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DEVELOPMENT OF THE NEW IPGRI STRATEGY

Much has changed in the social, economic, political and scientific environment since IPGRI last revised its strategy “Diversity for Development” in 1999. In response to recommendations from the fifth External Programme Management Review (EPMR), and with the support of the Board, IPGRI embarked on a strategic planning exercise in June 2003 to chart the Institute’s path over the next five to ten years. 

This document presents a broad direction for IPGRI that could serve as the basis for a new strategy.  It draws upon the results of an extensive and participatory process undertaken between June 2003 and the present time. Its objective is to inform discussion between IPGRI Management and the Board about the overall approach and its key features.  

Following BOT 23, further staff and stakeholder consultations will be conducted, and these will build on the results of the Board’s deliberations to set the directions and flesh out the details of the new strategy.  It is expected that a draft strategy will be available by September 2004, for review and approval by the Board.  
In order to facilitate the Board’s discussions, the paper is divided into two parts.  The first presents an overview of the strategy development process to date and the second presents the preliminary results of the process in terms of IPGRI’s impact, activities, ways of working and resources.  In addition, two attachments have been prepared to address IPGRI’s image and name (Attachment 1) and the relationship between genetic resources and poverty (Attachment 2).  

1. THE STRATEGY DEVELOPMENT PROCESS

1.1 Board Response to the EPMR

In March 2003, IPGRI’s underwent its fifth EPMR. The Review Panel’s overall assessment of the Institute was highly positive and well received.  IPGRI accepted the majority of the Panel’s recommendations and, together with the Board, drew up a plan of action in response to the recommendations.  Many of the recommendations relate to long-term strategic issues and are thus relevant to IPGRI’s strategy development process. These are:

1.
Identify and address key topics of critical importance in which progress is lagging, where few other organizations are active, and where IPGRI has a comparative advantage.  Priority should be given to topics that require a holistic approach, and are of critical importance to resource poor communities and weaker national programmes.

2.
Respond to growing demand for information, research and advice on economics (and social issues) of plant genetic resources conservation and sustainable use.

3.
Focus IPGRI’s resources for international policy work on supporting the implementation of the International Treaty on PGRFA and related provisions of the Convention on Biological Diversity.

4.
Review the balance between research and technical assistance within the Institute.

5.
Dedicate more resources to fund raising, to respond to an increasing need to raise restricted funding from non-traditional sources to complement unrestricted.

6.
Involve a wider range of stakeholders in setting IPGRI’s agenda and in implementing IPGRI’s work, including NGOs and the private sector.

7.
IPGRI’s contribution to networks should be regarded as a major IPGRI output and IPGRI should monitor network development and functioning in order to maintain a high level of efficiency and effectiveness, and to determine an appropriate level of involvement in networks.

8.
IPGRI should continue exploratory studies of a possible expansion of IPGRI’s mission beyond plants to other ecosystem components, such as animals, fish, and microbes. If new areas can be incorporated without compromising the mission of the Institute and the quality of the existing programme, then IPGRI should not hesitate to take on the new responsibilities in collaboration with appropriate new partners.  

1.2 Gathering input from staff and stakeholders 

The strategy development exercise has involved an extensive three-phase process to gather input from staff and external stakeholders: 

Phase 1: Self-assessment of Strengths, Weaknesses, Opportunities and Threats (SWOT), Phase 1 Task Forces, and IPGRI vision exercise (June-October 2003)

Phase 2: Strategy Workshop (24-28 November, 2003)

Phase 3: Phase 3 Task Forces and external consultation process (December 2003-March 2004)

To encourage discussion and participation, a Sharepoint site was set up on IPGRI’s intranet to allow staff easy access documents relating to the Strategy development process and to discuss these on line. The site can be viewed at: http://forum.ipgri.cgiar.org/strategy/. Trustees will be provided with details of how to access this site via the Internet.

Phase 1: 

SWOT analysis: Each Group/Programme Director conducted a SWOT analysis within their respective group/programme and a final report was drawn up summarizing the results. 

Task Forces: The following seven task forces were set up to start addressing some of the areas relating to IPGRI’s content, structure and operational environment: 

1. Science/technology/humanities/policy

2. Modus operandi/partnerships

3. People and sustainable livelihoods

4. Donor perspectives

5. Mapping constituencies

6. Trends and issues

7. Broad picture/directions

The results of each of the Task Force discussions were summarized in a report.

Vision exercise: Staff were asked to provide inputs on IPGRI’s future vision within their Groups/Programmes.

Phase 2: 

Strategy Workshop:  IPGRI organized a workshop on November 24-28, 2003, which provided the opportunity for over fifty IPGRI staff members from Headquarters and sub-Regional and Regional offices, to provide inputs into the strategy development process. The results from Phase 1 were summarised as background documents for the workshop. Broad agreement was reached on the scope and vision of the Institute, including: 1) focusing on biodiversity in agricultural and forest systems; 2) placing people at the centre of IPGRI’s work; 3) the need for an assessment of the scope of IPGRI’s activities and a validation of IPGRI’s method of working; and 4) the need for IPGRI to adapt its strategy according to changes in the external environment. 

Phase 3: 

Phase 3 Task Forces:  Following the Strategy workshop, nine task forces were set up to consolidate the issues raised during the workshop. The task forces covered the following topics:

· Stakeholders survey

· Consolidating and scoping content

· Identifying global services

· Poverty/livelihoods and learning

· New areas/scientific directions

· Ecosystem and environmental services

· Competitor analysis

· Image and messages

· Resources

External consultations: The stakeholders task force developed a process to survey over 1,000 external stakeholders. The preliminary results will be provided to Trustees before BOT 23. A final report of this consultation will be used in preparing the draft strategy.  

2.  PRELIMINARY RESULTS OF THE STRATEGY DEVELOPMENT PROCESS

Through the process, a strong consensus developed that IPGRI should aim to improve the well-being of people through the use of biodiversity. Biodiversity in agricultural and forest systems is defined broadly by IPGRI to include:

· The diversity at all levels of the biological hierarchy, from genes to ecosystems that is involved in agriculture and food production, and 

· The diversity of forest ecosystems that contributes to human well-being,

The primary emphasis of IPGRI should be the maintenance and use of the diversity of useful biological organisms. There will continue to be a major emphasis on plants, particularly crop plants, and we will continue to concentrate on intra-specific diversity.  IPGRI’s work on species and ecosystem diversity is likely to expand but will reflect IPGRI’s particular concern and experience with the maintenance and use of intra-specific diversity. For certain commodity crops that are important for the livelihoods of smallholder farmers, such as Musa and coconut, IPGRI will continue to take on a broader responsibility, going beyond the use of biodiversity.
There was a strong consensus that IPGRI should place people at the centre of its agenda. Thus, the conservation and use of biodiversity are not ends in themselves, but means to contribute to improving people’s livelihoods through increased food production and quality (nutrition and health), the eradication of poverty and protection of the environment. Placing people at the centre of the agenda also implies focusing on work that benefits specific groups of people in need, including farmers and farming communities, the rural and urban poor in developing countries, and women as key agents of development. 

The following sections relate to IPGRI’s impact, its activities, its way of working and the resource issues related to a new strategic direction.  

2. 1 Impact

The following impacts are expected to result from IPGRI’s activities. This list of impacts was originally proposed in a paper presented to the EPMR, and broadly validated through the strategy development process, although it was not directly addressed through a task force. It was also influenced by an IPGRI Innovation Fund project on sustainable livelihoods. Impacts should be thought of in terms of, on the one hand, ultimate impacts, which are the higher level goals towards which IPGRI aims, but which are beyond IPGRI’s ability to directly affect, and, on the other hand, intermediate impacts, which are outcomes that IPGRI aims to achieve and for which IPGRI should be held accountable. Thus, IPGRI aims to achieve the ultimate impacts of:

· Increasing food security and food quality

· Eradicating or alleviating poverty (see Attachment 2 for further discussion of poverty)

· Protecting the environment

IPGRI aims to achieve the following intermediate impacts (not presented in any particular order):

· Genetic diversity of useful taxa maintained
· Genetic diversity used for genetic improvement and deployed in production systems
· Income and economic conditions of people improved through use of agricultural biodiversity
· Increased participation of beneficiaries in agricultural research
· Environmental conditions improved through conservation of biodiversity
· Research systems and institutes associated with agricultural research strengthened

· Agricultural systems sustained (in the face of shock or disaster)
IPGRI should adopt an operational approach that will increase the likelihood of achieving these intended impacts, including:  

Focus on use: A focus on people, meaning to reinforce IPGRI’s focus on the use of diversity in agricultural and forest systems to benefit people and to strengthen the links between research and development. This can be done by placing more emphasis on determining and demonstrating the value of diversity and through the participation of beneficiaries in research.

Broad definition of poverty: Poverty must be defined broadly to include more than just income and material wealth-related aspects of well-being, but also to include different kinds of assets, risks and threats, institutions and the relationships and interactions between different dimensions that promote or inhibit the achievement of different livelihood goals. 

System thinking: In order to achieve the greatest impact on people, IPGRI’s work should be aimed at the level of systems and broadened to include the diversity of plants (including forest species), animals, fish, microbes, pollinators etc. Plants should remain IPGRI’s main area of work, and its work on other components of biodiversity should be pursued within the context of the agroecosystem approach, in partnership with a broad range of collaborators bringing complementary expertise.

Identify and address high priority plants: This involves targeting crops and trees that have the greatest impact potential, including those that are important in areas of high poverty, and plants that have the greatest potential to improve human well-being.

Public goods and access: Much of the technology and knowledge related to improving the livelihoods of smallholder farmers is of a public goods nature. Therefore, publicly funded research in this area, undertaken closely with farmers, must remain a priority. 

Priority setting: Priority setting and planning should be done by involving a broad range of stakeholders and partners, including beneficiaries to ensure relevance to stakeholder needs.  

Partners and beneficiaries: The Institute will need to work with a wider range of partners and beneficiaries to achieve the expected impacts.  

Communication and public awareness: IPGRI needs to communicate more effectively about the work it is currently doing that is focused on people and poverty. It is crucial for IPGRI to become better known to donors, partners and clients; this requires more attention to public awareness activities. 

Monitoring and evaluation: Monitoring and evaluation, including impact assessment is a key area in order to achieve intended impacts.  These processes should be based on a learning and self-improvement approach that engages staff and partners. 

Learning and innovation: More receptivity and encouragement of learning and innovation is required. Staff need to learn from the work already going on in IPGRI that is people-centred and further innovation in these areas should be encouraged.
2.2 IPGRI’s Activities

In order to achieve the expected impacts, IPGRI should focus on six major areas:  

· Diversity and production systems 

· Conservation of the biological resource base of agricultural production systems 

· Conservation and use of forest resources 

· Increasing productivity and marketing for selected commodities

· Increasing knowledge about diversity

· Law and policy

The conservation of biological diversity is closely linked to its use, therefore, research to improve the understanding of social and cultural factors such as decision-making patterns, local institutions, indigenous knowledge and value systems must be integrated into IPGRI’s activity areas. The core social science disciplines at the heart of IPGRI’s mission are anthropology/human ecology and economics, with contributions from geography, political science and social psychology. In order to put people first in IPGRI’s new strategy, IPGRI’s programme must promote an integrated approach between the social and economic and biological sciences. Achieving this goal will require careful attention at the operational and structural levels to ensure that IPGRI’s overall programme addresses two key areas:

1. Increasing the understanding of how different patterns of access and use of genetic resources affect genetic diversity and the conservation of useful plant species.

2. Designing conservation strategies that address social and economic and cultural factors that govern variation within and across communities, especially gender. 

Work on forest genetic resources maintenance and use often involves dealing with rather different questions and issues than those that concern crop plants. It also involves a quite different community of users. Hence, for clarity, IPGRI’s work on forest genetic resources has been highlighted as a separate activity area in this paper. 

A brief overview of each activity area is given below. Much of the proposed work focuses on areas in which IPGRI is already active; a separate section highlights emerging areas into which IPGRI could consider placing greater emphasis in the future.  
2.2.1 Diversity and production systems 
Work in this area would be concerned with the contribution that biological diversity in agricultural and forest systems can make to livelihood security, nutrition and health, and food production, such as: 

· Determination of economic and other values of diversity in agricultural and forest systems

· Nutrition and health aspects of biodiversity in agriculture and forestry

· Improved utilization of neglected and underutilized crops and tropical fruits

· Collaboration on marketing and distribution of diversity rich products

· Identification and promotion of policies or incentives for improved maintenance and use of diversity

· Support for the development of international/regional commodity chains for crops with which we are working

· Increasing the use of diversity in pre-breeding and breeding and supporting base broadening efforts

· Improving availability of genebank materials to farmers and communities 

It will also include the management of biodiversity in production systems that will be directed at environmental maintenance, reducing production costs and developing more sustainable ways of farming and of managing forests, for example: 

· Development and dissemination of improved varieties of specific crops such as banana, coconut, cocoa and underutilized species, and stimulating provision of more diverse planting materials

· The use of biodiversity for the reduction of the impact of pests and diseases

· The use of biodiversity to improve, maintain or restore ecosystem functions

· The promotion of participatory approaches to natural resource management

2.2.2 Conservation of the biological resource base of agricultural production systems 

The Institute should be directly involved in research in selected areas where there are clearly identified needs (e.g. economics of conservation, seed recalcitrance, in situ conservation). However, the Institute should retain a broad capacity and expertise so as to engage in the technical issues of all aspects of conservation theory and practice. Work on the development and improvement of methods, strategies, knowledge and tools and the establishment of appropriate global standards should also continue.  Specific areas of interest include: 

· Improved procedures for managing PGRFA ex situ, including issues relating to plant health and documentation

· Integration of ex situ and in situ conservation approaches

· Support to the development of strategies and techniques for the conservation of animal and microbial genetic resources

2.2.3 Conservation and use of forest resources

IPGRI should continue to make a direct reference to the conservation and use of forest resources. IPGRI’s emphasis on intra specific diversity of useful tree species as an entry point for its contribution should be maintained. Likely areas of work will include: 

· Intra-specific diversity and livelihoods 

· Intra- and inter-specific diversity and ecosystem function and structure 

· Gene flow 

· Effectiveness of protected areas for conservation and sustainable use of forest genetic resources

· Quantifying flows of genetic material and forest products to livelihoods and production systems 

· Exploring links between forest corridors and patches in agricultural production systems and sustainable production, food security and diversity maintenance

2.2.4 Increasing productivity and marketing for selected commodities

IPGRI should continue to work on selected commodity crops where these are of worldwide importance and have potential for improving the socio-economic condition and livelihoods of the poor. IPGRI will continue to focus on issues relating to conservation, improvement and use through a commodity chain approach.  Specifically, IPGRI will focus on the following crops: 

· Musa 
· Coconut 

· Cacao

· Coffee 

· Date palm 

2.2.5 Increasing knowledge about diversity

IPGRI’s work on use and conservation of diversity to benefit people will require knowledge of the nature, extent and distribution of diversity, and IPGRI should be at the centre of work on increasing understanding of what diversity is and what it can do. Key research areas of work should include: 

· The nature, extent and distribution of crop genetic diversity

· Gene flow

· Ecological genetics

· Development of indicators of diversity and diversity change

· Development of methods for measuring diversity

· Development of systems, methods and tools for data management and analysis 

Communicating knowledge about diversity will also continue to be an important part of IPGRI’s work. In placing people, livelihoods and poverty at the center of its agenda as opposed to focusing on plant genetic resources conservation as an end rather than a means, IPGRI will need to cater to the needs of new audiences and develop a different range of information products beyond those currently being produced in order to achieve the necessary reach and level of impact. 

2.2.6 Law and policy 

Genetic resources policy and law will continue to be a high priority for IPGRI.  Key areas of work should include: 

· International policymaking fora such as the International Treaty and the Convention on Biological Diversity

· Building capacity in law and policy among national programmes (for example, the Genetic Resources Policy Initiative)
· Intellectual Property Rights related to traditional knowledge and access to medicinal plants, access to genetic/genomic information and material

· Multidisciplinary approaches to law and policy interventions (mainstreaming economics and sociology)

2.2.7 Emerging Areas

The consequences of adopting a greater concern with use and agricultural biodiversity sustainability may well result in the need to place greater emphasis on areas that are currently emerging within IPGRI’s programme. The emerging areas proposed through the strategy development process include: 

· New organisms (microbes, mushrooms, livestock, and fish) 

· New plant categories (medicinal, aromatic, and ornamental) 

· Molecular genetics/genomics and bioinformatics (Challenge Programme ”Unlocking Genetic Diversity in Crops for the Resource-Poor”

· Role of genetic resources in providing environmental services (soil stabilization, water conservation, carbon sequestration, and reduced use of pesticides)

2.3 IPGRI’s Way of Working 

IPGRI’s way of working through partners and networks should continue except where there is an immediate, significant and obvious advantage to IPGRI assuming sole, direct responsibility for work.  The new strategy should reaffirm the importance of a partnership modus operandi, and recognize the important role of partners in implementing IPGRI’s programme of work. In order to increase the impact of agricultural biodiversity on poverty, food security and environmental health, it will be important to increase the involvement of stakeholders in agricultural biodiversity conservation, use and management. Traditional and emerging partners include:

	Traditional partners
	Emerging partners

	· Networks

· International research organizations

· Donors

· Universities

· Research organizations in developing countries

· National Agricultural Research Institutes

· Research organizations in developed countries


	· Rural farmers

· Rural women

· Urban or peri-urban farmers

· Non-governmental organizations and community based organizations 

· Health and nutrition sector

· Policy makers 

· Environmental organizations

· Global Private companies

· Local private companies

· New donors (with interests in disaster relief, global peace and security, human nutrition and health)


In order to maximize a partnership approach, the following values should be adopted or strengthened: 

· Reduce bureaucracy to a minimum

· Ensure transparency

· Promote the true empowerment of partners in order to ensure the sustainability of activities initiated

· Provide leadership and/or coaching

· Ensure the continued transfer of knowledge, technology and information in a cost efficient manner

Other important aspects of IPGRI’s way of working include the provision of global services, serving as the focal point for the CGIAR’s genetic resource work, strengthening national programmes, building capacity, and supporting networks.  Each of these aspects of IPGRI’s modus operandi is elaborated briefly below. 

2.3.1 IPGRI as a provider of global services
The role and responsibility of providing a global service implies a long-term commitment to ensuring the availability of that service on a continuing basis, and in an equitable manner to anyone, worldwide. The service might be delivered through action, advice, assistance, information, or a combination of these. IPGRI may be a sole provider or operate within a partnership of providers, depending on which would guarantee a more comprehensive service. The following areas of IPGRI’s work could be considered global services: 

1.
Information: IPGRI should aim to become a global clearing-house for information on biodiversity in agriculture and forest systems, to complement and support national and global strategies, plans and programmes. This will include: 

a) Providing information on PGRFA conserved ex situ through the System-wide Information Network for Genetic Resources (SINGER) and expanding links with Musa Germplasm Information System (MGIS), the European Internet Search Catalogue (EURISCO) and other global, regional and national crop information systems

b) Providing information on in situ conserved PGRFA, building on the information system under development for crop wild relatives 

c) Linking crop, livestock, forest, aquatic and related information systems

2.
Public Awareness: IPGRI should aim to be the/a leading global force and voice in raising awareness of the importance of agricultural and forest diversity in livelihoods and human well-being, poverty alleviation, food security and environmental protection aimed at:

a) Heightening public recognition of the value of diversity

b) Creating a supportive policy, institutional and financial environment for research into the conservation and use of diversity

c) Elevating agricultural and forestry diversity in the environmental movement

3.
Conservation including: 

a) Conserving and distributing Musa germplasm and coordinating the International Coconut Genebank

b) Providing a focal point for coordinating the provision of technical advice and support to the operations of the Global Crop Diversity Trust

c) Furthering the “conservation movement” as it relates specifically to agriculture and forestry


2.3.2 Coordinating genetic resources work within the CGIAR 
The System-wide Genetic Resources Programme (SGRP) would continue to serve as the mechanism for strengthening the CGIAR System’s contribution to genetic resources management, research, policy, information, awareness and capacity building, including: 

· Integrating work across crops, trees, livestock and fish

· Facilitating development of new areas of inter-centre work and collaboration

· Representing the System’s responsibilities and work in international meetings, and coordinating its contributions to global strategies and programmes

· Managing and developing (SINGER) 

· Providing for collaborative research within the Challenge Programme ”Unlocking Genetic Diversity in Crops for the Resource-Poor”. 

2.3.3 Strengthening national programmes

IPGRI should continue to contribute to national programme development to enhance and support work devoted to genetic resources conservation and use in developing countries. The activities undertaken (largely by IPGRI’s regional groups) to support national programmes should continue and are likely to include a focus on capacity building, providing information, and building the public awareness capacity of national programmes. Support to regional networks and organizations should also continue to be an important means by which IPGRI supports national programmes.  

2.3.4 Capacity development

The aim of IPGRI’s capacity development work will continue to be to reach the widest group of partners with the most useful information in cost effective ways for maximum impact and effect and to assist national partner institutions to meet their own goals. IPGRI’s work will have four main thrusts:

· Building IPGRI’s ability to identify, mobilize and use appropriate capacity development resources and skills;

· Supporting development of capacity and training of trainers in learning institutions in the regions with the aim of establishing independent centres of excellence in key areas in all regions;

· Building alliances and coalitions to support capacity development;

· Building capacity for participatory approaches to priority setting and problem solving;

· Enriching curricula by providing learning modules, training guides and other materials suitable for direct and distance learning. 

2.3.5 Building and managing networks

Networking should remain an important means by which IPGRI carries out its work.  It may be necessary to take a more critical approach to the creation of networks in the future so as to ensure they have robust and effective mechanisms to ensure sustainability, including effective communication mechanisms and tools, and a sound funding basis. IPGRI may also need to take a more pro-active approach to ensuring that existing networks that are crucial to crop or forest genetic resource operations remain viable. 

2.4 Resources

To establish a resource base sufficient to implement IPGRI’s new strategy, IPGRI could/should: 

· Encourage traditional donors to continue to support IPGRI as it moves into implementing its new strategy by ensuring that donors are involved in the review and refinement of the strategy and in the development of new proposals.

· Diversify funding sources (governments, other multi-lateral donors, individuals, foundations, marketing systems, etc.). This is essential while ensuring that IPGRI is not caught by the politics of the economic winds of one source or another.

· Examine donor funding that concentrates on development paradigms/models such as sustainable livelihoods, poverty reduction, income generation and hunger reduction, environmental protection and overcoming malnutrition/nutritional food concern. Based on this, develop materials that show how these development goals can be met by promoting conservation and use of biodiversity in agricultural and forest systems. Link IPGRI’s research to development projects where feasible and appropriate.

· Look closely at competitor(s) for funds and examine how to convert this competition into partnership when appropriate.

· Build strong relationships between scientists, managers and donors. Strengthening relations between IPGRI staff and donors will require serious investment (including budgetary allocations) in donor visits to cultivate long-term, mutually beneficial relationships and establish trust between donors and IPGRI staff.

· Increase awareness among IPGRI staff on issues relating to restricted versus unrestricted funding, overheads and cost recoveries, funding core activities, maintenance of core budgets spending, financial management of project expenditures, and Institute reserves.

· Raising awareness of the impacts of biodiversity and the importance of IPGRI’s work is expected to be increasingly important to help IPGRI raise the funding support necessary to implement its new strategy.  Of particular importance will be awareness raising among donors and those who influence them, and marketing the Institute to donors.  

· Monitoring and evaluation (including impact assessment), both for accountability to donors and for learning and improvement are critically important to securing and maintaining credibility and donor confidence. 
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