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Strengthening on-farm rice research in high-risk environment of Eastern India: An Institution building perspective.


Given the limited ability of centralized research systems to develop and disseminate technologies for high-risk environments, there has been a renewed effort towards holistic farming system research perspective. A consensus has not been achieved so far on what this approach essentially means. Since in large number of countries this approach was sought to be institutionalized through expatriate scientists generally from the Western countries their biases and the cultural limitations were transported often un-diluted. Collinson (1988) recently has summarized the mistakes, which have been made primarily by donor agencies but also by the host developing countries with particular reference to Africa. (More on it later).


However, an issue which has not been recognized in the literature adequately concerns the institutional contexts in which research management process in a developing country provides linkages between on-station and on-farm research. Equally neglected has been the question of building upon local knowledge of not only the farmers but also of the scientists, public administrators and policy makers. (For an exception see, Richards 1985). Recent cross-cultural study at ISNAR of On-farm Client Oriented Research has also suffered from these limitations to some extent.


This paper provides description of an institution building effort triggered by Indian Institute of Management, Ahmedabad (IIMA) at Narendra Deva University of Agriculture and Technology, Faizabad (NDUAT). The discussion is presented in four parts:  The first deals with the conceptual framework underlying institutional building efforts, part two looks at the specific innovations/ interventions made in collaboration with the Vice Chancellor, Director (Research) and the colleague scientist of the University. In part three the specific conceptual or methodological questions to which answers are still being probed are mentioned and part four deals with the lessons for host institutions, consultants and for donor agencies which make it possible for research organizations to contract the right type of expertise.


We conclude by arguing that in the tri-lateral process of institution building involving donor agencies, consultants and the host institutions the need for negotiating ethical and professional values leading to sustainable and self-reliant development cannot be over-emphasized.

Part-I


The search on institution building has been pursued at IIMA, for more than a decade, Mathai, Pareek and Rao edited a collection of Indian studies in a volume on Institutional Building in Education and Research (1977) followed by an exploratory Study of Decision Making Strategies and Organizational Health in Agricultural University and Management Processes in Agricultural Universities (1978). Several propositions were put forward based on their work in educational institutions. Some of these propositions were:

a) An institution which builds linkages with its major client systems has more chances of healthy growth.

b) Sharing of common experience and developing some homogeneity of thinking by the various members of an institute in its early life would help in the institution building process.

c) The process of self-renewal throughout the life of the institution ensures institution building.

d) A non-competitive leader helps in the process of institution building.

e) Institution building is facilitated if the leader of an institute is to establish linkages and to attend to the external affairs of the institute.

f) The most crucial test of institution building is to what extent a leader is able to dispossess the institute , which he is able to build up.

The dominant paradigm was of goal consensus and leadership triggered processes. It was assumed that the processes of institution building had to revolve around certain key actors and  their ability to define missions and develop operational guidelines. The process that followed tended to be guided from above though it was required to be participative. There were other aspects of this study, which we will come to later.

The perspective we used in contemplating our approach had following elements:

a)
Historicity in Idea-Exchange: We did not begin with the attempt to market new ideas/ framework or approach. Instead we began by building upon local knowledge of farmers village level extension workers, on-farm researchers and the senior research scientists and the research managers. When some colleagues asked in January 1988, “What will this meeting on research management achieve which our own periodic reviews could not”, he himself answered a little later that there were several weak links between discipline, departments or research directions which could be strengthened. The agenda was thus organized around what people already knew and not what they did not.

b) Demystification of Professional Expertise: Institution building suffers when outside experts  provide jargonised interpretation of organizational problems. We avoided use of jargons. Simple ideas allowed to evolved at their own pace provided the motivation for dialogues to continue. The first meeting lasted till late in the evening. The air was thick with expectation but there was not once, the word farming systems or “LTK/ITK” used. At the same time farmer’s and scientists innovation were discussed at length.

c) Meetings were not too Frequent
One  of the problem in institutions building effort in a shorter time frame (in present case the project was for one year to begin with) is that pace at which ideas may brew and the pace at which brew may need to be replaced or shared may not match. In other words, the time taken for ideas to sink may be far longer than assumed by outside interventionist in such cases. The manipulation is inevitable in an attempt to telescope results. The partisan attitude which is a direct product of manipulation process can sustain experts/ consultants but not the ideas, certainly not the spirit of the institution. Zen perspective of eastern societies prescribes that “we take a participant observer role, watching events unfold. This contrasts sharply with westerners’ near obsessive need to control and shape their world ….. ‘ Eastern mind… (may) look for and take pleasure in conundrums and paradoxes. The western mind, on the other hand, is uncomfortable with equivocality and ambiguity” (Lotto, 1981: 17-18).

d) Too many cooks not only spoil the broth but also dampen the appetite, may even mix up the recipe sometimes: Even though most on-farm research projects are donor-inspired and expatriate triggered or influenced. This project began essentially in response to an indigenous effort of an innovative rice breeder. And the consultant was also from a nationally reputed management institute with previous experience/ exposure abroad and in country of such work. However, the donor agency did bring in consultants from west from time to time. They were supposed to train the  national scientists in techniques and perspectives without any prior substantive empirical research or sustained follow up in the specific context of the project. Not enough effort was made to learn from the ongoing national programmes of research and/or extension activities on the farmers’ field. Many of these programmes began much before the FSR became fashionable in west. Further, no reference ever was made to national studies on farmers' own knowledge. Further the scope of embedding on-farm research in an institutional context under overall research management perspective was absent. Building creditability in such a complex web of institutional interactions may lead different consultants to make different compromises. And those who decide not to do so may burn their bridges. Fortunately in this project this problem was indeed faced but also rectified quickly. However, this is a tension which always characterizes such donor supported multiple consultant oriented projects.

e) Managing Simultaneous Independent Innovation concerned by scientists require patience and magnanimity in attributions.

For example,  when a letter was sent by Director (Research) to, scientists at different KVKs (Krishi Vigyan Kendra –Agricultural Science Centres) seeking their comments on the existing system of Feedback from on-farm for on-station research, several useful ideas were received. It may be mentioned that many of these people had not attended the workshops that had been held earlier at the university on the project. A comment was,


“There is a need to develop an effective feedback system parallel to and almost as effective as the transfer of technology system that we want to have… There is a need to set up a cell in the directorate of research to receive the field problems both directly from the farmers and also through the extension workers of the university, other government agencies and the departments” (Singh Training Coordinator KVK Basti, Personnel Communication, 1988).

The idea of the cell was also suggested separately by others. However, if such a cell did come about and if the concerned scientist was given due recognition for this suggestion, it  would provide a very different basis/saga image of institutions building. Likewise, a suggestion came that some sort of  travelling seminars ought to be organized  so that scientists could visit each other’s programme and draw lessons of mutual utility.

f) “Lateral Learning” provides an effective means of neutralizing hierarchical barriers to learning in research bureaucracies
The propensity to admit mistakes/ inadequacies increases when we find that our mistakes are not unique. An opportunity of learning from each other’s mistakes and innovations can become non-threatening if the leadership becomes self-critical. Both the Vice-Chancellor and Director (Research) encouraged constructive criticism not only of each other but even of certain university policies which perhaps needed to be modified in light of the collective wisdom. Another advantage of this process was that many useful changes were triggered through asking right questions and not providing set answers. The joy of discovering an answer even if known to others, could be a great motivator for the person who discovered it through his own logic. It might take time and appear irrational but then organizational decision making no more is assumed to be based on ”rational”  choices or actions (Brunsson 1986, Clark 1981).

g) The horizontal accountability (i.e. between farmers and the scientists) could not exist without vertical accountability (i.e. between senior and junior scientists). This proposition based on first author’s earlier work (Gupta, 1986, 1987) is an important basis of institution building. Mathai, Pareek and Rao (1978) hinted at this process through the concept of opportunity for participation in decision making that scientists were found to have.

Detailed discussion on the concept of Lateral learning in the context of individual and organizational learning is given in an accompany paper (Singh et.al, 1988).


We may conclude this section by stating that institution building efforts at NDUAT have been ridden with occasional tensions and conflicts on account of different factors  induced by various actors. However, every crisis has helped in cementing the trust more than before. The leadership of Vice-Chancellor deserves special mention because he has prevented any sectarian interest to affect the inter-institutional (NDUAT- IIM-A) collaboration in the institution building.

PART-TWO

Institutionalizing On-Farm Research in an

Overall Research Management System

Conceptually the inter-institutional collaboration could evolve out of any of the following factors:

· there are resources which one institution can provide to another exclusively, preferentially, obligatory or otherwise (see the resource dependence model, Aldrich and Pfeffer 1976).

· the collaboration might arise out of commonality of all or some of the objectives i.e. consensus among their domains (Levine and White, 1961: 597 in Baker 1981) or an overlap in the respective mission’s warranting an exchange of resources, skills, manpower or information.

· the political-economy forces may define the range of interactions that are possible between two institutions with common missions or mandates (Benson, 1975, 1979).

The collaboration between educational and research organizations conceptualized by some as organized anarchies (Cohen,  March and Olson, 1972) or loosely coupled systems (Weick, 1979) may still need modification when a third party such as a donor agency starts supporting these links. The trilateral linkages between donor agency, host agency and consultant or “experts” require careful study. In this paper we draw only the most important implications leaving detailed discussion for a separate note. The loose coupling indicates weak as against tight reporting relationships in an organization, multiple channels of  information, accountability and provision of resources. Considerable autonomy in a sub-system may exist along side a centralized administrative system requiring closer scrutiny of even petty investments. In the process, informal culture and “way outs” evolve which are understood as necessary concomitants of performing organizations.

Genesis: Evolving Networks


NDUAT is a relatively new university established about 13 years ago to develop and disseminate technology in 15 of the most backward districts of Eastern Uttar Pradesh in India. It was modelled on the land grant model but with several modifications. Much of the credit for attracting professionals to an otherwise backward location with practically no urban amenities goes to the current Vice-Chancellor. He moved to the campus even before a single building was constructed and through sheer imagination and perseverance networked with state and central government, Indian Council of Agricultural Research and other funding agencies to generate resources for the university. This is mentioned to highlight that agricultural universities set up in the third phase (the first two phases were before and during green revolution) i.e. the post green revolution era have been (a) located generally in more backward, high risk regions and (b) have been far more resource starved than the earlier universities.


Given the scarcity of resources, the institutional arrangements for triggering, sustaining or diffusing organizational innovations will have to be very different. The Institute of Management, Ahmedabad has been giving high priority to the institution building efforts. The first author had pursued several studies in Household economy in semi-arid regions (Gupta, 1984), communicating with farmers (1980); Matching Farmers’ Concerns with Technologies’ Objectives: A Study of Scientific Goal Setting in dry Regions (1985), Organizing and Managing Client  Oriented On-farm Research: Can tail wag the dog (1987). He had been invited by Government of Bangladesh to spend a year with their Agricultural Research Council and Institute to strengthen farming system research. Vice-Chancellor  invited the first author for an institutional lecture on his Bangladesh experience of On-farm Research. Thus the process of interaction between the institution began.  The discussions with Dr. Maurya, an innovative Rice breeder of the university revealed several useful areas of common interest and work. IIM-A had already prepared a series of workshops on Management of Rainfed Research in the country. This opportunity provided an extremely timely convergence between goals of two institutions.

The Donor Agency (Ford Foundation) was already supporting On-farm Research programmes in Eastern India since 1984-85. It had also supported similar programmes in Bangladesh and thus was intimately familiar with the work of the first author. The strategy used had several limitations:

a)
It had generally used an ad hoc approach as evident from Bangladesh experience where no continuity or follow up was organized after a year long support. Although, the reasons for positive outcome there were attributed to the fact that expatriate consultant (first on the) had been identified and invited by the Government of Bangladesh unlike most other such projects.

b)
It had relied extensively on expatriates even when relevant expertise may have been available within the country.

c) It tended to believe that expatriate consultants would be able to strengthen On-farm Research through (i) short flying visits without any prior empirical work or grounded insights (ii) isolated approach of building programmes around individuals who at times were sought to be “protected” from their peers; (iii) promotion of OFR or Farming System Research (FSR) as a new approach without any possibility of relating it to the ongoing programmes of On-farm Research and extension in the country; (iv) a generalized approach without adapting it to the institutional context of each university

d)
Some of the consultant invited by it incorporated in their own analysis ideas and insights provided by national consultant without any acknowledgement (see Grisley 1988, the paper does analysis based on the variables and hypothesis identified in the Plan of work developed by IIM-A but makes no mention of it).


However, many of these limitations have been recognized by the donor agency and the amendments are being made. In some cases, the differences in the perception persist. But this should not detract from several positive efforts made by the donors in strengthening On-farm Research in the country e.g. (a) A session on farmers’ experimentation and adjustments with risks was convened by the first author as a part of International conference of Plant Physiology thanks to the effort of Anthony Bottrall and Dr. S.K. Sinha (Organizing Secretary of the conference). This was perhaps the first time that an international natural science congress had a session on social science aspects of farmers’ experimentation and scientists’ work with them. If this became a norm in due course for all other  such conferences, an excellent innovation for raising sensitivity of natural scientists towards the concern of society would have  been institutionalized. Likewise, the agency is engaged in supporting IIM’s initiatives in the field of research management, reorienting some of the international programmes of on-farm Research such as sponsored by IRRI/IFAD etc.

Resident Consultant (a FPM, equivalent to Doctorate, from IIM-A) was hired to facilitate process interventions at NDUAT. He had to tread on a razor edge because of the internal dynamics, institutional expectations and inter-organizational nature of the collaboration. The pressure to perform and resilience in the counterpart system did create occasional tensions. These tensions also allowed all the actors to test each others ethical and professional values. The inadequate sensitivity towards the norms of attribution in academic writings and exchanges was another issue which caused tensions. However, most conflicts could be resolved due to basic trust permeating the interaction. Compromise to pursue one’s research could have brought, individual rewards but could have also generated misgivings in the mind of the counterpart scientists and thus would have impaired the institution building process.


It was recognized that implementing change process in an organization with ambiguous role clarity, multiple lines of command and diffused nature of task would be difficult (Wildavasky, 1973). The problem becomes serious when experts take a process consultation approach in self-designing perspective (Schon 1969, 1987, Argyris & Schon, 1984). The demystification of expert power (Gupta 1987) generates an environment of authentic learning and at the same time introduces opportunity for experiencing the `joy of discovery’ amongst various participants.


If the dependency between rich and poor farmers was bad, then dependency between client and consultant could be equally bad (Gupta, 1986). Process consultation, it may be added, is opposite of a blue print as well as strategic choice perspective. The strategies are developed in response to emergent opportunities, conflicts and crisis. The consultant facilitates collection of valid information (or enables debate on parameters of validity), organizes its dissemination amongst various actors in an unhindered manner. Once the information is available to all, he facilitates articulation of concerns by various involved scientists. The most important challenges comes when minutes or proceedings of such an interaction are recorded. Instead of importance to the views of those in authority or having power, he tries to delink status with skills or insightful perceptions (Gupta, 1986).


It is this delinking  which may provide spur for the long lasting institutional self-renewal processes. The responsibility for mistakes is scrupulously taken and credit for creativity is generously shared. The differential expectation in the pace of programme interventions in mind of consultants and counterpart can be a source of perpetual conflicts. However, as the experience has shown at NDUAT, any effort to rush into events may only lead to mutual discrediting rather than building up of trust. This was a major mistake which the IIM-A team had committed. The moment this realization dawned, the mutuality of expectations was restored to a considerable extent.

Initiatives and Interventions


After drawing up a detailed work plan it was suggested to the Vice-chancellor, NDUAT that an initial discussion may take place in the university in the absence of IIM-A team. This will facilitate articulation of any concern which in a joint meeting may not surface. Accordingly after the preparatory work the programme was discussed and a schedule of activities was drawn up. It was recognized early in the project that Director of research would be the pivot around whom various initiatives and interventions would have to evolve. Given the administrative structure of university the responsibility for coordinating all the research projects lay at the level of Director of Research. There already was considerable curiosity about the on-farm rice research programme initiated by Dr. Maurya (see, accompanying paper by Maurya et.al 1988 for details). The IIM-A team felt that to generate proper niche for an innovative programme in an administrative system, it would be necessary to provide opportunities for other research scientists “to compare and contrast” various on-farm activities.


It was also recognized that before starting work on evolving on-farm rice research into a farming system research programme it will be useful to strengthen the rigour in design and implementation of the existing programme.


In high risk environment the differences in the micro ecological context are very large at a short distance. Hence targeting of a new technology is very important if its full potential has to be appraised. The trade off under risk evolved by the farmers also need to be understood if appropriate contingency options/ treatments have to be designed in the on-farm experiments.


We mention below specific interventions which took into account the feature of rainfed economy and have tried to respond to the given constrains/ opportunities within the time and resource available.

1. Workshop of Gross-root Level Extension Agents
As the first step it was considered necessary to understand how the farmers in the villages situated around the university coped with the risks. Some of the examples might provide an empirical basis for generating interests in the mind of university scientists to explore opportunity for interactions with the farmers. The extension workers were invited with the help of Chief Development Officer, District Rural Development Agency, Faziabad.


Three main objectives of this workshop were (a) to document the intriguing/ innovative farmers practices perceived by the extension workers, (b) to prepare ecological maps relying upon the impressionistic understanding and (c) to document decision trees of the cropping system choices evolved by the farmers under different risk regimes.


The ecological map would help in identifying the niches of different varieties and crops (and other enterprises). Given the fact that high correlation existed between the local varieties of paddy and the micro ecological conditions, by mapping the former one had almost mapped the latter. Once these niches were identified it would be possible to target the trial of new lines in their best habitat. The contrast with the local best would obviously bring out in the minds of the farmer the potential of new lines quite clearly. It would also enable farmers to experiment on new material with their old or modified practices.


Some of the innovative practices discovered in the workshop are given in Appendix. A research program to validate the scientific basis of these practices is yet to be evolved. It was suggested that a news letter could be started to reverse the flow of information that is from farmers via extension workers or directly to the scientists. This might also help in networking the researchers, extension agent and innovative farmer. 


The role of class and ecological factors in evolution of technological practices has been studied systematically under the socio ecological paradigm developed by the first author (Gupta, 1981, 1984, 1985). An empirical investigation has been taken up subsequently to find the relationship between ecological and economic factors in determination of cropping sequences identified in this workshop.

2. Organization and Dissemination of Farmers Feedback at Research Station of the University
Every agricultural university organizes in India atleast two farmers fair at its main campus as well as different outreach centres. Farmers are invited to ask questions which are replied by the panel of university scientists. The Directorate of Extension ensures through its extension workers that farmers from all the regions under the command of the university attend this fair.


So far no attempt has been made to document the questions crop, discipline or regionwise. This suggestion was given to the Director of Research who improved upon it and implemented it in the Farmers’ Fair this year itself (Singh B.N. & R.K. Singh 1988). The list of these questions was later circulated to all the departments so that necessary adaptation in their research programme could be brought about. Directorate of research has taken the issue up in the right earnest. It is hoped that very soon this university might become a pioneer in establishing a strong information processing system to institutionalize farmers feedback into the research system.

4
Lateral Learning Workshop

To search uncommon solutions to common problems faced by different teams of research or extension directorate working on the farmers field, several workshops were organized to discuss each other experiences. The idea was not only to provide a forum for exchanging information to facilitate cross fertilization of ideas but also to identify the distinctiveness of each approach through a method of compare and contrast. The issues discussed in this regard are given in the accompanying paper (Singh et.al 1988).


This exchange has provided non threatening environment for sharing mutual strengths as well as weaknesses. This provides a systematic critique of the logical framework in research planning and evolution (McLean 1988). The view that there is sequential relationship between input, output, throughput and goals is disputed in our approach. Sometimes the goals oriented view of research management generates false rationality in the mind of researchers. It is assumed that consensus among the goals is necessary to be able to coordinate and complete each other programme. Our experience has showed that it is the goal incongruence in the programmes  which generates curiosity and urge to communicate. This is in conformity with the proposition that, “cooperation requires minimal consensus” (Hedberg, Nystrom and Starbuck 1976: 41). In this process not only the problems are redefined but also the problem solving process are reconceptualized. This becomes clearer with the example of the workshops discussed next.

5. Review of Research Management Processes
Like any other group of the professionals scientists are engaged in multi-farious activities.  Emphasis on any one role of the scientists might generate in them an apathy for a cause which they may share but for which they might not be committed. It is strange that numerous researchers working on the farming system research perspectives have asked for strengthening on farm research without looking at the problem the scientists face in general research management process. Some have argued for linking informal and formal research development (Biggs 1979) and have also suggested the need for institutional perspective.


However, these arguments have generally relied upon institutionalizing on-farm research as an isolated activity in the agricultural universities. The result is that several universities or institutes in the developing countries have set up separate department or divisions of on-farm research. This might achieve just the opposite purpose i.e. it might widen the  distance between on station scientists and the farmers fields. By converting the task of interaction with farmers into a  departmental activity the other scientists may generate an institutional indifference or excuse for not establishing direct links with the farmers. This is a problem which is being faced even in the developed countries (Fuller, 1986: 289).


To overcome such tendencies it was considered necessary to (a) bring various disciplinary, departmental, commodity and administrative tensions on the surface (b) enable discussion on what are considered as “undiscussable” issues and (c) to create smaller sub-groups in a hierarchical organization to prepare agenda and identify solutions in a self critical manner. Two workshops were  organized under the leadership of Director Research. Before the second  workshop five sub-groups were set up to look at some of the important issues which arose in the first workshop relating to (i) research prioritization process, (ii) research advisory committees of different departments (iii) strengthening internal linkages (iv) external linkages and (v) support system.


Inter-disciplinary working group on each of the topics were set up. The resident consultant had to play an extremely important role in getting the meetings of the group organized. Given the hesitation to document some of the provocative issues he had to take lead in preparing the minutes as well. In retrospect this might have been an inappropriate strategy. In the anxiety to get as many issues articulated as possible in the short time period we may have increased the burden on leadership for taking several decisions all at a time. Further, given the organizational constraints, absence of decisions on the issues in a short period might generate apathy and perhaps crisis of credibility  in the minds of scientists. These issues are attracting the attention of the higher authorities in the university and suitable answers would soon have to be discovered.


Impact assessment of on-farm rice research: Conceptually impact assessment of farmer participatory research poses real problem in terms of employing evaluation criteria of multiple stakeholders. The perspectives of policy makers, public adoption in winter/ boro season and very low adoption aus and aman season (Nag 1983). However, we believe that both on account of inappropriate targeting of trials under CIMMYT and IRRI on-farm research methodology and inappropriate conceptualization of diffusion potential in high risk environments, the problem of trials on poor farmers fields has remained intractable.


We have also argued that discontinuance analyses be given as much importance as adoption analyses (Gupta, Patel and Shah 1987).

Case Studies on Farmers Decision Making Process

It is important that scientists are enabled to understand the complexities of farmers’ decision making in risky regions. How simultaneous involvement of farming household in factor and product markets affects their choices has to be taken into account while working out their incentives or disincentives to take risks. Participative, Interactive and Iterative methodology of pursuing case studies by the key actors (and not the outside researchers only) was developed earlier (Gupta 1981). However, since a consensus could not be achieved in developing case studies, a compromise had to be made. Illustrative case studies are being developed through research staff without using all the elements of aforesaid methodology. It is obvious that the impact of these case studies would be far lesser than if these had been developed by the scientists as was done successfully in Bangladesh (Gupta, 1986) administrators, farmers – rich and poor, plant breeders, other disciplinary scientists, extension workers, etc. may vary.

A concept of horizontal diffusion was evolved to capture the evaluation criteria used by collaborating farmers to gauge the suitability of advanced breeding lines (technologies) to their micro-environmental conditions. The participating farmers have been screening advanced lines and comparing, their performance with land-races (Maurya, 1985). Instead of seeking direct feedback, the researchers withdrew from the village after working with farmers for one/two year(s). It provided ample opportunities to farmers to exercise their choice in the subsequent cropping season. A questionnaire was designed by the first author and survey of experimental villages from where OFR personnel had withdrawn, was conducted. The objective was to discern the farmers’ evaluation criteria, and to assess the extent of inter-farmer and intra-household but inter-plot diffusion of new lines.

Two conceptual issues may be clarified here (I) The tendency to assume entire landholding of the farmer was available for diffusion of technology in the rainfed region was erroneous and (ii) it was necessary to measure the actual diffusion against  the potential diffusion given ecological suitability of a technology. This is a problem which has not been taken care of in large number of different studies beginning from some of the  earlier studies (Choudhary and Maharaja 1966, Pareek, Singh, Arora, 1974). Some authors had taken a note of the incongruence between the tendency of eastern Indian farmer to show higher.

Programme Plan for On-farm Rice Research

Initiatives in this regard were only partially successful. Several problems both in the methodology and implementation were anticipated. Failure in this regard perhaps reflected the possibility that one should not attempt change in too many sub-systems in different levels all at a time. At least two or three ideas have been incorporated in the research programme.

1.
Data on previous crop, soil fertility status before and after the trial, various agronomic features and farmers’ adjustments to climatic contingencies have been collected in a format developed for the purpose.

2.
It has been agreed that the concept of “parallel processing” would be tried from next year onwards. It implies some of the advanced paddy lines which have shown their potential at the farmers fields but have not performed well at the station would be tested under specified conditions in which they diffused in the field at the station as well as on farmers field through more structured trials. It is possible that a few of these lines may have been discontinued at the stations due to lower grain yield potential. In view of the farmers preference and the fact that seed of such lines would be available with the farmers (but not necessarily at the station), it would help in restarting trials on these lines at the stations. It is this process which may generate hope of an alternative breeding strategy unlike the proposals put forward by Maurya, Bottral and Farrington earlier (1988).


Another issue which has been agreed upon for further exploration is the concept of experimentation of farmers’ for identifying the right niche for a line. It was noted that farmers sometime may change the plot on which a line was originally grown so as to identity a more appropriate soil-water regime. In this process the full potential of a line may not be achieved unless the proper niche had been identified. The existing system of giving a line matching with the local variety in height and duration might not necessarily provide such precise tuning. Therefore, it has been proposed to prepare agro ecological maps of few villages so that farmers could also be divided into socio ecological groups. This might be a more precise way of, targeting technology than the concept of `recommendation domain’ as well as the `extrapolation area’ based on soil series/ phases, land types etc.


The appraisal of component technology trials on cropping system basis rather than development of cropping systems per se is being given more attention. Dr. Maurya has already taken steps to involve several –on station scientists to look at different aspects of on-farm research. It has also been agreed that if different plant breeders would like to follow different approaches for research at farmers fields the programme should provide  liberal scope for such institutional innovations. It may be added here that the on-farm research Programme at NDUAT is perhaps one of the first programmes in the world to have been initiated by a plant breeder. Such programmes in other parts of the developing countries are either coordinated by agricultural economist or agronomists.

PART- FOUR

What have we Learnt

4.1 Role and Value Clarification
In a trilateral institutional collaboration involving donor  consultant and host institutions for strengthening research programme it is important that role and values of different actors are clarified from time to time.


However, problems creep in if there is incongruency in feedback  from donor, other expatriate consultants brought by donors and native in-house consultants. Especially, these confusions and misunderstandings get out of proportion when tourist consultants provide softer feedbacks without appreciating the institutional context and the intent of native consultants. The client has a tendency, in developing countries with a colonial history, to assign greater weightage to views expressed by expatriates. In such a situation the role of native consultants is under-mined unwittingly by donor agencies and their consultants. In the present programme, inspite of acknowledging likelihood of such insupportive process being unleashed, one could not prevent a major crises developing in the client consultant relationship, leading almost to a situation of no-return and tie-break up. However, through a confrontational intervention, whereby the attention was focussed on donor and client-behaviour in juxtaposition with their respective stated goals, the situation was salvaged. However, this did leave scars on the triadic relationship among donor- client- consultant.


It is important that consultant adopt a constructive but  critical attitude towards the work. And the criticism should not only be aimed at the counterpart scientists. One should own the responsibility for mistakes whenever the need arises. The occasional tensions which were generated in the project testified to the seriousness with which each party viewed its role in the matter. However, it is natural that criticism of methodology or data generation process of analytical rigous may sometime be construed as criticism of the individual using the methods or tools. This is a real possibility but has to be boldly anticipated and faced.


It is important to recognize that the long tradition of agriculture research in India has generated a very strong and professional peer group in so far as formal research is concerned. In the absence of a similar strong peer group of on-farm research it is necessary that highest standards of rigour are maintained while interpreting on-farm research  results for wider scrutiny. In due course of time it is possible that respect for qualitative and “irrational” methods may increase even among the mainstream on-station scientists. It has been admitted that in many cases the course of action which the scientist chooses in the pursuit of his work is based more on intuition and personal judgement than on logic or fixed procedures. In fact, only the technicalities of research are scientific in the sense of  being completely objective and rational. It has been observed, as paradoxical as it may at first appear, therefore, it seems to me that scientific research is more of an art than a science”. (Franz 1986:11) 

The efforts to impose rational structure on an intuitive framework (Maurya et.al 1988) by donors and the editors of the western journals might be a case of both the scientific and the professional short cuts.

4.2 Role of Resident Consultant:

Resident consultant positioned in the host institution on behalf of the expert institution was the lynchpin for the programme servicing the tryad.  However, for all practical purposes, he has to cope with the pressure of host institution of being treated as one of its own employee. In-house consultancy was first of its kind experience for the agricultural university. The organizational members in order to make their interaction with resident consultant  more comfortable showed the tendencies of strait-jacketing/stereotyping the role of consultant as that of an academic. Though, he had to discharge a staff role to key actors in the organization, he ended up assuming line jobs for the on-farm research project. The role he assigned for himself was that of a playing a catalyst and get other colleagues in the agricultural university interested in doing on-farm research with FSR perspective. However, in a process consultation approach, a consultant could go only as far as the pace determined by the institutional setting permitted. In his enthusiasm to get research done experts may set a pace of work which the client members may not be able to cope with. This would result in frustrating and demoralizing experience for the resident consultant and a reluctance among key actors to go along by putting speed breakers. Therefore, the dilemma is: whether to  do research oneself and demonstrate how rigorous work could yield improvements in the programme. This may in turn attract other colleagues to initiate the on-farm research projects or go slow and try to improve whatever little the client-organization considered satisfactory of consultants devote more time to build competencies within the host organization a committed cadre of middle and junior-level researchers can evolve to pursue on-farm research. This cadre of researchers then could lay a foundation for sustainable on-farm research programme. A stronger organic linkage between OSR and OFR could thus be forged even after the withdrawal of consultants. Once the consultants withdraw, the host organization may not have researchers committed to the mission of FDR if consultants concentrated on doing things themselves.

4.3 Incentives and Rewards Systems:

Since donor agencies are too eager to push the FSR programmes into the system, they tend to overlook the institutional incentives and reward structures. Instead, they reinforce the insulating approach to FSR projects through proposing incentives like honoraria, which may not always be congruent with organizational operating procedures. This creates – not only distributional problems i.e., `who should get what’, but also dissonance among other scientists. It breaches the concept of equity within the organization. Research manager cannot keep the motivation of research team if he has to exhort productive participation to a group of scientists through  pecuniary rewards while others should be expected to remain intrinsically committed.

Due to this discriminatory policies consultants could not elicit favourable responses from rice researchers in identifying the severity of problems according to rice ecologies and the need for shifts in research priorities. One has to discover a combination of incentives including the financial ones which can motivate scientists and faster team work. In Bangladesh first author had succeeding in invoking tremendous response without any material incentives. Though he himself had plenty (Gupta et.al 1986).

Donor agencies would have to review their funding policies and be more sensitive to the existing institutional norms and practices. It would go a long way to institutionalize the FSR perspective in agricultural research institution in developing countries, if donors could help providing scientists easier access to professional documents, travel to international professional meetings, visiting fellowships, other training opportunities, computer facilities and ease of networking and lateral learning through project funding. Reinforcing the tendency to build upon indigenous scientific  and farmers’ knowledge (Verma and Singh 1969) would add pride to the effort. Providing such system-wide access to scientists would not only relax some of the organizational constraints, but also would remove a serious source of frustration for them, enriching the overall quality of their work in the process. This would also soften the attitude of institutional leaders towards the FSR oriented project. More important, such assistance would enable researchers sharpen their own skills and prepare a committed and competent team of middle and junior-level scientists to take up the cause of FSR.

4.4 Lateral Linkages and Parallel Processing:

Lateral learning exercises have revealed the efficacy of integrating on-farm research in a larger framework of general research management. This provide a common ground for  communication and cross-fertilization of ideas among peer across different departments/ projects and disciplines. Instead of trying to implant alien work culture and methods, this sort of evolutionary process appears to be more appropriate for institutionalization of OFR/ FSR. Especially, in the context of resource-constrained and hierarchy conscious research institutions, this process of lateral learning could lead to  inculcation of peer culture among scientists. Mutual respect for skills and expertise will be able to build a collegial work  environment. The idea is to provide opportunities to different project members to identify distinctiveness of each others’ approach through a `compare and contrast’ method. By entering into a dialogical mode of communication to identify uncommon solutions for common problems, the tolerance for diversity is also increased.

The efforts of IIM-A at NDUAT have given tremendous opportunities for mutual learning. We have tried to share our learning as candidly as possible.

We do believe that given the long standing tradition of work with farmers’ in India, the evolution of methodological as well as conceptual clarity must be possible indigenously. This would require that we build upon work of colleagues who did not publish their extremely innovative work in foreign journal such as the post graduate thesis on Indigenous knowledge guided by Dr. Y.P. Singh (Verma and Singh, 1969) and work of PPST, Madras.

The strategies of both the donors and the national agencies must undergo serious reformulation. Sustainable development of research linked more closely to the interests of disadvantaged farmers requires incorporation of self-critical and demystifying strategies of interventions. But for Collinson’s effort, not many such accounts are available as yet. A good idea can certainly be lost if sold badly. The marketing of “FSR” illustrates this best.
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