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In simple operational terms, this phrase
‘institutional innovation’, means any
institution which is trying to do things
more effectively than it has done
business in the past. Inputs for such
changes can come from both internal
and external sources. We see this as
institutional innovation. There are
components of our mountain village
ecosystem which were fairly well
integrated. | think it is fairly well
understood now that, for mountain
area development, we need to look at
mountain farming systems as an
integrated system incorporating
livestock, forestry, and agriculture. If
we look at mountain institutions, we
find that, historically, there existed
social and community self-governing
systems. These arrangements were
largely within the closed economies of
mountain areas, and there was a very
strong inferdependence and a col-
lective mechanism for agriculture and
natural resources' management.

As government started to play a larger
role in natural resource management,
this led to the nationalisation of
common property resources, mainly
forests. These changes had an impact
on private land productivity and
household planning strategies,
because of the interlinkages between
food, forest cover, and agricultural
productivity. Over the years, it has
been seen that these institutions have
also been involved in many endea-
vours of mountain development.

The common factor that has emerged
is that they are all fairly large
institutions. They have a large spatial
spread, are fairly standardised in their
approach, are generally centralised,
and have common operational
mechanisms. Any large institution must
operate within cerfain norms, rules,
and regulations. The impact of this in
terms of R&D extension has been that
it has been fairly poor at reaching the
smaller and the weaker farmers. These
institutions have also been unable to
respond to the ecological, social, and
cultural diversities which are all major
comparative advantages for mountain
areas. Failing to respond to these
diversities has led to erosion of
community-based systems of natural
resource management and also to a
crisis of confidence in national
institutions.
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There has to be a diversity of institutions
so that all can play a constructive role
in sustainable agriculture for the
future. ltis not only the state-inspired
institutions that have a role.
Intermediary institutions also have a
major role. These institutions are
related to those that make policy; those
that implement it, be they non-
government organisations, national
institutions or international NGOs;
bilateral institutions; and, very
important, community-based insti-
tutions. There are also institutions that
are government-owned but run by
farmers who are actually the stake-
holders and the clients. Thereis some
integration in natural resource
management, but most of the insti-
tutions appeared to have been
established, designed, and run on
narrowly- focussed sectoral disciplines
and are fairly conventional in their
approaches. There is a need to deal
with the problem of inaccessibility of
terrain by decentralising institutional
mechanisms. Because of this, the role
and contribution of local institutions
are going to be critical for the future.

People's participation has been
recognised to varying degrees from
country to country and institution to
institution as essential for mountain
development. However, for the future,
if you are looking at harnessing the
strengths that are present amongst
people, they will need to play a much
bigger and stronger role in sustainable
mountain agriculture. This has
implications for R&D institutions and
also for extension. There is a sense of
urgency in that we need to look at how
to integrate farmers' perspectives into
research and development institutions.

The advocacy for people’s involvement
has increased in recent times. Many
institutions have taken steps to
transform themselves so that they can
respond better to farmers' perspectives
and needs. And there is still a lot that
needs to be done, because, if an
institution is going to genuinely
internalise the implications of working
closely with farmers, this has to be
looked at, in the context of planning,
budgetting, and research priorities.
Lastly, adaptation of economic
liberalisation policy has started and
this has implications for R&D
institutions. Questions are being raised
about the efficacy of institutions, the
gaps that exist between research and
its application, and privatisation.
Bringing in the private sector raises
many inter-generational and equity
questions. In essence, we are looking
at a future of change. Change is
always painful, personally and also
institutionally. Change.is going to be
a common thread, and the ability of
institutions to adapt and to meet the
challenges of the future is going to be
critical for sustainable mountain
agriculture.

There has to be a complementarity
between organisational goals and
strategies and structures should
change to respond to those goals and
strategies. While cultural values are
abstract things, they are fairly
important in terms of goals, leadership,
and staff motivation, and it is necessary
to have some consensus on certain
values and approaches.

In the Hindu Kush-Himalayas, and
probably even in the plains, the
conventional approach is under
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pressure. There is an urge now to look
at transformation in a new light and
to move to change the paradigm of
conventional development. There are
issues that R&D institutions might want
to consider, and these are to change
from management fo leadership, from
efficiency to effectiveness, and from
control to release and empowerment.
This would give professional staff space
to be more participatory, to express
what they would like to do when they
would like to do things differently, to
look at customer services rather than
administrative efficiency, to be more
client oriented, and to look at synergy
between sectors and disciplines and
professionals rather than at narrowly
focussed techniques.

| would like to move now to an
example from Bhutan. In Bhutan, they
were also traditionally structured with
separate line departments and research
institutions located in each line agency.
Over the last three to four years, they
have gone through a process of
institutional change and this is

applicable all over the country, not in
one department only. In Bhutan it is
known as the renewable natural
resources strategy (RNR). In the past,
subsistence agriculture has been the
predominant activity, contributing 45
per cent of the GDP and supporting
90 per cent of the population. Some
of the gaps identified in planning are
lack of understanding about roles,
inadequate consensus, and different
departments pulling R&D institutions
in different directions. There was no
synergy and open communication
channels were lacking. Through an
extensive process of re-examining their
institutional capabilities they have
come up with the new RNR approach.
Bhutan is a small country where
human resources are still developing,
and development strategies must take
this factor into account.

Poor coordination and linkages
between different departments and
institutions and lack of monitoring
and evaluation were common
problems among agencies. Planning
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was centralised with overconcentration
of decision-making. There were
inadequate mechanisms fo internalise
farmers' perspectives and, of course,
the issues of funding and lack of clear
definition of responsibilities were
common problems. The short-term
objectives of the RNR approach involve
integrating programmes, projects, and
activities into the three sub-sectors;
agriculture, forestry, and livestock. By
doing so, the Bhutanese Government
seeks to enhance the relevance,
coherence, and effectiveness of their
work within Bhutan and also to
consolidate all available resources,
thereby strengthening the capabilities
of institutions; and, more importantly,
they also seek to optimise the use of
limited human and other resources.
The long-term objective is to achieve
sustainable production systems and to
improve the income levels and the
quality of life of the people.

This is the new organisational structure
in Bhutan. There is a secretary of
agriculture; the departments have
been merged and there is no depart-
ment of forestry, although they have a
forestry services' division which has
decentralised its functions extensively.
In Bhutan these changes are still in their
early days. It is not a blueprint for other
countries or other institutions, but some
principles might possibly be of interest.
The department has been merged into
the Ministry of Agriculture. This is always
a very difficult issue. Institutions do
not want to let go of their territorial
boundaries, responsibilities, and the
power that comes with them. They have
merged the functions of agriculture
and animal husbandry into crop and
livestock and research. They have
decentralised the functions of the forest

division and integrated all the
departmental research. Earlier,
research was being carried out by
different sectors, and they brought
those together. And lastly there is an
RNR Board at the Dzongkgha, that is
the district level, which again inte-
grates all three sectors. How this will
work, only the future can tell. Butitis
clear that the new institutional
responses will be critical for sus-
tainable mountain agriculture.

Institutional Innovations in
Tibet

Liv Yanhua, Director,

Institute of Geography,
Chinese Academy of Sciences,
Beijing

The purposes of research and edu-
cation are to meet the long-term needs
of the society. These achievements
need to be applied to management
and integrated into the development
process. Education provides man-
power fraining and most of the human
resources generated from the edu-
cational process go into management.
Only a few people are responsible for
policy- making. For every kind of
development process and acfivity, there
are intermediate groups of people
involved in different types of
institutional activity. Institutional
activities are very important for
mountain development. To what
extent any one institute can play a role
depends upon the institutional
situation. We know that policies are
changing frequently, especially in
China, and, when policies change,
the institutional situation also
changes.




With regards to Tibet, in the current
situation we have three kinds of
development needs. First, there are
production needs.Development should
assist production, especially in terms
of meeting the food requirements of
the people. The second need is for
changing the quality of life. At present,
about 13 per cent of the population
live below the poverty line. These
people are living mostly in very remote
areas. Their well-being needs to be
improved. The third need is that of the
environment within which the dev-
elopment process and the economy
grows. More and more of the
development is foday being under-
taken at the cost of the environment.
So, environmental issues have become
very critical. In Tibet, research has
shown that about 50 per cent of the
pastureland is already degraded. The
umbrella organisation responsible for
the development of agriculture, forestry,
and animal husbandry in Tibet is called
CAFA (Commission on Agriculture,
Forestry, and Animal Husbandry).
Under this agency, you have many
organisations, including those for
research and education. On account
of the recent policy changes, a need
for institutional innovation is felt.
Research and educational institutions
have their own position and role in
regional development. They are not
the decision-makers. They cannot
allocate budgets. So they have their
limitations and also their own advan-
tages. The role of these institutions
should be properly understood.

In Tibet’s case, research and
educational organisations have three
major roles. They support State
decision-makers by providing needed
information; they are engaged in

some research and provide training
to the people concerned in these
areas; and they are responsible for
extension of different research findings.
In order to play an effective role in all
these aspects, several gaps need
addressing. Firstly, the policy in recent
years has changed decisively towards
a market economy. This is a new
problem in China. Institutions are very
slow to respond to these policy
changes. The government has
informed institutions that research
support will be related to the market
economy, i.e., research for market-
oriented production.

Institutions that have been used to the
traditional type of research lack
qualified staff for diversified activities.
The production units are now very
decentralised, with farm families
playing a major role. In this case,
many of the research workers need to
deal with individuals rather than
groups. But they are not adequately
trained for this. The government is
organising competitions between
different research and educational
organisations and this is also
increasing the competitive spirit. Once
the government has a new programme,
different institutions have to prove their
advantages. Otherwise they have no
work and no money. There is in-
fighting for survival. The development
budget of the Government has
allocated more funds to other
development issues rather than to
research and education, and this is
also hurting many organisations.

Lastly, because of the open economy,
there are more options for
employment. People are looking for
jobs that provide higher pay. Many
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agencies cannot afford higher pay
without incurring budget deficits. In
some cases, more than 60 per cent of
the research staff have moved out of
agriculture to find other jobs.
Qualified staff are few. One answer
to this is to promote women's dev-
elopment.

In the last three years, ICIMOD has
been carrying out an Institutional
Strengthening Programme. The pro-
gramme has worked together with
CAFA in human resource develop-
ment. Under this programme, several
activities have been carried out. The
most important has been to introduce
a dialogue between policy-makers,
scientists, and farmers.

Several dialogues were held with
policy-makers, planners, researchers,
and professionals in different insti-
tutions in Tibet. A training course was
organised to introduce the mountain
perspective and other related topics.
Through discussions between the

Government and research institutions,
several priorities were identified and
programmes developed accordingly.
The most important activities were
institutional collaboration and group
participation in government planning.
Prior to this, professors and resear-
chers had never taken part in
government planning activities.

There was a willingness on the part of
research and educational institutions
to undertake activities together with
the Government. Following the
approval of the agricultural plan,
prepared through dialogue as Agen-
da-21 for Tibet's Agricultural Dev-
elopment, many of the institutions will
be heavily involved in its impl-
ementation as well as in future
planning and monitoring.

Another programme undertaken was
to translate information regarding
regenerative agricultural technologies
into the Tibetan language and provide
it to field workers and farmers. This
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had a very big impact. Many of the
farmers, after reading the book, have
asked for support for specific techno-
logies. Another activity was an
extension study tour. In Tibet, because
of the new policy changes, extension
stations in many counties could not
work in the fields. It was decided to
organise visits fo good experimental
stations in other mountain areas of
China to study their activities.
ICIMOD helped to organise an
extension study tour to Ningnan
County, which is in the western part of
Sichuan Province. This visit was highly
successful and has resulted in the
establishment of close collaboration
between some of these organisations.

ICIMOD also had another programme
in the agricultural college to develop
a sustainable mountain agriculture
curriculum and also develop an
appropriate faculty for sustainable
mountain agriculture, leading to a
training manual and appropriately
qualified staff for mountain agriculture.
The development of faculty is already
in progress. A compulsory course on
sustainable mountain agriculture has
been developed for the students of that
college.

The conclusion from the experience so
far is that institutional innovations are
not an individual activity but involve
closely linked group work with the full
participation of different organisations.
Institutional development should be
pre-planned as a key focus for
strengthening an institution. Finally,
there is a very important facilitating role
for international or regional agencies
in national and local institutional
innovations.

Institutional Changes at
Lumle Agricultural Research
Centre (Nepal)

P Harding, Director of Lumle
Agricultural Centre, Nepal

Lumle Agricultural Research Centre
(LAC) is a British Government funded
multidisciplinary agricultural research
centre situated 30 kilometres from
Pokhara in Nepal. lts research
command area covers 11 hill districts,
18,500 sq. km., which contain about
360,000 farm households. There is a
tremendous variation in altitude from
300 to 3,000 metres plus. Rainfall
ranges from 1,500 mm a year to
5,000 mm, and the climate within the
research command area ranges from
subtropical to alpine. There is a fairly
wide range of crops and agricultural
products. The traditional farming
systems are a complex mix of arable
farming, livestock production, and
forest exploitation. LAC operates within
the framework of Nepal’s agricultural
perspective plan, which has recently
been finalised. In that plan, for those
areas with good access, good irri-
gation, and good infrastructure, the
empbhasis is on promoting high-value
products. For those areas with poor
access and lacking irrigation infra-
structure, the emphasis initially is on
improving subsistence production.
This will change along with the
improvements in access and irrigation
infrastructure.

It is very important for all organisations,
and particularly research institutions,
to have very clear, well-defined, and
understood aims and activities. The
goal is to improve the hill districts of
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Western Nepal. To do that, four
activities have been identified.

These are to increase agricultural
productivity and production, generate
employment and income
opportunities, improve nutrition, and
sustain and possibly improve the
resource base. There is a secondary
project to enhance the capability of
the hill agricultural research system in
Nepal through the Nepal Agricultural
Research Council (NARC). Because of
declining funding, it is always
necessary to focus one’s attention on
priority areas. In the past, the attention
has been on national and regional
priority commodities or various themes,
in agreement with NARC. The current
research mandate includes some
cereal crops and some vegetables and
provides research support in areas
where advantages for certain cash
crops, including livestock, exist.

It is also important, in a research
programme, to understand who the
target beneficiaries are. In cases ,
where the principal beneficiaries are
the households in the hills (and the
word households should be em-
phasised), households are targetted in
accordance with socially required
resources and needs, especially those
of lower socioeconomic status. The
second beneficiary is the National
Agricultural Research System which
receives better approaches and
trained manpower. Lumle is generally
recognised, in Nepal, as being a
reasonably successful agricultural
research centre, and, recently, an
independent assessment has also
confirmed this view. However, there
is still room for improvement and
various staff members have had

different ideas for improving different
aspects of Lumle.

One cannot really introduce major
institutional changes unless the staff
are with you. The statf need to
understand the change and the staff,
by and large, need to support the
change. A participatory process to
institutional change was adopted. It
included a three-day workshop in
which staff from the junior technician
level up to the directorate level were
involved in analysis of strengths,
weaknesses, opportunities, and threats
before the organisation. Following this,
areas in which performance im-
provement was possible were
identified. Following the workshop,
voluntary working groups were created
to tackle five major areas such as staff
assessment, monitoring, evaluation,
privatisation, and extension. Working
groups spent three months meeting
and considering each of these issues
in some detail, in their own time, and
at the end of three months came up
with discussion papers on different
issues.

LAC is in the process of implementing
some of these. One of the issues
identified was institutional sustain-
ability. As LAC has been funded entirely
by the British Government, it needs to
find other sources of support from the
point of view of sustainability. Inte-
grating with NARC over the next five-
year period was seen as an option.
Trying to broaden the support will
improve the efficiency and effec-
tiveness for research and thereby
contribute to sustainability.

The bulk of the decision-making
responsibility has been passed on to
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a Central Research Management
Team (CRMT) which meets once a
month on average. It is a small
working team which makes all the key
decisions. It is the team that has the
responsibility for strategic planning.
Lack of strategic planning was one
of the weaknesses identified. Because
everyone was always so busy, there
was never time to stop and think
where LAC was heading before
starting a new research activity. One
of the strategic planning functions of
the CRMT is to make sure that LAC
is always tackling national and
regional priority areas and that
adequate resources are available for
planning.

The other function of the CRMT is to
monitor activities and achievements.
It has also delegated this responsibility
to different teams and units. There is
also an independent planning,
monitoring, and evaluation unit
which reports directly to the CRMT. In
the past, there were many field visits,
but the results of these visits were never
used to evaluate the research. Now
one of the main functions is to
coordinate and monitor all the
activities on a regular basis and to
draw criteria and procedures to
evaluate these activities. While every
group will monitor and evaluate their
own activities, results will be coordi-
nated by the unit which then reports
to the CRMT. Managerially the
institute is now divided into three
divisions - administration, technical,
and outreach divisions. The admini-
stration looks after all the personnel
and management functions, including
staff training.

The technical division contains about
40 scientists. In the past, there were

arranged officers (officers on second-
ment) and funded officers (funded
from the core resources of the centre).
It was felt that this was not successful
in many ways because of duplication,
and a narrow view of problems
resulted in wastage of resources. There
was a need to change the single
disciplinary approaches and units.
Scientists were divided according to
their fields as it was thought useful
for scientists of the same background
and training to sit together and share
experiences. The outreach division
has a whole network of field-based
staff. They are located in all the
different recommendation domains.
There are 25-30 different recommen-
dation domains. Equally important is
the feedback to the teams and the
scientists of the farmers’ needs and
perceptions and their responses to the
research and related activities. All the
field-based staff are now responsible
for providing this feedback.

One senior staff member from the
outreach division has the respon-
sibility for establishing linkages and
coordinating them with extension
workers, NGOs, and other projects
in the outreach areas. NGOs in the
11 districts are being approached to
establish linkages with the centre.
These are not just communication but
also operational linkages. The inter-
disciplinary teams and the staff
identify priority commodities and
themes. It has been emphasised that
research should be farming systems'
oriented and that it takes place in
farmers' fields.Much of the research
is undertaken by the farmers them-
selves. By definition it must be farming
systems' oriented, although the
individual research programmers may
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work on a particular priority crop in
that farming system.

For example, Team 1 could be a rice
team. There will be a team leader,
and they will have inputs from as many
disciplines and experts as necessary-
maybe a plant pathologist, entomo-
logist, socio-economist, etc and they
will contribute anything from five or
10 per cent of their time to 70 per cent
of their time to that team. The rice
team will have all the necessary
disciplinary expertise in it and, equally
important, they will have at least one,
hopefully more, of the division staff in
the team. Every team has socioe-
conomic, outreach, and technical
inputs. The field staff are implementing
all the trials; they feel they are a part
of the team because they are active
members of that team. There are
something like 12 teams, and these
teams, in conjunction with their other
colleagues, assess the needs of the
farmers, in terms of research, and draw
up a research programme consisting
of project, sub-projects, and activities.
It budgets the programme and submits

it eventually to the CRMT for final
approval and allocation of resources.

The focus is on two types of research-
technology generation and technology
verification. At Lumle, the main centre,
the focus is on high risk research, for
example, the first one or two gene-
rations of a plant breeding programme
and all research which requires very
regular and perhaps somewhat
sophisticated data collection such as
some plant physiology studies or lab-
based studies. On the station, the
research focus is on technology
generation, and there are exclusively
researcher designed and researcher
managed experiments. The next focus
is on site testing. These are like little
mini- research stations — mainly half
a hectare or one hectare in size and
located in agro-ecological zones that
are not represented at Lumle. There
are four testing sites, and each carries
the same kind of activity as on the
station, exclusively researcher-
managed technology generation type
research. But these two represent less
than 30 per cent of the total research
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work. More than 70 per cent of the
research work is carried out in farmers'
fields at what are called off-station
research sites representing each of five
to six rural agro-ecological zones.

Activities selected from the recommen-
dation domains are researcher-
designed but farmer-managed.
Researcher-designed experiments are
conducted under farmers' conditions
and managed by the farmers. The
outreach sites are the focus of our
research, because this is where the
researcher, the farmer, the extension
agent, and the NGOs come together.
The research process consists of four
phases: planning, implementation,
review, and dissemination. The CRMT
has an important role in each of these.
The effectiveness of each research team
is evaluated. LAC is less and less
involved in extension. There are
various ways in which the findings are
disseminated such as publications,

training courses, mass media, and
visitors. LAC gets over 4,000 visitors
a year.

The research systems at Lumle and
Pakhribas (its sister agency in East
Nepal) have been working for more
than 20 years. Research is based on
a participatory approach, and insti-
tutional improvements have been
made to respond to the needs. It has
a clear set of goals and objectives,
well- defined targets and an essential
research management team, which
includes monitoring and evaluation of
all the activities. Research teams also
include social outreach officers. There
is delegation of responsibility and a
network of all stations and outreach
research sites. The emphasis is on
farmer management and, as far as
possible, even farm-designed trials.
This is working quite well so far but
needs to be carefully monitored in
future.






