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Terms of Reference wise Summary of Recommendations

Terms of Reference No: 1 & 2

s Modifications required in the Organizational Set up of the ICAR Headquarters., including
changes required in office procedures.

2. Distribution of work between Technical and Administrative wings at the Headquarters.
Recommendations:’

R.1.  The structural changes in any organization can survive and be useful only when appropri-
ate changes in the processes and work culture take place. The changes in culture may
require clear definition of missions and strategies to achieve these  missions periodically.
We recommend therefore that a consensus is achieved regarding issues raised in the main
report® under point 2.0 and policy issues enumerated under point 2.1 to 2.6 given below.
It is in the light of the new policy thrust that changes in structure outlined below will
become meaningful.

Main report includes discussion on the following strategic functions that we recommend,
are given renewed emphasis in the reorganized structure and functions of the ICAR head-
quarters.

2.1.1 Macro-economic changes in domestic and global environment:
How do we keep track of the changes in the domestic and global environment so
that ICAR does not only adapt and respond but also influence these changes.

2.1.2 International cooperation:

It has been well recognized that one can not extract the best terms in an interna-
tional technological market unless one had an upto date data base on the areas in
which we have comparative advantage vis-a-vis the ones in which we are weak or
we need certain skills, resources, equipments etc. Today such an information base
does not seem to exist. It has implications for thinking about future role of ICAR
vis-a-vis CGIAR system.

2.1.3 Long Range Planning:

This is an area which has remained grossly under developed. The consequence is
that in times of resource squeeze, one is unable to prioritize. Also the long term
needs of human resource development in terms of demand and supply of specific
scientific skills remain undefined. The support of ICAR to SAUs thus is not used
adequately to steer SAU's education and research programs towards emerging
areas of national importance in the long term. The scenario building is another
aspect of the long range planning which needs greater emphasis. And this can not
be done through outside help always.

1. All statements preceded by R-Number imply recommendation number.

2: Main report refers 40 the document entitled "Reorganization for Revitalization™ enclosed with this summary note. All
references to the main report are followed by MR.



R.2.

2.1.4 Inter-organizational networking:

What kind of networks need to be forged to enhance efficiency of various invest-
ments needs clarification. It is well known that redundancy in resource require-
ments can acquire serious proportions if every organization aims at having all the
resources under its independent command. Networking thus can help ineconomiz-
ing resources and linking with various stakeholders.

2.1.5 Influencing public policies and institutions:

Should not ICAR influence the policies with regard to international trade affecting
domestic environment for growth and development of various technologies. Scien-
tists can not treat policies as given. Also this function can't be performed by con-
sultants or international aid agencies or research organizations given the sensitivity
involved.

2.2 Information Processing Capacity:

This is an area in which ICAR needs urgent strengthening. Use of new software to
design Management Information Systems and better integration of MIS with the
decision making are two areas which will improve headquarters efficiency a great
deal.

2.3 Managing Policy Environment:

The continuous renewal of the understanding of the people's representatives about
technological potential and prospects is necessary for ensuring adequate resource
allocation for R & D, generating feedback from the grassroots and creating envi-
ronment for building people's institutions for sustainable development.

2.4 Institution Building:

Enhancing capacities of ICAR Institutions and SAUs to renew themselves periodical-
ly by reviewing their mandates, improving work culture so that ethical and profes-
sional values are internalized and strengthening peer culture for scientific scrutiny
and support etc, are some of the key challenges ahead.

2.5 Policy planning, Coordination and Advice:

Inter-ministerial coordination in policy planning is a crucial function which needs
attention in the time to come. Incorporating external input in policy making process
is also vital to provide forward looking perspective.

2.6 Administrative responsiveness:

The response time at the headquarters to various queries from the Institutes has to
be improved considerably if the reorganization has to have any meaning. Decentrali-
zation suggested here consistent with Review Committee report may help in this
regard.

The recommendations of the Review Committee® regarding constitution of a Board com-
prising DG and DDGs may be a useful one. However, the strategic and operational issues
need to be discussed separately. We recommend that following precise roles and functions
be accepted for review of strategic functions at top.

3.

The Review Colnmittee refers to GVK Rao committee set up for the review of the working of ICAR.



a. rateqi licy Plannin mmittee (SPPC) is the apex body at ICAR Headquarters
to do forward thinking and dovetail long term missions and goals with short term operational
strategies. It comprises DG/DDGs, Directors of the national instututes, Secretary (ICAR) and
Financial Advisor. The functions are outlined in .3.2.1 (b)MR.

b. The Strategic Policy Coordination and Advisory Committee (SPCAC) is essentially an
inter-organizational committee comprising DG, DDGs, selected Vice Chancellors, Agricultur-
al Production Commissioners, Secretary (Agriculture) at Central Government as well as State
Government level besides a few distinguished scientists and selected Directors of the ICAR
Institutes. The functions are defined in 3.2.1 (a)MR. It will meet once in six months and will
look at issues that need coordination with other central ministries, central-state relations,
support of the state governments for the state agricultural universities, taking over of some
of the regional stations of ICAR by state agricultural universities and other related matters.

C. The Administrative Board (AB) comprising DG and DDGs, Secretary and Financial

" Advisor is an Executive Committee to operationalize the decisions of SPPC and monitor
these on week to week basis in the beginning and on monthly basis later on. The SPPC
may meet once in three months and Administrative Board more frequently as mentioned
earlier.

d. The Senior Officers Meeting (SOM) essentially is an internal consultative forum in
which apart from DG and DDGs, Secretary and Financial Advisor, various officers and ADGs
and Senior Officers like Director Personnel, Director Finance, Director-Works also join. This
provides opportunity for periodic assessment of the coordination between administrative and
technical wings as also other issues on which DG may like to have the advice of larger
number of colleagues at ICAR Headquarters. The policy issues would be referred to SPPC.
This committee may meet as and when required but at least twice a year.

R.3. The reorganization of Headquarters would be effective only if a major decision regarding
decentrali zation of the power to the Institutes is taken. We recommend that following
decisions be taken urgently( see 3.2.1.MR).

a. The Management Committee of the Institute should be empowered to take most of
the decisions within the declared policy without making reference to the headquarters.

b. On an experimental basis, Management Committees and Research Advisory Commit-
tees of a few institutes may be headed by the eminent scientists outside the ICAR. If the
experience is positive, it may be extended to other institutes as well. In the national insti-
tutes and other big institutes, the Management Committee may be headed by the Director,
but Research Advisory Committee may be headed by an outsider, if considered feasible(see
3.1.1.MR).

o A system of block grants need to be developed by which the funds for approved
ongoing schemes and projects are disbursed once in a year and quarterly monitoring may be
done by the Management Committees of the Institute. With strengthening of internal audit
system, delegation should be expected to improve the effectiveness and accountability of
the Institute  (see 6.0,b. MR).

»
d. Regular meetings of the Board of Management or Management Committee should be
held every quarter with well defined agenda and minutes. The agenda should be sent in
advance to the ICAR headquarters. The minutes will be sent to headquarters only for
information. On issues where decisions require headquarters' approval, institute would wait
for fourteen days from the date of receipt of the minutes from headquarters. If nothing is



R.4.

R.5.

heard, approval should be assumed and decision be implemented. Management Committees
should not be allowed to increase the stall strengths or transfer of research funds for infra-
structure except with prior approval. The representative of the headquarters is expected to
attend the Management Committee Meetings and bring headquarters' reactions to the
agenda items. Under no circumstance, should lack of authorization from the headquarters
be allowed to come in the way of decision making in the Management Committees.

e More strong internal audit system will need to be developed. A time bound action
plan will be prepared for the training of the administrative and financial staff of the institute.
The Management Committee would monitor this function separately.

f. The director of the Institute should be empowered to recruit scientists even at the
entry level once the competence of the scientists has been certified by the ASRB as is the
case with the UGC. The Selection Committees would include head of the division needing
the scientists and at least two outside members. The concept of inter institute transfer will
have to be done away with (see 3.1.2MR).

Q. Similar norms may have to be set up for recruitment of administrative staff. However,
the administrative staff may have a common cadre so that mobility from headquarters to the
institutes and vice versa can be ensured.

h. The mandate of different institutes will be reviewed once in five years. The chairman
of the Research Advisory Committee and Director of the Institute may review the research
at the headquarters with the concerned DDG if some major thrust has to be planned or
changed.

i The decentralization of powers from the Headquarters to the Institute would be
extended not only to the Management Committee and the Director, but also to the head of
the divisions, principal investigators, project coordinators, etc. Within one year of decentral-
ization a report on the status of actual decentralization be presented to the governing body
of ICAR and also circulated to all the Directors of the Institutes. This report may be dis-
cussed in the Management Committee of various institutes so that governing body of ICAR
looks at the reactions of the institutes to the actual progress achieved in regard to decentral-
ization.

The organizational set up of the headquarter has been shown in figure 1 & 2. The com-
mittee's style of governance is emphasized because given the complexity of the headquar-
ter's functions, collective thinking is considered crucial for generating creative solutions. It
is also recognized that so called dichotomy between the technical and administrative wings
can be removed only by having convergence of various functions at the apex level. Once
decisions are made in these committees, these will be implemented by the concerned
administrative functionaries. Periodic monitoring of these decisions by DG or Administra-
tive Board would ensure that this convergence is allowed to work.

The role of DG has been outlined in point 3.1.3 of the main report. It has to be essentially
futuristic and global in its outlook. Given the economic crisis in the country and continued
scarcity of budgetary resources, one of the major functions of DG would be to mobilize
opportunities for resource generation within and outside the country. He would provide
leadership to ICAR-a science organization through ideas that "stimulate and support rather
than censure and control’.
»

Apart from the Strategic Policy Coordination and Advisory Committee(SPCAC), Strategic
Policy Planning Committee ( SPPC ) and Administrative Board and Senior Officers
meeting(SOM) already discussed, we suggest a Personnel/Human Resource Development
Committee (Personnel/HRD Commitee), Financial Management and Budgeting Committee



(FMC) and sub committees on International Cooperation, Technology Alert and Assess-
ment, Technology Transfer and Institution Building. The functions of each of these
committee are outlined in the main report.

a. The question of distribution of work between technical and administrative wings has
to be seen differently as outlined here. Since policy decisions will be taken by these com-
mittees the administration would implement and report progress to these committees. It is
important that the ethos of a science organization pervades in all spheres of decision
making. Once decision to decentralise and reorganise the HQs is taken, it may be useful to
reiterate the missions of the organization and ensure the participation of staff at all levels in
reorientation of work culture. Changes are required in the organization of the sections so
that file movement is rationalised. There is expected to be a single file for a matter concern-
ing each institute. With the delegation of authority to the DDGs in their role as chairperson
of functional committees and in-charge of technical committees or institutes, the contradic-
tion in their staff and line function would have been eliminated. Simultaneously, the in-
volvement of the Directors of the national institutes in the strategic decision making at
ICAR HQs, the consultative culture is going to be promoted. The result oriented style of
governance is expected to ensure that administration is not seen as a separate decision
making wing of ICAR but instead is viewed as the operational wing. The trust and mutual
respect are vital but can not be legislated. It is here that the leadership of the DG and his/her
priorities would make a difference.

b. All communications on functional matters requiring policy direction would be signed
by the Chairperson of the relevant committees. The administrative communications would
be sent by the Secretary ICAR, keeping the concerned Chairperson of the committee and
DDGs in-charge of the institute informed. DG would not entertain files or references on the
matters for which delegated authority rests with DDGs or ADGs.

& In view of the decentralization, it is not expected that many references to the head-
quarters have to be made. Howeuver, it will be desirable if all the communications from the
Institute are addressed on functional matters to the chairpersons of these committees and
on technical matters to the DDGs or DG in case of national institutes.

d. There should be no case where the difference of opinion between technical and
administrative wing would arise at the implementation stage because the concerned admin-
istrative officers would be the Member Secretaries of various functional committees. For
instance, posting of various scientists would be decided in the Personnel/HRD Committee
and subsequently the Director Personnel will issue the letters. The agenda on posting will
be submitted to this committee through the concerned DDGs in-charge of the Institute.
While it will be preferred if the DDG concerned attends the meeting of each committee, it
would be possible for the DDGs to delegate the authority to ADGs for this purpose as long
as the decisions making in these meetings is not hampered on this account.

e Director General would delegate powers to chairpersons of the functional commit-
tees for administrative functions and to DDGs for technical functions. DG would ensure
that matters regarding various functional areas such as personnel, finance or works concern-
ing the Institute are routed through the DDGs. All the information about the institutes
would be available to the DDGs and they can service the Institutes with the help of adminis-
tration appropriately. The matters regarding pay fixation, seniority or other such purely
administrative activities will be processed by the concerned administrative sections. Howev-
er, sinck delay in such matters could also affect the morale of the scientists adversely, we
recommend that the functional committees on HRD would monitor the efficiency of decision
making in all such matters from time to time on sample basis till system is geared up ade-
quately.
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f. Both the functional committees dealing with human resource development and finan:
cial management and budgeting would provide basis for integrating technical and administra-
tive lines of performance. The Administrative Board would ensure that administrative re-
forms take place continually to improve working environment for the scientists. Reports of
specially commissioned management reviews ol various institutes may be discussed in AB's
meeting to take policy decisions.

g. Pendency report of the matters lying in various administrative sections will be pre-
sented to Administrative Board every month so as to generate accountability and overcome
bottlenecks if any.

h. The role of different functionaries may be redefined as mentioned in point 3, 4, 5 &
6(MR).

i The role of ADGs is very crucial for the effective functioning of Headquarters. They
have played very active role in not only generating new project proposals often at short
notice but in representing ICAR in numerous meetings at central and state level (and some-
times at international level also). With change in the headquarter functions, we recommend
the following options to enhance the role of ADGs.

(i) Purely administrative tasks may be delegated to the administrative section
which may have to be strengthened through professional staff.

(ii) Headquarters ADGs may have to support both the functional and technical
role of DDG and DG. This may be done through specific responsibilities such as
review of QRT reports, processing of Institute's management committee reports,
review of annual reports of the Institutes, review of project completion reports,
synthesis of research findings of large programmes which have continued for a long
time.

(iii) Some of the ADGs may have to be moved to the regions to strengthen
Regional Committees. This is an option which is aimed at enhancing their role and
improve the ICAR Headquarters to have direct feedback from the field. These
ADGs may be designated as Regional Directors and may contribute agenda items
for Headquarter decision on inter-organizational matter to SPCAC and on intra-
organizational matters to SPPC. Issues concerning administrative reforms may be
submitted to Adm. Board and technical matters to the concerned DDG or Director
of the Institute.

j The role of the secretary gets redefined in the light of earlier recommendations re-
garding constitution of various functional committees and administrative board. Implemen-
tations and monitaring of actions of policy decisions taken in these committees will be the
responsibility of the secretary. Whatever opinion secretary may have to give on a matter
may be ex-pressed in these committees personally or through agenda items. The reorgan-
ized HQOs structure will work effectively only if DG strengthens the framework recommended
here. We recommend that DG should refer any opinion received from secretary or other
administrative functionaries to the Chairpersons of the functional committees, or the con-
cerned DDGs if the matter concerns functioning of any institute.

k. The problem of multiple communications from headquarters to the Institutes on
technical and administrative matter may be overcome by using the channels classified earlier
(A Chairperson of functional committee or DDG concerned on technical matters). Since
DDGs are accountable for the performance of research institutes for which they are respon-

sible, it is only natural that they also are responsible for servicing the Institutes with the help
of ADGs.



I. The ICAR should in due course have a {ull time secretary on its own staff and Joint

Secretary (DARE) should restrict to the functions relating to the coordination with other
ministrics.

m. Once intwo or three years, Secretary (ICAR), Financial Advisor, concerned DDG
should visit different institutes together to learn about the existing administrative problems if
any and study the strengths or innovations for possible replication elsewhere.

n. The role of Financial Advisor acquires added importance in the current totally antici-
patable context of resource squeeze. There is a need for ICAR to upgrade the positions of
Director (Finance) so that administrative support within ICAR Headquarters can be strength-
ened. With enhanced responsibility, suitable Management Information System will need to
be devised to serve various requirements of decision making. Most of the recommendations
of Chandrashekhar Singh Committee (1982) are still valid and remain to be implemented.
Some of the important functions of FA,we recommend should be:

(i) Aiding DG and the Chairperson of CFM (FA may also chair the CFM by rota-
tion) in mobilizing resources for the ICAR so that with in next five years, ICAR may
aim at generating at least 33 per cent of its revenue expenditure from non-budge-
tary sources. This may have to be done by raising fees for various testing facilities,
levying discriminating charges for various facilities from Multinational Corporation,
Indian large and small companies and entrepreneurs; raising resources from user
organizations like National Seeds Corporation, agri-input companies etc. The
A.P.Cess may have to be increased both in coverage of commodities (at present,
perhaps only 25 commodities are taxed) and also rate per commodity. The consult-
ancy services for national and international clients may have to be started. This is
crucial for enhancing the autonomy of the ICAR also.

(i) F.A. will help DG to close all the redundant regional research stations and
develop methods for sale of assets, manpower and other resources to SAUs or
even private sector(with proven commitment to agricultural research).

{iii) The cost effectiveness in the research requires using innovative ways of
developing accountable and result oriented instruments. For instance, ICAR may
float companies for raising capital in stock market as well as debentures from inter-
ested client organizations for new technologies. F.A will help organize relevant
management and financial expertise to promote new companies.

{iv) In some cases, venture capital support may have to be mobilized for the
scientists having promising technologies through royalty sharing mechanisms. This
may be necessary if such scientists have not to be lost to the public R & D institu-
tions. Given increasing global competition and entry of MNCs in Indian markets,
providing incentives and safeguards to Indian scientists is an urgent concern. ICAR
may like to collaborate with Technology Development and Information Company of
India (TDICI), a subsidiary of ICICI to expand the process of scaling up the new
technologies which can be commercialized.

(v) Financial Advisor will ensure that ICAR strengthen Financial Management
system by developing appropriate manuals, checklists and guidelines for processing
requests for schemes, works or manpower. The current system of raising queries
not all at one time has costed he ICAR a great deal by facing delays etc. In this
regard Chandrashekhar Singh Committee observed that, "Scrutiny of schemes at
two stages by Finance (one by internal finance and again by FA, DARE) should be
done away with (1982:8). This committee recommended that status of Director
{(Finance) should be raised to that of joint secretary. He was supposed to function



as the "Integrated Financial Advisor in DARE and full time Financial Advisor of ICAR
Under Secretary, DARE/DG, ICAR™, It was suggested that Member (Finance) could
consider delegating some of his powers to the Integrated Financial Advisor as was
done in CSIR. We recommend that till this option is operationalised, the role of
present Financial Advisor should be to strengthen the internal systems of financial,
management, budgeting and control with ICAR Institutes and Headquarters. One
time processing of various proposal may be initiated immediately so as to achieve
economy of time and resources. This will also help in removing dichotomy between
technical and administrative wing to some extent. No technical programme can
deliver results unless timely availability of necessary resources is ensured. F.A as
member of CFM will ensure that various checklists and guidelines are not only
developed but also used before proposals come up for discussion in CFM/SPPC as
the case may be.

Terms of Reference No.

The strength of the staff including scientific, technical, administrative and other categories at the
ICAR Headquarters.

R.6. The staff strength is directly related to the nature of function, quality of manpower and
degree of efficiency expected in the performance of tasks. We recommend that after
delegations of power has been finalized, an internal working group is set up within ICAR
which should work out the staff strength. Some general principles could be:*

a. No officer below S4 or S3 (Principal Scientist) should be retained at Headquarters.

b. The reduction in work load consequent to delegation of financial and technical
powers to the Institutes should be matched with the reduction in work force.

C. Relative growth of various kind of support staff particularly in administrative section
vis-a-vis the increase in number of schemes, institutes and functions has been highly une-
ven. We recommend that part of the work load can be reduced by modernizing the informa-
tion processing system (TOR No.10) and part by upgrading the skills. In a few cases, pro-
fessional staff will need to be hired for running MIS., managing Human Resource Develop-
ment Cell, for using modern concepts of strategic financial management and control system,
etc.

d. DDGs, Directors and ADGs must be empowered to hire short term research assist-
ance for specific tasks to be completed in time bound manner. None of these ad hoc staff
be given extension beyond a year or two. The contractual terms of such staff should clearly
specify that project/task related appointments will not entitle the staff so hired for perma-
nent placement in ICAR. This is necessary to enable senior scientists to get periodic help
for updating themselves through literature survey or synthesizing reports or data process-

ing, etc.
4, In Manpower planning the ASRB's role needs change. It is beyond our terms of reference and thus we refrain from
commenting in detail. It would suffice to state that at the entire manpower planning system of ICAR needs urgent
reappraisal.



. The ratio of Support staft to scientihie stafl in ICAR s said to be about 4.5:1 against
the norm of about 2:1. Various mechanisms have to be devised 1or making redundancy and
redeployment schemes functional and responsive to the concerns of the affected staff. The
exact details of these mechanisms are beyond our terms of reference.

Terms of Referen 4

Extent of financial and Administrative Powers that should be delegated to the various levels of
officers including administrative and scientific personnel at the ICAR Headquarters.

R.7.

DG should delegate substantial powers to DDG for sanctioning of schemes, projects and
ad hoc activities such as workshops/seminars by following peer review process. Since the
new work culture has to be result-oriented, the capacity of the DG and DDGs to commis-
sion studies, hire short term research staff and contract services for word processing,
data processing, etc., has to be increased. We recommend that DG should have the
power up to Rs.50 lacs, DDGs and Director of the National Institutions should have power
delegated up to Rs.20 lacs within an agreed framework of research and support services.
ADGs if posted in regions as Regional Directors should also have financial powers for
commissioning specific studies within agreed framework and work plan up to Rs.5 lacs.
The Director of the Central Institute should have power delegated up to Rs.5 lacs which is
in addition to the block grants to the institutes to be implemented through Management
Committees.

The contingency funds for meeting various kinds of expenses for organizing meetings,
entertaining visitors and travel should be available to DDGs and ADGs on the need basis.
The budget anticipating various kinds of requirements should be got approved from the
Director General and then operationalized by the concerned executives. In so far as the
administrative powers are concerned, the recruitment of ad hoc staff for short terms
ranging from a few weeks to a couple of months may be permitted for clearing backlog of
the work at the level of administrative directors for personnel works or finance. Ad hoc
appointments of administrative staff of more than two months and up to one year should
be approved by the secretary, ICAR. Any appointment beyond this has to be cleared by
the HRD/Personnel Committee.

Terms of Reference No.5

The pattern of working at the ICAR HQs vis-a-vis DARE.

R.8.

The DARE was supposed to help the Director General ICAR and Secretary, DARE to deal
with Parliament, other ministries, international cooperation and foreign exchange require-
ments for fulfilling the mandate of ICAR. We recommend that in view of the international
cooperation being made as a function within ICAR, DARE's role should merely be of
working as an integrated wing of ICAR. No further scrutiny or processing of proposals
should be expected to take place once the processes within ICAR had been followed. The
allocation of administrative staff consequent to this suggestion will need to be rationalized
at different levels in DARE vis-a-vis ICAR. The tendency for unnecessary guestions being
raised would only continue and increase if the staff strength continues to be beyond the
work requirement. The functions of DARE should in fact be delegated to ICAR function-
aries and no separate staff actually would be needed to perform the statutory functions of
DARE. The minimum skeleton staff only be maintained in DARE.



Reorganization and strengthening of Management Boards/Committees specifying powers and
responsibilities with regard to administrative and financial matters concerning the Institute.

R.9. The recommendation of GVK Rao committee with regard to constitution of the manage-
ment committee/Board of Management of the Institute as recommended by the Review
Committee vide point 22.58, 23.59, 24.60, and 25.67 seen entirely in order.

a. The Management Committees must meet at least once in three months with well
defined agenda and minutes.

b. The management Committee will monitor the block grants delegated by the ICAR
Headquarters within the framework of memorandum of understanding. The delegated
budget will have two components - one dealing with core expenditures and another dealing
with new schemes, works, equipments, etc. Every research scientist should have a well
defined responsibility with precisely stated research goals. The progress of various scientific
divisions/programmes should be presented to Management Committee periodically.

C. Just the way provision has been made for contracting studies to outsiders under
NARP, the Director of the Institute will have delegated powers for the purpose and the
Management Committee will annually review the status of studies so commissioned by the
Director. If any proposal submitted for HQ approval remains pending for more than fifteen
days, Director should be empowered to take the concurrence of the Executive Committee
for the concerned purpose. The three Executive Committees for finance, personnel and
works may be set up by the Management Committee to help the Director in using delegated
powers as well as for implementing suggestions on which headquarters has not taken a
decision within the stipulated period.

d. The Management Committee will review programme budgets once in five years and
projects or scheme budges once in a year. To ensure that imbalances in the resource supply
and work requirements don't exist, the tendency to initiate new schemes when resources
for existing schemes are not sufficient will need to be tempered.

e The research priorities of the Institute will be presented to the Management Commit-
tee at the time of budget finalization so that in case of financial crisis or resource squeeze,
the general practice of applying uniform cuts across the board is not followed. It should be
clearly distinguished as to which projects would remain totally unaffected given their
strategic importance for the country, which one would receive substantial or marginal cuts
and which one would not be started at all®. This is one of most important functions equally
applicable to the budgeting and planning at the Headquarters itself.

¥ Management Committees would also help the Institute for developing a revolving
fund out of the income received by the Institute within reasonable limit so ®that budget
does not lapse and also greater flexibility and autonomy becomes available to the Institute.
In several organizations of the Government, such non-lapsable funds are allowed to be

accrued.
5. It seems that in CSIR, an ABC system of prioritization of each project is followed which is done by the research
council.
»
6. In CSIR ninety percent of the revenue so raised reportedly remains with the Institute.
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g. The recruitment and promotions would be planned and monitored by the Manage-
ment Committee through its Executive Committee on personnel/HRD.”

h. While scrutinizing the budget proposals, the Management Committees would review
the efficiency in the use of resources, skills and equipments. The tendency for lack of
sharing of resources as well as proper maintenance of the same has to be curbed through
development of performance or efiectiveness and efficiency norms.

i The power and responsibility of Project Coordinators attached to the institute should
be separately monitored by the Management Committees to avoid any dysfunctional ten-
sions emerging in the relationship of Project Coordinators and Director of the Institute.

s The Management Committees should review periodically delegation of powers by the
Director to the Head of the Division, Principal Investigator and other scientists. The recruit-
ment system for ad hoc statf should be simplified.®.

k. _ The Headquarters Representative should bring back any reference from the Director
of the Institute to the Headquarters which falls within the power of Management Committee
or the Director. This will help in ensuring that decentralization does not fail because of the
unwillingness of some of the Directors to use delegated powers. Under no circumstance,
we strongly recommend should the Headquarters take decision on such matters.

l. It in the view of Management Committee or on the basis of the recommendation of
the Research Advisory Committee® of the Institute, some new thrust area of research has to
be initiated, the committee should invite distinguished scientists for commenting on such
new areas. The QRT reports should also be taken into account while discussing such major
departures. Linkage with other institutes within ICAR, CSIR or other bodies, private sectors,
SAUs, etc., should also be monitored by the Management Committee periodically through
well defined agenda items.

It may be useful for the SPPC at the Headquarters to devise precise agenda items which
need to be discussed by each Management Committee or board periodically for generating
feedback and guidance for the Headquarters.

m. The audit reports as well as the project completion reports will be distributed to the
members of Management Committee so that if they wished they could suggest discussion
on any particular item in light of the reports. The minutes of the Management Committee
would be regularly sent to the concerned DDG who would share the relevant portions with
the other functional committees.

7. The recruitment levels should be such that up to S2 level i.e senior scientist, the selections should be made by the
selections committee constituted by ASRB but the orders can be issued by the Director. The committee can be
chaired up to the level of scientist by the Director and senior scientist by ASRB nominee.

8. Institute may have to hire project investigators of the two kinds one for internally funded and the other for exter-
nally funded projects. For external funded projects the project incharge will have full authority for recruitment
through a committee constituted in consultation with the Head of the division. Likewise, the purchase of the
equipment would be processed through the systems developed by the Institute. The division would get 25% over-
head in lieu of various facilities provided for the purpose. For internally funded projects, the normal procedure of
the institute would be followed.

9. This committee is now called Research Council. It should have representatives of the farmers, corporate sector,
consumer organizations and other stake holders.

11



n. The Management Committees are empowered to enable Director of Institute to use
delegated powers and resources efficiently and also 1o raise additional resources to reduce
dependence of the institutes on the Headquarters. Therefore, Director of an institute should
be encouraged to co-opt permanent invitees from various client organizations including
farmers organizations or corporate sector. The interactions with the private sector should
also be encouraged within well detined norms of accountability and responsibility. Joint
ventures and leasing of equipments and services in the interest of efficiency in resource
utilization should be permitted at the level of Director/Management Committees.

rms of Reference No.7

The procedure' for exchange of administrative, technical and scientific staff between institute and
the ICAR Headquarters .

R.10. We strongly recommend that the eligibility conditions for various positions at the Head-
quarters as well as Institutes should be such that both way movement of the staff in
administration as well as scientific fields takes place. The promotional avenues for the
administrative staff in the institutes as well as Headquarters should be rationalized by
looking at the job requirements and efficiency of performance. It is possible that some of
the staff at Headquarters given their advanced age may be hesitant in moving to the insti-
tutes and vice versa. However, once a policy is developed taking into account the individ-
ual difficulties to the extent possible, it should be allowed to be implemented.

A common cadre of the staff of the administrative staff should be followed and transfer
should take place at par i.e. at the same level.

In our view, there is no need for any technical staff at the Headquarters as well as scientif-
ic staff below S4 i.e., the Principal Scientists. All such staff should be moved to the Insti-
tutes with well defined responsibilities. While implementing the policy regarding the
movement of staff, the concern of both administrative and scientific staff working in
remote areas should be adequately taken into account. Some criteria will have to be
developed for giving weightage for the posting in the hardship areas.

Terms of Reference No.8

Formulation of revised procedures for preparation, sanctioning (including creation of posts, pur-
chase of vehicles), monitoring of plan schemes and sanctioning of ad hoc schemes under AP Cess
funds.

R.11. We have gone through the revised general guidelines prepared by ICAR (1991) for the
purpose. These guidelines need substantial revision in the light of new economic policy of
the government and demands of an efficient and vibrant research organization. In view of
the fact that Review Committee has already made a recommendation for making the scien-
tific panels compact and restricted only for certain areas the procedures for scrutiny and
evaluation will need to be modified.

a. The process of generating research proposals has to be competitive and scrutiny has
to be quick and comprehensive. We suggest that ICAR: should have well laid out priorities
within which the proposals should be invited. Under exceptional circumstances, proposals
can also be entertained in non-priority areas. In view of the recommendation made earlier
regarding delegation of powers, to DDGs and the Management Committees the process of
scrutiny and review should be modified. Every proposal could be sent to at least three to
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five roviewers with the stipulation that decision could be mado on the receipt of any two
comments,it other comments are delayed. No proposal of less than Rs.1 lac rupees should
take more than one month, up to Rs.5 lacs not more than one and hall months, up to Rs.20
lacs not more than three months and above Rs.20 lacs not more than six months. Depend
INg upon the nature of distribution of proposals according to size and subjects, a system of
seminar presentation after proposals have been revised in the light of comments of the
reviewers, should be explored. These seminars should preferably be presented in the na-
tional institutes or at the headquarters. In the latter case, Director of the National Institutes
along with some distinguished scientists could be invited.

b. The proposals should be sent to concerned DDGs in-charge of the technical subject
and after these have been reviewed and revised should be submitted to the DG for approval
(if it is the beyond the power DDG). The proposals which are within the power of Director
of institute should be submitted to the Management Committees every quarter for the
information and review. We do not think that scientific panels need to be involved in this
process given the high cost and unsatisfactory results in past. All sanctions will be ratified
in the CFM and therefore, separate reference to Financial Advisor (DARE) will not be neces-
saty. The Governing Body of the ICAR would be informed periodically. The question of
modification or disagreement by the finance should not arise since they would have been
consulted in the CFM. No such matter therefore, need to be referred to GB. Director
General should be empowered to overrule any dissenting opinion if he is so convinced. The
recommendation of Management Committee of the institute would be crucial for termination
or substantial modification of any scheme. The restrictions on the creation of posts and
vehicles may have to be followed strictly so that only in exceptional circumstances are new
positions created in the areas where existing skills are considered inadequate.

c The present guidelines provide considerable weightage to the advice of finance and
GB for approving the schemes. This might have been necessary in past but is considered no
more necessary in the revised organizational structure recommended in our report. We also
suggest that the economic squeeze should not be interpreted in the sense of withdrawing
the delegated powers. With strong norms of accountability, peer reviews and periodic
monitoring, a delegated and flexible structure is likely to generate higher rate of return and
thereby help in overcoming resource crisis.

d. We recommend that the policy of funding research need not be restricted to only
demand driven proposals. In areas of strategic importance DG, DDG and the Director of the
Institute should encourage the potential collaborators outside the ICAR system in public or
private or NGO sector including professional societies to submit research proposals. Small
seed money grants can be sanctioned for even preparing proposals up to the extent of
Rs.20000/=. This would encourage the potential collaborators to spend adequate time in
preparing the proposals and at the same time improve the competitiveness in funding of
research. Exceptionally bright fresh Ph.Ds should also be encouraged to apply for large
grants if they can make a strong case for such a freedom and autonomy. It is well known
that early years of the scientists are often the most productive ones. It is necessary there-
fore that some allowance for creative pursuit of research is made for the young scientists.
Similarly, some of the eminent scientists should be given programme support instead of
schematic/project wise support so that they could attract good students and offer them
attractive working conditions. This will help in developing a school of thought. The conti-
nuity in research is extremely crucial. Given the past experience when delays were rule than
exception, DG and DDGs may like to make extra efforts in popularizing the concept of
programmatic support.
»

e Since many research problems may not be amenable to systematic analysis by any
one or two scientists the inter-organizational and/or inter-disciplinary proposals developed
by a team of scientists should be given special consideration. This will ensure better utili-
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zation of resources, skills and also motivate the scientists. In specific cases where condi-
tions are required specilic MOU may be signed either at the headquarters level or at the
institute level (Network approach, perhaps, was a step in this direction).

{. All the clanfications regarding creation of posts or purchase of vehicles or equipments
should be sought only once. In fact it may be useful to send prototype proposals as sample
to the potential collaborators who have not submitted the schemes or projects in the past.

9 Each of these scheme should be monitored by the concerned DDG with the help of
ADGs and Director of the relevant institutes. It should be possible to transfer the monitoring
function of certain schemes to the nearby institutes or SAUs in the region from where the
proposal has emanated rather than keeping the control at Headquarters. A designated
scientist at this Institute or SAU can help in the monitoring. This will not only improve the
quality of monitoring, but also reduce the cost of the same

h. The pioject completion reports should be reviewed by the referees, one of whom
should be the one who appraised the proposal. The summary of the findings should be
published in the ICAR journals (and other reputed journals) and circulated among the con-
cerned senior scientists for comments and scrutiny.

iz The extension of the proposal should be considered only under certain circumstances
and after careful monitoring and evolution of the interim results. The norms for evaluating
the basic and applied research should be slightly different. In the first case publication in
good refereed journals must be considered necessity whereas in second case this should
only be desirable. Greater importance in applied research should be on problem solving.
Parameters of evaluation should be clearly mentioned in the proposal itself to ensure prope:
accountability.

Terms of Reference No.9

The procedure for monitoring administrative and technical activities of Institutes by ICAR Head-
quarters, enforcing accountability in financial and administrative matters and the degree of flexibili-
ty commensurate with accountability required in financial administration.

R.12.

Much of the monitoring will have to be done by the Management Committees of the Insti-
tute. In view of the fact that QRT report as well as annual report of the institute did not
receive adequate feed back in the past any new monitoring system will have to contend
with the load of historical skepticism. We recommend that instead of taking a control
oriented approach to monitoring a value adding approach should be preferred. Thus,
providing feed back, relaxing constraints, extending contacts with the knowledgeable
peers within or outside the country and acknowledging good contribution wherever rele-
vant are some ways in which the change in the work culture and performance criteria can
be institutionalized. Some specific recommendations in addition to the one enumerated
above are:

a. While allocating funds the plan and non-plan allocation for an institute are known but
the investment in different projects, crops, sectors, etc., is not known. While making
budgetary choices the trade off or strategic choice are not spelt out. It has been rightly
observed that the present costing methods obscure the actual requirements for different
schemes or projects. We recommend that to ensure that monitoring helps in improving the
efficiency in resource allocation ICAR may have to adopt a very different strategic budget-
ing and financial management system. A multi digit classification system needs to be de-
vised so that within each division different dimension or discipline commodities and regions
can be identified by looking at the code number of any given scheme. Planning Commission
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had devised a similar multi digit code numbers for monitoring purposes and many other
aovernment departments follow a similar system. -
b. Subsequent to the pay revision the ratio of estabhishment, plan and equipment,
maintenance and contingency items have changed drasticaliy. The obsolescence of capnal
eguipments, buildings and other support system is well recognized. A time bound plan for
this purpose was recommended in Eighth Five Year Plan worlang group report. We stronghy
endorse it.

6 A strong Management Information System (MIS] needs to be developed. It would
enable not only the hezdquarters to ascertain the working ef ongoing schemes but also help
the scientists in one institute to know about cther schemes going on in rest of the syster
on same or similar subjects.

d. ICAR should be able to frame its own rules and by-laws which enable flexibility and
resource allocation and monitoring of results. For instance, the system of acquisition of
materials or purchase of other items should be simplified so that projects do not suffer for
want of adequate supplies,even though financial resources might have been delegated. This
is particularly true in case of chemicals, equipments or spares which have to be imported
from abroad. Bottlenecks of this kind should be thrown up by the MIS so that severity of
the problem can be understood at any point of time to generate solutions at appropriate
levels. The statement of project leader should be accepted by the accounts department.

e The members of the Research Advisory Committee at the institute level should be
encouraged to spend a few days every year at the concerned institute with the team of the
scientists working on the problem of their interest. The informal feedback may contribute
far more to the improvement of quality of research than just the formal feedback.

1 DDGs and Directors of the Institute may like to organize traveling seminars on issues
of strategic importance particularly involving young scientists so that a team of scientists
looks at each other's experience collectively. Since the critical feedback is likely to be
received more easily and appreciatively in such a framework, it may help in improving the
quality and accountability. Similarly, the project coordinators may be encouraged every year
to pick up a few stations in a given region for similar purpose. Even though these ap-
proaches would call for additional expenditure, the benefits might far outweigh the cost.

g. With the closure or handing over the regional research stations of the National or
Central Institute, it is expected that monitoring load will go down. In some of the divisions,
several stations have already been closed although the legal formalities about handing over
the assets are perhaps yet to be completed. We recommend therefore, that addition of
qualitative monitoring and other responsibilities should be accompanied with subtraction of
some of the ongoing responsibilities at all the supervisory levels.

h. The mandate of the Institutes should be reviewed once in ten years and missions
once in fifteen - twenty years. Apart from the technical reviews, we recommend that
management reviews of the institute should also be conducted so that strengths and
weakness of the organizational processes can also be highlighted.

i In certain institutes the institution building process may need particular attention
because of various historical reasons. It will be useful to develop a health code of the insti-
tutes on the basis of performance in research, quality of audit report and ability to mobilize
non-budgetary resources. The institutes which have a high health code need to be moni-
tored differently than the institutes which have a lower health code. The kind of nurturing
the institute will require also vary on this account. The health codes once developed will be
updated periodically and also used to determine the delegation of power. We recommend
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that tendency to develop rules and procedures to prevent mistake in one institute is a
proven way of increasing the bureaucratic complexity. In the current phase of restructuring
going on in the country's economy, we recommend that adequate incentives are developed
for high performing institutions rather than spending all the energy on preventing misuse of
resources by exceptional people.

Terms of Reference No.1

Modernization of the organizational infrastructure at ICAR Headquarters in terms of aids, including
computers, microfilming, photo copy, reprography, slide preparation, printing and binding of
documents, etc., should be utilized or introduced in the ICAR System.

R.No.13.We strongly recommend that an urgent action plan is developed to modernize various
facilities ranging from computers to printing and binding of documents. Since develop-
ment of MIS would require LOCAL AREA NETWORKS, it may be useful to invest in one or
two high capacity mini or super-mini computers to which all other personal computers are
hooked. This will help not only in tracking the movements of papers and files but also in
generating reports with far lesser cost and time. This will also the relax the time constraint
and thereby provide opportunity for more in-depth review of various activities. The MIS
would be fully effective if the major national and central institutions are also connected.
Till a full-fledged system of networking is established we recommend that an MOU is
established with NICNET having its reach in most of the districts of the country for trans-
mission of data and information. Side by side we recommend that communication of
report in floppy as well as hard copy is made compulsory so that incorporation of the
reports at the Headquarters in various reviews becomes quick and manageable. Standar-
dised software should be purchased/or got developed to ensure data and text compatibili-
ty. Even though it is not mentioned in our terms of reference, we may add that the library
facilities need considerable improvement. It may be worthwhile to also link up with some
of the international databases so that on line search can be made for various scientific
purposes.

It may not be necessary to create internal facilities for all kinds of functions since many of
these should be got done at far lesser cost by contracting out to private efficient vendors.
Therefore, while skeleton facilities may be necessary full fledged facilities need to be
established only when their cost effectiveness is proved in comparison with outside con-
tractual services. The availability of desk top publishing facilities linked with a reprograph-
ic printers should be organized so that dissemination of reports does not become a bottle-
neck. This is a matter where standards achieved by elite institutions within the country
should provide a frame of reference.

Terms of Reference No.11

The system for periodical training of administrative and Scientific manpower at the ICAR Head-
quarters.

R.No.14.As mentioned in the point No.3.2.1 CMR, we strongly recommend that personnel -
Human Resource Development Committee prepares a systematic time bound plan for
technical and managerial training at the institutes of repute. In addition, we recommend
the following:

a. The senior scientists and Director of the institutes should be encouraged to spend
some time periodically at various national and international institutes of excellence. The
input so achieved may not always be available only to training programmes. A scientific
approach to training requires not only prior assistance of training needs, but also participa-
tion of the potential trainees in the development and organization of training materials. It
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will be a good idea if case studies are developed on various aspects of administrative and
technical and scientific management not only at NAARM but also at other management
nstitutes. Some of the cases could be developed by the senior scientists themselves. Case
writing workshops can be organized to develop this skill. It should be noted that training
and self renewal is important not only for lower level staff but also for the senior most
executives. Depending upon the feedback of the participants decision regarding nomination
of participations to future programmes of the concerned institute should be taken.

b. Training can sometimes be dysfunctional and demotivating force, if the skill so learnt
cannot be utilized on the job. The HRD committee may like to periodically assess from the
headquarters about the scope for using their skills in an imaginative and creative manner.
As far as the training of scientific manpower is concerned, the experience of the first super-
visor in the career of young scientist is often quite important. Therefore, the assignment of
scientists during the training as well as placement should be done very carefully. It will be
useful if some investment is made in developing a three tier approach for training and insti-
tution building. Over next five years people at different levels that is top, medium and
bottom level should receive training in managing scientific creativity, R & D system and
other functional areas of management. Likewise, a long term plan has to be developed for
scientific training within the country and abroad. We recommend that as far as possible, a
panel of scientists for technical training should be developed in a manner that every scientist
knows in advance when his/her training may fall due. This would help him in managing
their continuity in research and disrupt the programme to the minimum extent possible.

The training system for scientists at entry level will have to be totally recast if our recom-
mendation on recruitment is accepted.

The rules for Participation in International meetings, symposia or short term assignments
should be so developed that only for assignments, reference needs to be made to the DG
and for the rest it is decided by the Director. For the directors, the proposal will come to the
DG.

Our suggestions reflect collective understanding that we gained through extremely open and frank
discussions we had with the colleagues in ICAR at different level ranging from clerks and assist-
ants to senior scientists. It is understandable that while implementing these recommendations,
some minor modifications may have to be made. However, we do suggest that these recommen-
dations are not seen in isolation of each other. Uncoupling these might reduce the effectiveness of
even those measures which are implemented. We have no doubt that ICAR is poised to play a very
pivotal role in future transformation of our economy and society.
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REORGANIZATION FOR REVITALIZATION : ISSUES AND PERSPECTIVES

Indian Council Of Agricultural Rescarch is onc of the most stratcgic organizations of national impor-
tance. Rescarch support harnessed by ICAR through its own Institutes and diffcrent state agricultural
universitics has served the country well. As it happens in any process of change, casicr opportunities are
responded first. The more difficult problems of regionally and ecologically balanced agricultural produc-
tion and productivity remain to be adequately addressed. Once the organizational goals become more
complex (due to the difficult problems ahead ) and various user groups more articulate, changes in the
decision making culture and organizational structure become nccessary 1

1.0 CONTEXT FOR REORGANIZATION
1.1 Background

GVK Rao Committee ( henceforth Review Committee) was set up to review the existing organizational
structures, personal policies and functional role of the council in April 1987. Its report was submitted in
March 1988. The Review Committee had observed that after the last review by Gajendragadkar Commit-
tee in 1972,

The ICAR Headquarters has grown considerably during the last few years. Now that a number of
Institutes and Agricultural Universities have come into being, the time has come for a lot of
routine work that is now being done to be eliminated. The ICAR Headquarters can now confi-
dently shed many of its routine responsibilities to the Institutes and Agricultural Universities.The
ICAR should unshackle itself from trivia, and provide sophisticated and competent leadership. It
should continuously study the problems of Indian agriculture in the widest sense of the term,
identify the problems for research, education and extension,and guide, stimulate and monitor the
work of Institutes and Agricultural Universities towards coordinated and purposive action.

The ICAR must be given full autonomy in its day to day working which it now lacks. There is no
reason why it should not function like the Atomic Energy Commission, the Space Commission,
the CSIR and other bodies.

The Review Committee recommended that ICAR Institutes should also be similarly vested with all the
powers and authority necessary for them to discharge their functions with well defined mandate and
accountability. The thrust towards decentralization, accountability and outward and forward looking

1 There has been an old debate in organizational theory that if organizations did not change in an evolutionary process through incre-
mental adaptive changes, these have to change in a revolutionary manner. The sequence, speed and strategy of changes have to be
carefully worked out. It is possible that certain changes suggested in this report would cause more stress. But postponement of these
changes only on this account would be a sure invitation 10 a trauma later.



