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COMML 'rs, 

-
ro: RWL 

-

SUBJ ECT: International Agricultural Development Service (IADS) 

In response to your memorandum of March 3, 1981, we have 
attempted to sort out the most important issues with respect to IADS ' 
future and to prepare the necessary background for your consirlerat"ion . 
We have also been in contact with Dr . Sterling Wortman and Colin McCJung , 
both of whom have prepared background documents about I/\DS which we ro .nd 
very useful. We suggest that if you can find the time to do so that you 
read these also . (Copy of McClung ' s paper attached . You have copy of 
Wortman ' s paper . ) 

We have tried to focus only on what we think are the key issues 
which you and the RF Board will want to address . In this memo ·.,'e shall 
not try to exhaustively document or elaborate each point . However , that 
could be done if you wish . Rather , we think at this stage that we would 
like to set before you those important aspects about the IADS and the 
IADS- RF relationship which would provide you with the infonnation you 
need to make the judgment about the future RF support to IADS which you 
can bring to our •Board . We have stated the major issues under the following • 
headings : 

What was the rationale for creating IADS? Are the arg1.1ments 
still valid today? 

IADS had i t s origins deep in the roots of the experiences gained 
in the Foundation ' s own agricultural program activities . We strongly believed 
then that the solution to the food and nut r i tion problem (as well as general 
economic development ) of each nation is a matter wh i ch must be addressed on a 
country by country basis . Although considerable progress has been made since 
the end of World War II in strengthening internati onal and national institu-
tions which are vital to national agricultural development (the international 
banks funding for agriculture , the international agricultural research centers , 
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the World Food Counr;il, the bilateral n.ssistance pru~n1r11s, etc.), the f·cct 
rr·rr.ains that popuJation pr·essures and the ernergenc,; of new nations with 
inadequate develor~rnent infrastructure re11,ain today as a serious threat to 
the survival of Mi]lions of peop]P. 1/IDS WRS cre:.d,•cl bEcn.ur;e o:: (a) the 
worsening outlook for world food suppliPs rcl:1tive to pupulatiori, (b) the 
inadequacy of effc:,r•ts by Lhe develupinc~ c01rniri0s to rkvelop tec_rnology 
and transfer it to farncrs, and (c) the crnnplexity of the process of agri-
cultural development and the attC:;nclant need for ;:i.tt,·nLion to ma.'.1y factors 
other than research, if food production is to be incrc-9.sed and standards 
of living raised . 

Originally IADS was perceived as a develonrnent service to include 
not only a;:;riculture but also as a .model for health, population '1.nd education 
programs, which in time might be added to an expanded IADS . BPcause of 
limited rPsources and because our earlier experience in helping nations to 
strengthen agricultural research programs , IADS focused initial,_y in that 
area . It has broadened out into agricultural development projects and should 
continue that trend in agriculture , but IADS has not embarked on programs in 
other areas . 

The CGIAR , recognizing the need to assure that the work of the 
international centers has an impact in target nations , created :SNAR 
(International Service for National Agricultural Research ). We not only 
helped to hring ISNAR into being, but we continue to be supportive of its 
proposed programs. However , our own efforts have shown that agricultural 
resea.rch alone will not solve the food problem much less other aspects of 
economic development . Thus we believe that research , in order to be effective, 
must be linked to social , political , and economic considerations , especially 
in putting to work research knowledge in agricultural and rural production 
programs . 

We stated in our docket of 1975 : 

"Among the obvious remaining weaknesses in the interc1ational 
efforts to combat hunger are the inabilities of the poorer 
countries , especially the smaller ones , to draw in and utilize 
effectively the diverse sorts of technical and financial 
assistance available from many public and private soc1rces . 
Characteristically , the countries have weak institutions and 
inadequate numbers of trained people . Governments freq_uently 
are relatively new and are headed by individuals with little 
experience in forcing the pace of agricultural development . 

"IADS was established as an i nitiative of The Rockefelle r 
Foundation for the purpose of ass i sting developing countri es, 
individually and collecti vely, t o accelerate agri cultural 
productivity and rural prosperity while strengthening their 
own institutions so that progress can be sustained on a 
continuing basis ." 
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The arguments would appear quite persuasive that the bqsic 
reasons for creating IADS in 1975 are as compelling today as in 1975-
'l'hus in summary, insofar as the need for an IADS is concerned: 

1. Tht're re.rlain at least 70 countries urgently in need of 
development assistance - affecting 1,500,000,000 people . 

2 . No other non-governmental organization that we know of 
is prepared to act on behalf of the 1·ecipient nation to 
marshal resources and assist them, across the board, in 
agricultural development programs . 

3 . IADS has almost unlimited flexibility in designing its 
assistance procedures to meet each country ' s needs . It 
can provide a wide range of consultancy services, seek 
and place qualified individuals in countries at the 
countries ' request , collaborate directly in production 
programs, act as an "honest" broker on behalf of a 
country in getting needed services . 

Operational Procedures - How does IADS function? 

This question may not be critical insofar as the RF ' s decisions 
are concerned , but it is important to have an understanding of ~ow IADS 
is organized to address the problems it was created to help resolve . For 
us it is important to know the answers to : 

1 . Does IADS function efficiently in terms of its manpower and 
available resources? 

2 . Does IADS function effectively in terms of achieving successful 
results in country programs ? 

3 . How is IADS perceived by recipient countries , by donors, and 
development agencies? 

Substantive information can be provided to confirm a positive 
response to each of these questions . 

Secondly , with regard to the administration and management of IADS , 
these points are covered in ACM ' s memo , but we can elaborate any aspect in 
more detail if so desired . 

Administrat i vely , with respe ct to the Foundation , there are no 
services which IADS receives from the Foundation which i f now terminated 
would hamper its operations . Initially IADS relied on the RF fo r certain 
functions ( comptroller and fellowship services especially ) because it was 
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more efficient to do it this way. !ADS is now vapable of provi ling i Ls 
own administrative services. Tl111s this 'lll•'stion is no longPr a 1 imit,8.ti.on 
to IADG' s i nd<.'pl;nrlr nee . 

Althoueh 1./\DS was cre:atPrl i nit hlly to assi s l; nations in strcngthc ni ng 
their food 1.nd agricultural systems, a goal of tbe C0H progr8.ffi, it could, usLng 
the so.me model, t1ssist nations in utr·cngthening health and pupulci.tion efforts 
and educatirnal probraJllS as well. These ln.tter at;tivitiPs have not ·br,cn 
attempted by IADS . It has focused only on the food and agricultural sector . 

In the long run it is felt that if a successful organization can be 
established to assist needy nations in strengthening their agricultural systems 
and further to help their economic development , this would be a worthy achieve-
ment for the RF-C0H program . Were there to be such an organization in place, 
the RF could turn its attention to other promising activities . 

The RF has success fully helped to establish an international agri-
cultural research system and that has been a spectacular achievement . The 
task of accelerating agricultural development where it is needed , while an 
ambitious goal , is beyond the resources of the RF to achieve . But the RF can 
undertake to try new approaches and to innovate . IADS also should have, and 
we think it does have , the built-in quality of imagination , innovation , and 
aggressive leadership to address the formidable problems which are still with us . 

The purposes of IADS are identical to those of the C0H program, i . e ., 
the alleviation of poverty and hunger . IADS is an extension of our own 
initiatives in this endeavor , but it can go far beyond what the RF is capable 
of doing with limited resources . 

Has IADS been successful? By what measures or criteria? 

There is little doubt that IADS might have grown beyond its current 
size if the IADS Board and management as well as RF officers were not sensitive 
to the negotiations regarding the development of ISNAR . With ISNAR now having 
come into being and recognizing that while there is complementarity between the 
two organizations, and no merger is anticipated, it is now possible for IADS 
to chart its own course and aggressively develop its programs . Nevertheless, 
even with the foregoing, IADS has made a lot of progress . Its list of achieve-
ments are substantial considering the size of the operation; it has established 
its own creditibility among client nations and development agencies , and its 
professional staff has grown modestly . In terms of return to RF investment , 
the IADS operates with a program budget many times the size of the RF ' s contri-
bution . In 1977 , the second year' s operation , the rat i o stood at 1 :1 approxi -
mately ; in 1978 , 2 :1 ; in 1979 , 3 : 1 : i n 1980, 6 :1 ; in 1981 , 10: 1 . Although this 
leverage ratio will vary , i t i s expected that the present trend will continue . 
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What are the future inJ)l ic,1.Lions of the TADS's rel.,tionship 
to the Foundation? .s2._c:...<:l_f'j (;ally, what about_ t_h~_ocation 
issue? What about f~1ture su_p_roi·t? 

If we br>l i eve there ·is a (·orn1Je l Jing reason fr)r an organization 
such as IADS to P.-..ist, and if WP. lw ieve that the TAUS pro~rr>.rns are supportive 
of the RF progr: n 1__;oals and purpo ;es, t1wn we are in a position to decide on 
some level of RF commitment, in prin~iple, to IADS for a certain period of 
t·ime . Having se,rne notion of the level and nature of the RF support, IADS can 
aJdress its avm l~ve 7 opment strategy. Without some continuing 7 evel of 
Foundation support , T/illS cannot strike out confidently at this time to achie ,e 
both an expanded program and its financial independence . 

In addition to the contractual assistance projects which IADS has 
undertaken, IADS provides non-reimbursable services. These include consultancies, 
assistance in project preparations and grant funded technical assistance . In-
direct or non-reimbursable activities include conferences, support to and parti-
cipation in leadership workshops, and preparation of development oriented 
literature . 

We believe that it is very important for IADS to expand the indirect 
service component . This will be the most difficult to achieve because it means 
raising the level of grant support . However, IADS is confident that with the 
kind of reputation already established , it is possible to approach funding 
sources for this level of support . IADS is committed to this activity; however , 
we believe that to succeed they must separate physically from the RF and not 
continue to be perceived as an RF subsidiary (which they have been) . 

What is needed? 

First, we hope that future support to IADS can be used exclusively 
for special project support . If IADS is to carry out the kinds of programs 
that will assist especially the very needy nations, IADS will require some 
level of unencumbered funds. Some funds for this purpose may come from 
project income, most from grants (including the Rf support) . Projecting the 
levels of costs and of income of the IADS operations would suggest that a 
shift in that direction (i.e., from core to project support) would be feasible 
in a five-year time frame . In fact percentage-wise, the level of RF funds used 
for core operations have declined from about 91% (1976) to about 25% (1980) 
($993,000 to $297,000 respectively in costs; totalling $1,037,000 (1976) and 
$1,570,000 (1980) respectively ). The trend has been a shift away from use of 
RF funds for core operations to use of our funds for indirect services and 
special projects. However, with an anticipated change in location and the 
need to strengthen its headquarters staff capability, there will be a temporary 
reversal of the current trend in use of RF funds over the next 2-4 years until 
the level of operations is adequate to cover the operations overhead . The 
"bulge " in need for RF support will occur in 1982-83 and possibly 84, after 
which time IADS should be quite close to covering core operations from contract 
project income. We are proposing something like a 2,500,000 - 3,000,000 figure 
spread out over approximately five years, charged against COH program activities, 
which will cover the cost of the move and increased operating costs of IADS . 
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Furthermore, if such a commitment is feasible, we bel"eve IADS 
should plan its St!parrition physically from the Foundation during the nPxt 
12-18 liionths . The IAJS management has mac.le a serious study of possible 
locations and with the consent of its Boa1:d is prepared to move out of the 
Foundation offices. We not only ericou:cage such a move, but bel:.eve it is 
ne~essary if IADS is to broaden its support base . 

We believe it will be necessary for the RF to assist :;:ADS to 
accomplish the move and recommend that we be prepared to do so . We believe 
that IADS should rent office space and not invest in a phJsical plant at 
this time . The cost of moving might be in the range of $250,000 - $400 , 000 , 
which includes severance of certain support staff , acquisition of office 
furnishings , cost of moving IADS owned furnishings and equipment, and cost 
of staff transfer . 
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