment are hallmarks of effective research design and implementation. Effective research management also requires that plans and evaluations address the institutional context of research, the relevance of objectives, the validity of problem definitions, and core assumptions that underlay all of these. 

To foster learning and performance improvement, researchers affiliated with the ILAC Initiative have experimented with a number of promising approaches for fostering learning and change in agricultural research organizations. The workshop brought these individuals together to share their experiences with a number of promising approaches for fostering ILAC, to strategize on ways to mainstream ILAC in agricultural research organizations, and to begin work on an ILAC Sourcebook. During the workshop, participants also outlined a concept note to engage donor support for future work of the ILAC Initiative.
1.3 Highlights
1.3.1 Workshop Process

The workshop brought together a group of individuals who have been experimenting with approaches for fostering ILAC in agricultural research organizations. The workshop organizers used a variety of approaches, such as story telling, a knowledge fair and open space technology, to ensure effective sharing of experiences among workshop participants. Participants brainstormed on ways to mainstream ILAC in the CGIAR and begin work on an ILAC Sourcebook. 
Lucie Lamoureux, of the Bellanet Secretariat (http://www.bellanet.org), facilitated the workshop. Ron Mackay and Vivian Galleno were present to share their experiences and to help document the event. 
The workshop was organized broadly in the following manner: Days 1 and 2 were dedicated to sharing experiences, reflection and strategizing. Days 3 and 4 were used for working on the ILAC Sourcebook and developing elements for the concept note. Participatory processes of review and feedback were employed throughout the workshop to ensure that participants’ concerns and expectations were understood and addressed.  
1.3.2 Intangible Outcomes

· Commitment and practical support for ILAC was expressed by Paul Harding, Assistant Director General, IPGRI

· Endorsement was expressed by the participants for the ILAC Website

· Background was provided to Arnold Love in support of his work to provide a framework for developing an ILAC Unit within IPGRI for integrated planning, monitoring and evaluation.  The framework to be developed for IPGRI may serve as a model for other agricultural research organizations. 
1.3.3 Workshop Products

The following information products were drafted, commented upon and redrafted in the light of critical suggestions:

· Concept Note for donors that includes vision and mission statements for ILAC and priority activities for mainstreaming ILAC

· Five new ILAC Briefs (on CIP’s horizontal evaluation; CIAT’s Culture Study; CIMMYT paradigm shift in impact assessment; institutional analysis at INIBAP; and institutional histories at ICRISAT)

· Proposal and two-stage approach for producing the ILAC Sourcebook.
1.4 Lessons Learned

The table below presents some lessons learned by the participants, as captured on the final day of the workshop. They include, at the end of the table, a promotional technique and a motto. They have been lightly edited to maintain stylistic consistency.
	Theme
	Lesson

	Leadership
	We need to clarify ownership and champions for ILAC.

Continued, strong, dedicated leadership is required for the ILAC Initiative.

ILAC’s success depends on a strong ”leadership from the heart” – one or more persons must take the flag and make things happen with passion, confidence and strength.

	Respond to demands
	We should do a stakeholder analysis for ILAC

ILAC must be a demand-driven process as opposed to supply-driven one.

For impact and support, the key is to build on strengths where demand exceeds supply (e.g. training in facilitation).

It is crucial to understand needs, interests, and views of potential clients and partners who wish to use ILAC.

We should promote ILAC stories and products to stimulate interest and foster use by potential ILAC users.

We need to understand better the enthusiasm surrounding ILAC shown by people of various backgrounds and try to bring it into better focus.

There is a desire for learning and change in many places in the CGIAR which we should identify and tap into.

We should improve on things that we already do in research and management, rather than initiate new things.

	Identify and exploit critical intervention points
	Critical intervention points for ILAC staff performance indicators, organizational performance indicators, and indicators for impact assessment

	Gain support and legitimacy for ILAC
	High-level commitment is essential for such a profound paradigm change. We need to gain support at the highest levels of CGIAR management to systemic and sustained change.

The ILAC initiative should become an exemplar of ILAC practice.

We need more strong allies within the CGIAR system (e.g., Directors General) to support ILAC.

We need external support leverage points outside the CGIAR.

Support from the Science Council, donors and DGs is crucial for ILAC. First they need to appreciate the crucial role of ILAC in effective R&D. Then their support for the ILAC Initiative needs to be cultivated. 

We need to more effectively address the open and “diffuse” nature and scope of ILAC in order to better communicate what it is, how it is done, and who benefits.

We need to help develop a critical mass of ILAC practitioners linked with decentralized networks A community of practice is needed for those who engage in ILAC across areas of practice (e.g. agricultural research and development, community development, social development).

	Focus on substance, not public relations 
	Stress realities of success and achievements, not public relations appearances.

Promote congruence of processes, relationships, values, etc. at and between all levels within CGIAR, including Directors General, Boards of Trustees, scientists and poor farmers.

The ILAC Initiative and its work must embody and exhibit the principles and benefits of practicing ILAC in order to appeal to others.

	Clarify ILAC’s vision, strategies and benefits
	We need to clearly express the vision, benefits and structure and both shorter-term and longer-term outcomes ILAC. 

The real potential for ILAC will only be realized when we have a clear message about what ILAC is (and what it is not) and the benefits it affords to CGIAR practitioners.

Present ILAC in simple, clear, jargon-free language.

Clearly present the benefits of ILAC and the beneficiaries of these benefits.

A clear vision and strong sense of mission are needed.

It is essential to translate our bright and often esoteric ideas into clear language that relate directly to key stakeholder interests.

ILAC should focus on its potential to help CGIAR respond to the needs of the poor, it should not have an inward looking focus on ILAC itself.

ILAC’s vision must acknowledge that change does not happen in a single step, but there are a series of stages through which change is effected.

ILAC must be sold with ingenuity, focusing on the benefits it will confer on users (managers, researchers, and partners).

The concept of ILAC and the messages it communicates must represent the broader CGIAR views, be concrete, practical and easily understood before it will enjoy a demand from the CGIAR.

	Monitoring and documenting examples and results of ILAC
	We need to illustrate the value of ILAC with success stories and build a cascade of support that carries along skeptics regarding links between poverty alleviation and ILAC.

Collect experiences through case studies that are relevant to the challenges facing those who wish to engage with ILAC.

Identify and document a wide range of ILAC successes in a wide range of organizations, not just the CGIAR.

Build a bank of lessons learned from both past successes and failures.

By analyzing successful ILAC methodologies (e.g. innovation histories, horizontal evaluation, outcome mapping), identify common variables / clusters of variables and principles that contribute to their success and use these to develop other ILAC methodologies and tools. 

Behavioral change among users of ILAC could provide a way of monitoring ILAC’s progress.

Changes in CGIAR management, policies and practices is one goal of ILAC.

	Management and structure of the ILAC Initiative
	The long-term structure of ILAC Initiative is still not well addressed.

We urgently need to establish an institutional base with a legitimate and powerful ally in the CG.

	Promotional techniques for ILAC
	We could suggest a “Learner of the Year Award” for the CGIAR system.




1.5 Workshop Agenda

	Monday Evening Welcome Cocktail at the Holiday Inn Express lobby from 18:30 to 20:00.

	Tuesday – Day 1. Sharing experiences with ILAC

	AM
	Sharing and reflecting on experiences: Story telling and knowledge fair on experiences with ILAC (stories of “continuous learning and change”)

	PM
	Sharing experiences (continued)

Drawing lessons from experiences with ILAC 

What is ILAC? An exercise to brainstorm the ‘business’ of ILAC and to identify the activities it should be engaged in 

	Wednesday – Day 2. Drawing lessons and strategizing 

	AM
	Opening by Robert Chambers: The Role of Power and Relations on Social Change

Douglas Horton presented the “grid” of the ILAC Project

Application of 2 of our approaches to the ILAC Initiative:

(2 parallel working groups)

· Developing an innovation history for ILAC – Boru Douthwaite leads

· Mapping outcomes for the ILAC Initiative – Terry Smutylo leads

Report back, Red Group: The written innovation history of ILAC within the CGIAR

Report back, Green Group: Outcome mapping of partners/stakeholders of the ILAC initiative

	PM
	Reflection on the report backs from the morning exercises

Strategizing: How to mainstream ILAC in the CGIAR? (open space-type /market place approach)

Report back on 5 working groups:

1. Strategy for mainstreaming ILAC and Engaging the highest level: Discussion Report of Group

2. Identifying Strategic Entry Points

3. Identify nature of crisis and assess response to crisis

4. Clarify ILAC / Vision for the  ILAC Initiative

5. Communities of Practice to Mainstream ILAC 

	Thursday – Day 3. Planning ILAC Information Products 

	AM
	Brief review of previous day

Presentation on communication products to date (Jamie Watts)

Overview of the ILAC Website (My Yung Dang)

Working Groups:

1. Vision, goal/objectives 

2. Activities/products 

Cross pollination between working groups – discuss changing behaviors – of whom

	PM
	What information messages should be delivered to whom and through what means in order to help mainstream ILAC in the CGIAR? (Jamie Watts and Douglas Horton)

Two working groups to discuss the above topic

Feedback session

Writing: Drafting plans for information products (Briefs; Vision and Mission Statement; ILAC activities) 

And in parallel:

1. Planning meeting to draft outline of and strategy for ILAC Sourcebook

2. Planning meeting to draft Concept Note

	Thursday Evening: Dinner at a restaurant in the historical center of Rome

	Friday Day 4. Consolidation 

	AM
	Reviewing outputs of Day 3 

Continue with writing and revisions

	PM
	Outputs from the morning will be printed

Read and reflect (each person read a minimum of 2 of the briefs and the Concept Note and provide feedback to individuals and working groups on drafts)

Major Lessons for Learning and Change

Individual Action Plans

After Action Review of the workshop process


1.6 Participants

There were 17 participants, all of who had been involved in some aspect of ILAC in the CGIAR or other agricultural research organizations. A list of participants follows.  Those who presented on their ILAC experience/approach on Day 1 are indicated with an asterisk *:

	Person, organization
	ILAC Approach, Experience 

	* Fabiola Amariles, CIAT
	Developing and using a culture study in CIAT

	* Krista Baldini, Independent HR specialist
	Using human resources management to promote a learning culture in the CGIAR

	* Graham Theile, CIP


	Developing the horizontal evaluation approach in the Papa Andina network

	* Roberto La Rovere, CIMMYT
	Developing a new paradigm for impact assessment at CIMMYT

	* Boru Douthwaite, CIAT


	Preparing and using innovation histories in various contexts

	* Doug Horton, IPGRI (ILAC Coordinator)


	Development of the ILAC Initiative

	* Shambu Prasad, Xavier Institute of Management
	The institutional history approach: experiences at ICRISAT

	* Terry Smutylo, Independent evaluator
	Development and application of outcome mapping 

	* Charles Staver, INIBAP


	Complementing traditional economic impact assessment with institutional analysis in Uganda and Tanzania

	* Jamie Watts, IPGRI
	Building learning into IPGRI external reviews 

	Robert Chambers, IDS
	Developing and evolving participatory methods

	Lucie Lamoureux, Bellanet
	Meeting facilitator

	Arnold Love, Independent evaluator
	Developing IPGRI’s new ILAC Unit 

	Ronald Mackay, Independent evaluator
	Meeting reporter, support to writing / editing

	Viviana Galleno, Independent organizational development specialist
	Meeting reporter, support to writing/editing

	My Yung Dang, IPGRI 
	Developing the ILAC Website 



