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Executive summary

In April 2005 the CGIAR Sub Saharan Task Force recommended that two centres working in eastern and southern Africa, ILRI and ICRAF, consider a collaborative arrangement where they could share information, research support and programs and corporate services functions wherever possible.  This recommendation translated into a regional alignment of the MTP for collaborative research in eastern and southern Africa and an alignment of research support and corporate services to increase efficiency and effectiveness in the provision of research support, information technology and corporate services to both ILRI and ICRAF.

The intent of the alignment of support services is to build on the already existing collaborations in IT, procurement, research support, human resources, finance operations, communications and joint training activities.  ILRI and ICRAF managers have resolved to harmonise, broaden, align or merge activities where feasible to foster synergy between the two centres.  This, however, does not exclude any other CG centres in the region or in the systemwide programs.  The alignment will be facilitated through five mechanisms:

1. A common Research Methods Group

2. Common HR strategy, systems and policy

3. Common IT platforms and systems

4. Common financial policies and processes

5. Rationalised and harmonized procurement and operations services

Human Resources and Information Technology are viewed as the pillars for the success of the alignment without which the overall outcomes could be limited and unsustainable.

The governance mechanisms support the efforts of alignment through clear accountability and responsibility in the management of all resources and oversight of the processes.  The  communication strategy will strengthen the commitment of staff and ensure that all those directly impacted by the alignment including stakeholders and other interested parties are adequately informed of the various stages, challenges, milestones, achievements and impact of the alignment process.

It is anticipated that this process will be implemented over a three to five year period before full alignment and harmonization is achieved in the targeted areas.  Long term savings are anticipated but in the start up process, significant investment is required to cover the additional costs beyond what ILRI and ICRAF are already absorbing in terms of staff time and other attendant costs incurred in developing the process.  

Request for funds :   The total budget is estimated at UD$4,252,500.  ILRI and ICRAF request a 25% contribution from the CG Secretariat of US$1,078,500 to support the alignment.
Rationale

The report of the Sub Saharan Africa Task Force (April 2005), recommended closer alignment amongst the CGIAR centers working in eastern and Southern Africa, in terms of  their research programs, and sharing of research support services, information  and corporate services where possible. The research program alignment is being addressed by the CGIAR centers preparing a regional medium term plan for collaborative research in eastern and southern Africa. This research planning process is being coordinated by ILRI and ICRAF, on behalf of the Future Harvest Alliance Executive.  

This proposal addresses increasing the efficiency and cost effectiveness in the provision of corporate services, information technology and research support services, to serve the current and future needs of ILRI and ICRAF, and their partners, including other CGIAR centers. In some areas ILRI and ICRAF have been working together and sharing staff for several years.  The intention is to expand the range of common services, building on past experience, and where necessary to develop common policies and practices to underpin the provision of additional services.  The two centers are supporting these developments by their respective commitments of substantial staff and financial resources, and are requesting supplementary financial resources and expert advice from the CGIAR secretariat to accelerate the process in 2006/7.  

The goal of the alignment in priority corporate, information and research services is to provide better logistical support for the collaborative research work being undertaken by ILRI, ICRAF and their partners in Eastern  and Southern Africa, and thus increase the productivity of the research, and its positive impact on hunger, poverty and the environment in Africa.  

The nature and intent of the alignment of support services 
ICRAF and ILRI have already been collaborating over the past six years on joint services mechanisms such as:  
· Joint IT Manager
· Joint procurement of certain goods and services including joint insurance, staff health insurance scheme or software licenses
· Collaborations in research support including sharing of training and other support materials, exchange of data sets and technical information on research methods.

· Collaboration in Human Resources, Finance and Operations (e.g. G&D activities, banking, security)
· Collaboration in “back-office” work in Communications (Bruce, examples please)

· Joint training initiatives

ILRI and ICRAF managers have systematically reviewed the research support and corporate service functions with a view to harmonize, broaden, align or merge activities wherever optimal in order to support research work better.
Through this alignment of services, ICRAF and ILRI seek to  enhance the quality, cost effectiveness and range of the support services to all CG Centres, CG challenge and System wide Programs
 throughout East and Southern Africa. 
This alignment will take place through :
1. A common Research Methods Group
2. Common HR strategy, systems and policies

3. Common IT platforms and systems
4. Common financial policies and processes
5. Rationalized and harmonized procurement and operations services

The pillars for the success of the alignment work are the work on Human Resources and Information Technology without which overall success could only be limited or short-lived in other areas.  
As detailed further in this document, the approaches in the various areas will differ because the role, the history, the objectives, the scope and the size of the concerned functional areas are also very different: While joint units for Research support services and the ICT function can be created fairly quickly and enhance and sustain the alignment work in those areas, the alignment will take place in corporate services first through the unification/harmonization of strategies, policies, processes, information systems and by taking better advantage of economies of scale. New joint appointments and specialization of services across the two centers will also catalyze the alignment.

Keeping in mind the ambition of the original proposal for this alignment work presented to the AGM in December 2005, ICRAF and ILRI are expecting to put in place systems and accumulate learnings that could benefit not only the other centers hosted by ICRAF and ILRI but eventually all centers and programs working in East and Southern Africa. This initiative could be the first step towards a greater networking and integration of research support and corporate services throughout the region.
It is  important that the initiative currently in process in Nairobi is carried out in collaboration with the shared service platform (IRSS) that IWMI and World Fish are currently setting up in Asia. This is already on-going and will facilitate joint learning and may lead to more integrated systems across centers in the two regions.

Priority Areas 
As explained in greater detail below, discussions and planning sessions between staff of both centers have resulted in the following prioritized list of alignment areas :
	Priority Areas
	Work started in 2006
	Work to start in 2007

	1.  Research support services
	Research methods (research quality systems, research design, data management, data analysis  and GIS)
	· Intellectual Property management

· Environment, Occupational Health and Safety

· Research management and Grant/donor/partner management system



	2.  Corporate Services and related areas
	· HR (pillar 1)
· IT (pillar 2)
· Finance
· Procurement of goods and services and inventory management
· Facility management

· Internal Audit
· Tax advisory services

· Transport

· Security

· Housing and catering

· Conferences & Visitors
· Common offices outside Nairobi


	· Legal support
· External Audit

· Asset management

· Protocole
· Services to hosted institutions




Milestones for the work planned in those areas are presented in Appendix 1.
Approach to alignment in Research Support

Research quality was traditionally seen as the responsibility of individual scientists. However the current world of research for development makes that approach not viable. This is particularly the case within the ESA MTP, due to the following characteristics:
· Focus on high profile, urgent problems, meaning many people will be paying close attention to the results

· Work on complex problems which typically require multiscale, multidisciplinary and integrated methods, meaning no individual scientists understand the full scope of the activities

· Implementation though complex institutional arrangements involving many partners.

To meet the quality challenges, alignment in Research Support is focusing on the two areas: provision of technical support to staff, students and partners in research methods, and in devising and implementing research quality processes.

Both ILRI and ICRAF (and other CG Centres) have for long maintained small technical support groups giving advice in research design, data management and analysis. These areas are often referred to as ‘biometrics’,  though as important in social as in biological sciences. These small, independent teams were often too small to provide the range of support needed to the broad research agendas. They were also too small to engage effectively in proactive work on methods or value-adding activities such as writing books.  The staff of these small units were also increasingly tasked with devising quality management systems for the institutes, as the increasingly complex agendas and operating environment made explicit attention to this important.  

The approach to alignment in research methods and quality management has been to form a single Research Methods Group (RMG) from the small units at ILRI and ICRAF. The aim is to provide a unit which can provide a broader range of relevant services, and deliver these more effectively, though merging the resources of both centres.

The  RMG is a single, integrated entity serving the needs of both ICRAF and ILRI. Staff have a formal contract with one or other of the institutes but work for both, with a single programme of work and single management structure.  Evolution of this has been stepwise, starting with agreements to cooperate and reaching the stage of a single integrated budget in 2007.

A third motivation for forming the RMG is provision of similar services for other CG centres working within the region. It will often be more efficient for a project located in E Africa to obtain support from a unit located here, rather than in the HQ of another centre in another continent. Several centres have expressed strong interest in contributing to the RMG and we will follow up on these when are key operations are well in place.

The integrated RMG will then be well placed to support the needs of the ESA MTP

Approach to alignment in Information Technology

ILRI and ICRAF Information Technology Units have shared a common IT Manager since 2001. The two units have been working to harmonise the ICT strategy, policies, infrastructure and procurement. ILRI and ICRAF have linked their 3 principal campuses (two in Nairobi and one in Addis Ababa) enabling staff to work and access information and applications seamlessly whatever their location and to make video and voice calls at no cost between the three sites.

The approach to the alignment in ICT is as follows :

· A joint ICRAF-ILRI ICT Steering Group made up of senior managers of both institutes will provide oversight of the ICT functions. They will work with the IT Manager to finalize and bring to fruition a joint ICT strategy, joint policies, a joint business continuity plan for ICT and setting future priorities to realize the common approach to Information and Communication Technologies.

· A single ICT Unit will be created to support both institutes. Aside from many obvious benefits in terms of planning, coordination, resource-sharing, skill-building, a single unit will enable individual expertise to be fully utilized by both institutes. An important step in this process will be an Internally Commissioned External Review (ICER) covering both centres scheduled for October 2006. The joint Unit will consist of 4 groups for: infrastructure development; helpdesk support; communications and information systems. Common HR policies and practices will facilitate this process.

· Some of the major gains will be achieved by implementing common applications and information systems for ILRI and ICRAF. The joint information systems group will coordinate the systems analysis, selection, implementation, administration and maintenance of ICT systems. This will develop an integrated IT systems architecture across the various functions of the institutes ( e.g. Grant Management, HR, Finance, Bioinformatics).

· This unification will facilitate the develop a common and integrated business continuity plan for ICT.

· The planning, upgrading and implementation of the infrastructure and internet connectivity will be facilitated. Large storage systems at the 3 sites will enable off-site backups of critical data to be available almost instantaneously. 

· The roll-out of communication tools that make use of the internet technologies will grow and cover all offices where ILRI and ICRAF staff are located.

Approach to alignment in Corporate Services

The management teams of both institutes have informed themselves about similar previous experiences. While constituting a logical solution on paper, many shared service centers have faced serious challenges in the private and public sector, including in Nairobi.  The two centers decided that that option was not optimal for them and hosted institutions at this time for two main reasons :

1. Successful service centers require a heavy investment in physical infrastructure and a sophisticated IT environment which Nairobi would not be able to provide at this time. 

2. Even if it were technically feasible, a service center requires unified policies and processes and a strong planning capacity and discipline by its users. It also has the potential to create a very strong disconnect between user and service units.

We believe that we can achieve the same results and even possibly create a service center in a few years by a decisive but gradual and participative approach. This approach based on broadening the resource base and complementing of strengths and close in-depth collaboration leading to an increasingly unified corporate service culture and structure seems much more feasible and more likely to succeed in our environment and organizational cultures.

We believe that alignment will materialize through the development of common, harmonized or aligned :

· Strategies (e.g. in the HR area)

· Policies

· Processes

· Structure and staffing

· Information Systems

· Service offerings

· Service receivings

This alignment seeks to:

1. Take advantage of economies of scale, efficiencies

2. Take advantage of possible synergies, improve support structures as a whole and make a more optimal use of resources across the institutes

3. Improve skill level and expertise across the institutes by learning and sharing 
4. Provide better, more up-to-date, more customer-oriented services

5. Use cutting edge systems and technologies

6. Pull expertise together that can benefit all centers
7. Facilitate cross institutional scientific interactions
8. Improve donor appeal through leaner structures and costs

9. Serve as a learning process for the CGIAR
Management of the alignment process

The governance of this process rests with the two Boards of Trustees. In order to do this even more effectively, the two Boards are planning to appoint a joint Board member whose areas of expertise would encompass the areas covered by the alignment process, especially in the corporate service area. Regular reporting mechanisms to the Boards have been put in place.

The implementation of the process is the responsibility of the Directors General assisted by a subset of their senior leadership teams, especially the Directors for Research, Partnerships & Communications and Corporate Services.  

Success necessitates the application of effective leadership and project management mechanisms.  It also requires the establishment of an important social capital and trust between staff of the two institutes at all levels.  

The senior managers involved in this effort are in the process of developing the following tools to manage this process effectively:

· Detailed workplans with clear accountabilities for results and resources, milestones (detailed in Appendix 1) and time-lines
· Risk analysis and mitigation plan for alignment activities

· Monitoring and evaluation plan for alignment activities

· Communication Plan for staff and stakeholders for alignment activities

Those plans will be reviewed and updated regularly.

The alignment of Research support services is led by the ICRAF-appointed head of that unit assisted by an ILRI-appointed deputy. The Directors of Research are heavily involved in approving key decisions and actions and monitoring progress.

In Corporate services, including ICT:

· The alignment process is coordinated by a team made up of the unit heads of both institutes.  The managers, assisted by the staff of their respective units, have defined cross-institute three to five-year functional “alignment plans”. These plans have been incorporated into their three-year units’ work plans and their individual work plans. The implementation of these plans will be closely monitored by the unit managers themselves and the directors of Corporate Services.   The plans will be revised as required and in response to any emergent issues in the course in implementing the alignment activities.

· An Advisory Panel comprising representatives of CGIAR Internal Audit Unit, SAS-HR, Representatives of non-Nairobi centers, representatives from research colleagues (Theme directors and other scientists) and Staff associations will also work closely with the directors overseeing the concerned areas and the joint ICT manager to advise and monitor progress.
· As indicated above, the Corporate Service team has already started working in collaboration with the IRSS that IWMI and World Fish are setting up.

Those governance and management mechanisms are illustrated in Appendix 3.

Expected Results and Resource Requirements 
Expert advice and funds are being sought from the CGIAR for two main reasons:
1. While this process will undoubtedly generate long-term savings- savings higher than those the centers could have achieved by working on the same areas alone- , ICRAF and ILRI also recognize that substantial investments in staff time and funds to start and sustain the alignment work are needed- greater than the sum of the investments each center would have made individually. The support of the CGIAR is therefore sought to cover those additional costs. The longer-term savings will accrue to both centers and also directly benefit all other centers and CG programs hosted at ICRAF and ILRI throughout East and Southern Africa.
2. As already mentioned, it is critical that the work in the areas of Research Support services, Human Resources and Information Technology is successful to enable the full fruition of the alignment work in all other areas. The support of the CGIAR is therefore also necessary to support the work in those areas.

The Centers have committed to absorb the initial actual costs of staff time and other attendant costs incurred in developing this process. There are hidden costs that can not be fully quantified that each center is absorbing through embarking on this process such as the short-term loss of productivity faced by each institute while staff at all levels engage in this transition. 
The funds being requested from the CGIAR will be used to finance :

· Professional expertise and services 
· Information Technology system development 
· Learning, planning, monitoring and evaluation, team building and communication activities during this very process.
We anticipate that the budget for the activities will be approximately UD$4.095m.  Of this ILRI and ICRAF are requesting funds of up UD$ 1.09m or 27% of the anticipated cost. The detail of those costs is shown in Appendix 2.
Appendix 1 : Milestones

Main milestones for the alignment of  Research Support Services

	ACTION
	Milestone for the end of 2006
	Milestone for the end of 2007
	Milestone for the end of 2008

	1. Establish joint Research Methods Group (RMG)
	RMG functioning with approved strategic plan
	RMG achieving milestones under 5 objectives and recognized within ILRI-ICRAF
	RMG providing services to all partners of ESA MTP

	2. Revise research planning and implementation procedures to ensure quality
	
	Aligned procedures for review and documentation in use in ILRI and ICRAF
	Common procedures adopted within ESA

	3. Identify research methods gaps and devise approaches to fill them
	
	Capacity in place to provide technical support in emerging science areas needed by at least 3 project
	RMG the supplier of choice for technical support in research methods among ESA projects

	4. Design and implement research data management strategies 
	Aligned data management policies adopted in both ILRI and ICRAF
	Priority projects in ICRAF and ILRI fully implementing data management policies
	ESA MTP projects using best practice for research data management

	5. Merge GIS/RS service facilities
	
	GIS/RS service operating a s single ‘shop’
	Spatial analysis demands of ESA MTP projects being met 

	6. Build capacity for quality research among partners in ESA
	
	Strategy devised and funding proposals prepared
	Funding secures and implementation started


Main milestones for Information and Communication Technology
	ACTION
	Milestone for the end of 2006
	Milestone for the end of 2007
	Milestone for the end of 2008

	1. Joint Unit
	New structure defined in detail
	New joint unit operational and functioning well;

Common strategy and policies
	

	2. External network upgrade
	Implemented
	
	

	3. New storage systems 
	Implemented at ILRI
	Implemented at ILRI and ICRAF
	


Main milestones for  Corporate Services
	AREA
	ACTION
	Milestone for the end of 2006
	Milestone for the end of 2007
	Milestone for the end of 2008

	HUMAN RESOURCE MANAGEMENT
	1. Development of a common HR strategy
	Consultant firm retained


	HR strategy defined and common mission of HR Units
	

	
	2. Harmonised HR Unit management structure and staffing
	Harmonised HR structures and coordinated recruitment of new HR positions
	Developed common unit work plan


	One key HR function fully aligned

	
	3. Development of common policies 
	Common job classification system and harmonized compensation philosophies – well under way

	Complete prioritized list of policies to be  jointly reviewed 

(all policies and practices harmonized by 2010)
	

	
	4. Streamlined and harmonized processes
	Recruitment process mapped and improved.
Staff welfare activities harmonized.
Joint recruitment panels for senior staff positions in both ILRI and ICRAF. 
	Identification of other HR processes for alignment especially Salary & Benefits Administration, on-line Performance Management
	From 2008 processes to be reviewed as new policies are developed and existing policies revised



	
	5. Common HRIS system
	Review of several systems 


	Analysis of needs completed and suitable software solution selected and ready to implement
	Implementation of new HRIS finalized

	
	6. Joint contracting of service providers
	Identified common service providers for insurance, recruitment, facilities management


	Negotiated joint contracts for recruitment agencies, legal services, counseling, training and compensation surveys
	

	FINANCE
	1.  Common policies
	Common investment and foreign exchange policies
	Common finance policy manual
	

	
	2.  Harmonized processes
	Five major process areas mapped and action plan for harmonization in effect
	Remaining processes mapped and harmonized
	

	
	3. Common information systems 
	 
	Analysis of needs completed and new system identified
	New FIS implemented

	
	4. Harmonized service offering
	Gap analysis for supply management, tax & pension administration completed
	
	

	
	5. Joint contracting
	
	Common investment manager and local bank retained
	

	SUPPLY MANAGEMENT
	1. Harmonized structure
	
	Procurement unit and stores specialized by area of expertise and volume shared between the centres

Protocol activities coordinated jointly
	

	
	2. Common policies and harmonized processes
	
	Common policies and practices 
	

	
	3.  Information systems
	
	Analysis of needs completed and new system identified
	New FIS implemented

	OPERATIONS AND OTHER AREAS
	1. Joint provider of operations management services
	Contract common facilities management provider at both locations with coordination across locations
	
	

	
	2. Joint field offices
	ILRI hosted by ICRAF in Maputo and Delhi


	ILRI hosted by ICRAF in Mali
	

	
	3. Harmonized service offering
	Areas where engineering, transport and security functions complement each other identified 
	Mechanisms service exchanges finalized and first evaluation done
	


Appendix 2:  Proposed Financial Plan by area and milestone
Overview

	
	 CGIAR contribution 
	Relative share
	 ICRAF-ILRI contribution 
	Relative share
	 Total 

	Research Methods Group
	141,000
	29%
	352,000
	71%
	493,000

	Human Resources
	331,800
	20%
	1,320,000
	80%
	1,651,800

	Finance
	270,000
	26%
	769,000
	74%
	1,039,000

	Information & Communication Technology
	127,500
	33%
	264,000
	67%
	391,500

	Supply Management
	15,400
	31%
	34,000
	69%
	49,400

	Operations
	3,000
	4%
	73,000
	96%
	76,000

	Management of the process
	163,400
	33%
	328,000
	67%
	491,400

	Learning and social capital
	26,400
	44%
	34,000
	56%
	60,400

	Total
	1,078,500
	25%
	3,174,000
	75%
	4,252,500


Detailed budget
	AREA
	Costs to be covered by the CGIAR
	Amount
	Costs to be covered by ICRAF and ILRI
	Amount

	Research Methods Group


	1. Establish RMG
	Meetings, website development, publicity material
	$11,000
	Staff time and other costs
	$89,000

	2. Research quality processes
	Meetings, travel
	$18,000
	Staff time and other costs
	$62,000

	3. Research methods support
	Publishing, staff development
	$32,000
	Staff time and other costs
	$42,000

	4. Research data management
	Workshops, travel, consultants
	$25,000
	Staff time and other costs
	$84,000

	5. GIS/RS services
	Technical assistance, software
	$13,000
	Staff time and other costs
	$21,000

	6. Research quality capacity in ESA
	Regional consultation, planning meetings , proposal development
	$42,000
	Staff and other costs
	$54,000

	Human Resources


	1. Development of a common HR strategy
	Consulting fees and expenses
	$100,000

	Staff time of Centre DG Directors, HR staff and members of task force
	$232,000

	2. Harmonized HR Unit management structure and staffing
	Fees of the recruitment firm for the second tier positions 


	$18,800

	Fees for the recruitment firm for the top positions and staff time
	$123,000

	3. Development of common policies 
	Fees for HR and legal firms to assist with work on policies :

	$60,000
	Fees for the classification consultant , surveys and staff time
	$456,000

	4. Streamlined and harmonized processes
	Meetings 
	$3,000
	Staff time
	$95,000

	 5. Common HRIS system
	Consulting fees for assistance with needs analysis, selection and training 
	$150,000
	Software purchase and staff time
	$398,000

	6. Joint contracting of service providers
	
	
	Staff time
	$16,000

	Finance


	1.  Common policies
	Consultant to help write-up and dissemination
	$12,500
	Staff time and meeting costs
	$27,000

	2.  Harmonized processes
	Meetings 
	$3,000
	Staff time
	$47,000

	3. Common information systems (includes procurement and inventory management)
	Consulting fees for assistance with needs analysis, selection and training 
	$250,000
	Software purchase and staff time
	$664,000

	4. Harmonized service offering
	Meetings 
	$1,500
	Staff time
	$11,000

	6. Joint contracting


	Meetings 
	$3,000
	Staff time
	$20,000

	Information and Communication Technology


	1. Harmonized structure


	Meetings
	$7,500
	Staff time
	$24,000

	2. External network upgrade 
	
	
	Equipment, network design, staff time
	$41,000

	3. Storage systems
	Half of the equipment
	$120,000
	Staff time, equipment
	$137,000

	4.Servers for RMG, HR, Finance applications


	
	
	Staff time, equipment
	$64,000

	Supply Management


	1. Harmonized structure
	Meetings
	$2,400
	Staff time
	$17,000

	2. Common policies and harmonized processes
	Meetings, consultant
	$13,000
	Staff time
	$17,000

	3. Information Systems
	In Finance section

	Operations


	1. Joint provider of operations management services
	
	
	Travel costs and Staff time
	$15,000

	2. Joint field offices
	No extra cost due to alignment effort

	3. Harmonized service offering
	Meetings
	$3,000
	Staff time
	$58,000

	Management of the process
	Meetings, travel, information packages, expert advice
	$163,400
	Staff time, meetings, special reports
	$328,000

	Learning and social capital
	Cross-learning, information gathering, information sessions, training
	$26,400
	Staff time, training, team building
	$34,000

	
	
	
	
	

	TOTAL 
	
	$1,078,500
	
	$3,174,000
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