
Capacity Development of the Plant Genetic Resources Centre (PGRC) in Ghana: And the contributions of the International Plant Genetic Resources Institute (IPGRI) and the Genetic Resources Network for West and Central Africa (GRENEWECA)

By Samuel Bennett-Lartey
, Raymond Vodouhe
, and Jamie Watts

1.  Introduction

This study addressed the development of capacity within the Plant Genetic Resources Centre (PGRC), Ghana, to conserve, evaluate and utilize Ghana’s plant genetic resources and the contributions made to the PGRC’s capacity development by the International Plant Genetic Resources Institute (IPGRI) and the Genetic Resources Network of West and Central Africa (GRENEWECA). The study aimed to: 1) analyze the development of PGRC capacity in terms of human resources and conservations facilities and methods; 2) illustrate, and learn from, the capacity development experiences of Ghana in order to develop other national programs throughout West and Central Africa and; 3) promote the analysis of, and improve evaluation skills in, capacity development. The evaluation analyzed data over a twenty-year period (1980-1999), a time of major growth and change at the PGRC.
An organizational capacity development model, developed by the International Development Research Centre (IDRC), served as the theoretical basis for the study. This model defines capacity development as the ability of an organization to meet its goals on a sustainable basis and consists of three inter-related components, namely, motivation within the organization, resources and equipment, and the external environment. Capacity development indicators were developed from an international agreement (The Global Plan of Action for the Conservation and Sustainable Use of Plant Genetic Resources for Food and Agriculture (GPA)), which provides a comprehensive framework of priority areas within which capacity must be built.
A case study approach was used for the study, with a strong emphasis on self-assessment by the organizations involved. Multiple methods were used: including self-assessment workshops for PGRC staff groups and stakeholders and for GRENEWECA steering committee members; interviews of IPGRI senior managers and high level Ghanaian officials; a personal history of the head of the PGRC; a survey of IPGRI staff and; a review of archival records from all three organizations.
The results demonstrated that capacity has been developed within the PGRC in many areas, namely, staff number and qualifications, budget allocation, and operational autonomy. This led to an increased number of germplasm accessions conserved and the development of programs to promote the use of conserved germplasm for research and in farmers’ fields. 

IPGRI and GRENEWECA have made significant contributions in the areas of training, infrastructure, information services, and more recently, policy and awareness raising. A major strength of IPGRI’s contribution has been the continuity of involvement over a prolonged time period. The study also found that, contributions to capacity building have been made by other organizations, bilateral donors for example. The PGRC has also benefited from a strong network of supporters within Ghana, including other research institutions and universities, who are partners in the work of germplasm conservation and use. The study also identified weaknesses in the capacity development efforts the most significant of which was a lack of a  strategy for capacity development that focused on Ghana’s needs and priorities. 
2.  Background

This study evaluated capacity development at the Plant Genetic Resources Centre (PGRC or “the Centre”) in Bunso, Ghana.  The PGRC is mandated to coordinate plant genetic resources (PGR) related activities in Ghana and to collect, characterize, evaluate, conserve and document Ghana’s plant genetic resources.  Plant genetic resources are fundamental to improving agriculture, without threatening basic environmental resources, and thus are critically important to improving the lives of Ghana’s people. The collection and conservation of plant genetic resources are necessary to protect the genetic diversity that is under threat from land degradation and other factors.  Characterization, evaluation and documentation develop an understanding of the genetic character of the plant material conserved, so that desirable traits, such as disease resistance or productivity can be isolated, and used to improve farming systems. 

The PGRC is one of eight Agricultural Institutes of Ghana’s Council for Scientific and Industrial Research (CSIR).  It is located on 103 hectares of land at Bunso, a town in the East Akim District of the Eastern Region, 39 kilometers from the regional capital of Koforidua and 117 kilometers from Accra.  PGRC was established in 1964 as a section of the Crop Research Institute (CRI) of the CSIR under the name Plant Introduction and Exploration Centre.  Its function was to introduce exotic tropical species for trials in Ghana and to evaluate their economic potential as well as to assemble and maintain the germplasm of plants in Ghana.  In  1985 its name was changed to Plant Genetic Resources Unit (PGRU) to reflect the scope of its activities and to conform to international designation of similar institutes.  In August 1994 the Unit’s mandate was expanded and its status elevated to that of a centre within the CSIR.  The objectives of the Centre are to:

1. Collect and conserve the germplasm of plant genetic resources of Ghana to forestall genetic erosion in them

2. Characterize, evaluate and document plant genetic resources under conservation

3. Encourage the utilization of the conserved resources by appropriate users such as plant breeders, researchers and farmers

4. Serve as a central agency for the introduction and exchange of plant genetic resources

5. Carry out research on any problems that may arise from any of the above activities.

The main players in the Centre’s development have been the government of Ghana (GOG), in providing the necessary skilled staff, infrastructure and other facilities, and the International Plant Genetic Resources Institute (IPGRI).  IPGRI has been in existence since 1974 and is an institute supported by the Consultative Group for International Agricultural Research (CGIAR).  IPGRI’s mission is to promote the conservation and use of PGR to improve the lives of people.  Since the responsibility and authority for plant genetic resources rest with the countries themselves, IPGRI works very closely with national programmes for plant genetic resources and national governments to help build their capacity for PGR research and management.  In the case of Ghana, IPGRI has contributed to PGRC capacity development by providing the Centre with conservation and research facilities, by training of technical staff and through various other inputs.

A more recent contributor to capacity development at the Centre has been the Genetic Resources Network of West and Central Africa (GRENEWECA), which was established in 1998, under the auspices of the West and Central African Agricultural Research Council for Development (WECARD/ Conference des Responsables de Recherche Agronomique Africains (CORAF). The network secretariat is based in the IPGRI Sub-Saharan Africa office for West and Central Africa in Cotonou, Benin.  GRENEWECA’s goal is to contribute to sustainable agricultural development in its member countries through the conservation and use of the diversity of local plant genetic resources.  The network aims to increase the effectiveness of each of its member country’s PGR programmes through regional collaboration.  

3.  Purpose, objectives and scope of the evaluation

The purpose of the evaluation was to understand what capacities were strengthened at the PGRC strengthen and how capacity development occurred.  The study also aimed to understand what contributions IPGRI and GRENEWECA made to capacity development at the PGRC and how they developed capacity.  It was hoped that the experiences from Ghana could to help improve capacity development efforts in other national programs in West and Central Africa and possibly other national programs globally.  Finally, the study aimed to promote the analysis of capacity development and build skills in conducting these analyses.

The study evaluated capacity development in the PGRC over a period of approximately twenty years (1980 – 1999) during which time major growth and changes occurred within the organization.   The study analyzed the contributions of the government of Ghana and other factors, including the political, economic, administrative and social context to the development of the Centre’s capacity, but focused on the contributions of IPGRI and GRENEWECA.  The evaluation of IPGRI’s contribution included a retrospective analysis of IPGRI’s support to the Centre over a twenty-year period and aimed to identify ways in which capacity development efforts could be improved in the future.  The focus of the evaluation of GRENEWECA’s contribution was forward-looking, focusing on collaborative problem solving among network members to plan for an effective capacity development programme in the future.  

4.  Methods 

A case study approach was used in the evaluation because it provided a means to evaluate the complex interactions and processes involved in organizational change and interactions between different organizations within the real life context of the PGRC (Yin 1994).  The case study included three major components, one focused on each of the organizations. The Ghana component of the evaluation included three self-assessment workshops; one for thirteen major stakeholders and two for a total of twenty-five PGRC senior and junior staff to assess the Centre’s strengths and weaknesses, success factors and obstacles to success.  A series of interviews were held with four high-level officials to capture their perspectives. The personal history of the PGRC’s Director was recorded in order to capture his perspective on the evolution of the capacity of the Centre and his role in it. Finally, archives and records were reviewed in order to assess staff changes, publications produced, infrastructure development and other factors that can be assessed quantitatively.

The IPGRI component of the evaluation included a survey of IPGRI professional staff (13 in all) involved in capacity building activities.  The purpose of the survey was to assess the extent of IPGRI’s efforts to build capacity in Ghana and West and Central Africa, obstacles to success of capacity development, factors contributing to success and ways to improve in the future.  Five key managers were interviewed to gain their insights into IPGRI’s capacity development programme and changes over time. Finally, archival records were reviewed in order to assess IPGRI’s contribution to training, infrastructure development and improved research methodologies to support PGRC.

The GRENEWECA component evaluated the perspectives of nine network steering committee members through a workshop designed to elicit comments about how capacity development activities can be best supported by the network in the future. Archives and records were reviewed in order to assess the network’s contribution to PGRC capacity development through training, research activities and supply of conservation equipment and other factors that can be assessed quantitatively.

4.1 Theory of Action

Organizational performance is the achievement of the organization in relation to its objectives.  A framework of organizational performance developed by Lusthaus et al (1995) was employed in this study.  This framework proposes that the ability of an organization to perform depends upon three interrelated factors (illustrated in Figure 1): the external environment in which the organization functions, the motivation within the organization and the capacity of the organization.  Capacity consists of the resources, knowledge and skills of the organization, and can include human resources, financial resources and infrastructure as well as strategic leadership and inter-organizational linkages.  Motivation results from an supportive internal environment that includes such factors as organizational culture, incentives and rewards, leadership and management style among others.  These factors influence the direction of the organization’s activities and the level of energy that employees devote to carrying out the organization’s mission. The external environment in which the organization operates also influences performance. The external environment includes the administrative and legal systems, and the political, economic, social and technological environments in which the organization operates.  

The Global Plan of Action for the Conservation and Sustainable Utilization of Plant Genetic Resources for Food and Agriculture (GPA) provides a clear framework of priority activities necessary for an effective programme of genetic resources conservation and sustainable use (FAO 1996).  The GPA was drafted and adopted by one hundred and fifty countries, including Ghana, which attended a technical conference on plant genetic resources in June 1996 in Leipzig, Germany.  The GPA aims among other things to assist countries and institutions to identify priorities for action and to strengthen national, regional and international programmes and to enhance organizational capacity.  It established twenty high priority areas related to four categories: in situ conservation; ex situ conservation; utilization of plant genetic resources; and institutions and capacity building.  Furthermore, indicators have been developed for each of the twenty priority action areas (FAO 2001).  The twenty GPA activity areas and their indicators provide a reasonable standard against which national programmes responsible for conservation and sustainable use of plant genetic resources can be evaluated.  

The PGRC has identified several high priority activity areas within the GPA (GOG 2000).  It was against these priority areas that the PGRC was evaluated in this study.  These priority areas were sustaining ex situ collections, regenerating germplasm conserved, monitoring plant genetic resources conserved in in situ, promoting plant genetic resources use, building a strong national programme, constructing comprehensive information systems for plant genetic resources for food and agriculture, expanding and improving education and training, and promoting public awareness of the value of plant genetic resources for food and agriculture conservation and use. 

The effectiveness of IPGRI and GRENEWECA were evaluated in terms of what they contributed or failed to contribute to improved performance by PGRC within these priority areas.   In addition to working directly with the PGRC to improve capacity and motivation, IPGRI and GRENEWECA also work with different organizations involved in plant genetic resources management within Ghana and they work to influence other dimensions of the external environment such as policy.  Figure 2 shows the inter-organizational relationships among PGRC, IPGRI, and GRENEWECA.   

IPGRI and GRENEWECA contribute to PGRC’s performance through three broad categories of support that can be characterized in terms of the number of people reached and the intensity of the interaction: training, technical support and information services (Horton et al. 2000).   Particular areas of priority have been in strengthening national programmes, supporting university programmes in PGR, training related to planning and coordination, networking and supporting regional training programmes.  

Figure 3 combines the model of organizational capacity development with the PGRC priorities and the IPGRI and GRENEWECA approach to capacity development into the theory of action for the capacity development effort.  The theory of action establishes the linkage between activities carried out, and their expected contribution to capacity, organizational motivation and the operating environment and how these in turn are expected to lead to improved organizational performance and the long term goal of an effective programme of conservation and sustainable use of plant genetic resources in Ghana.  A theory of action links activities with short term objectives and longer term goals and provides the theoretical framework against which progress can be evaluated.  This theoretical framework, therefore, serves as the basis for structuring the evaluation and is also known as the impact pathway, impact chain, or theory of action (Patton 1997, Mayne 1999). 

5.  Results

Overall, the capacity of the PGRC has been developed in a number of key areas. For example, the number of accessions held by the Centre increased from 2,987 in 1994 to 6,468 in 1999.  The number of germplasm accessions distributed increased from 202 between 1990 and 1994 to 1,322 between 1995 and 1999.  Staff numbers increased from 116 to 129 between 1994 and 1999, and the number of fields of specialization represented within the staff increased from five to sixteen, with new skills in information management, social sciences, administration and other areas.  Other improvements occurred in facilities, budget and vehicles. Table 1 summarizes some of the major areas of progress between 1994 and 1999.  

5.1  How capacity was developed at the PGRC

Support from the government of Ghana has been critical to the success of the PGRC.  An important event in the evolution of the PGRC was the designation of the PGRC as an independent research center in 1994.  The Minister of Environment Science and Technology and other high level officials supported this change.  Prior to this time, PGRC was a section of the CRI and was not receiving direct funding or sufficient funding support from the government.  Since becoming an independent center, the PGRC now receives a direct funding allocation and funding support has been regular and more substantial. The government of Ghana also provides the land base, basic facilities and salaries for staff at the Centre. 
The PGRC convened national stakeholder workshops in Ghana in 1994 and 1998.  These workshops helped build a supportive external environment for the PGRC by bringing together stakeholders from the entire country to discuss biodiversity management and to develop coordination amongst the various organizations involved in PGR-related activities.  IPGRI and GRENEWECA provided technical assistance and funding to support the convening of these national workshops.  

Ghana’s participation in regional and international dialogues and negotiations related to PGR can influence the environment within which PGRC functions.   The GRENEWECA network steering committee meetings are a forum for PGR related discussion and coordination among countries in West and Central Africa, including Ghana.  Ghana plays a particularly key role in the network as the Head of the PGRC is the steering committee vice-chair and participates in all meetings of the network.  IPGRI’s role in the network is also important, as it provides the secretariat services and an IPGRI staff member is the network coordinator. 

Ghana was also represented by the PGRC in the preparatory process leading up to the International Technical Conference on plant genetic resources held in Leipzig Germany in 1996.  Through this process, countries, including Ghana prepared country reports on the state of their PGR, which were summarised into subregional synthesis reports, which served as the basis for subregional meetings of countries.  Ghana has been an active participant in these processes and was a signatory to the Leipzig Declaration and the Global Plan of Action for Plant Genetic Resources for Food and Agriculture.  IPGRI provided technical assistance and logistical support to the preparation of the country reports, the subregional reports and the preparatory meetings (FAO 1998).     IPGRI has also been instrumental in the negotiations process for the International Undertaking on Plant Genetic Resources, as an officially recognized observer and as a provider of technical information to the working group.  This work at the regional and international levels helps strengthen the international and regional policy environments, which ultimately can have an affect upon national law and policy.

5.2  Contributions of IPGRI and GRENEWECA to capacity development

IPGRI and GRENEWECA have made significant contributions to the development of capacity in PGRC particularly in terms of facilities, training, information, collaborative research and support to national programme development.  This support built upon the sustained commitment from the Government of Ghana and support from other donors or collaborators.  IPGRI provided diverse types of support including training, information in the form of publications, and direct technical assistance. It also entered into collaborative research agreements and conducted workshops to convene people to address areas of emerging interest.  Assistance was provided in all areas of priority interest, including strengthening national programmes, networking, public awareness, management skill building, ex situ and in situ conservation, germplasm use, information management and training and education.   IPGRI also provided the coordinator and support for the secretariat of the GRENEWECA network, which is a significant contribution of staff time and monetary resources to helping to establish the network as a capacity development mechanism.  

IPGRI staff participating in the self-assessment highlighted two strengths of IPGRI’s capacity development programme.  One is the emphasis on providing basic conservation facilities.  For example, IPGRI has provided two computers for documenting germplasm information and three freezers which form the basis of the ex situ conservation facilities.  The second highlight of IPGRI’s support has been the sustained commitment from the IPGRI sub-regional office for West Africa.  This has resulted in direct technical assistance to Ghana and the engagement of Ghana and the PGRC in special projects such as home gardens, which advance the work of the Centre. 

Another defining factor of IPGRI’s support to capacity development in Ghana has been its sustained commitment over a period of approximately twenty years.  Training is a good example of sustained support.  Archival records show that IPGRI has been providing training since the early 1980’s and continues to provide training today.  Although a number of other organizations have occasionally provided training related to PGR in Ghana, including the World Bank, other international agricultural research centres, and bilateral donors, no other organization has had the same degree of sustained commitment over time as has been shown by IPGRI.  IPGRI also provided more than twice as many short courses overall than any other training provider and supported two of three Master’s degree programmes that were undertaken by PGRC staff during the period of the study.  

However, times are changing and the nature of IPGRI’s contributions to capacity development has to evolve as well, to respond to changing circumstances and needs.  Records indicate that IPGRI’s early involvement was much more limited to technical assistance in collecting germplasm and conserving it in genebanks, whereas in recent years the portfolio of support has begun to address a broader range of priority areas, including national programmes, policy and the social dimensions of PGR.  Because IPGRI and PGRC have similar missions to promote the conservation and sustainable use of plant genetic resources they are subjected to many of the same kinds of external forces and have had a parallel evolution as organizations.  This may explain why IPGRI’s capacity development interventions at PGRC have also evolved over time and demonstrates the partnership relationship between IPGRI and the PGRC.  

GRENEWECA began operations in 1998, and in spite of the network being in the early stages of its development, it has already achieved a number of things. Thanks to the financial support from the African Development Bank, the Steering Committee of the network is functional and has held all its annual meetings from 1999 to 2001 to review activities carried out and plan for the future. In addition, the network has contributed to development and strengthening of national programmes by supporting national committees meetings, supplying basic conservation equipment and communication facilities, training of scientists and technicians in PGR management, training of national curators in documentation and GIS, training of the network Steering Committee members in project proposal writing, and supporting PGR exploration, collection and characterization.  The network has also organized or helped organize regional workshops for fonio, public awareness, national programme development, and forest genetic resources management in which Ghana has participated. 

6.  Issues for future consideration 

Capacity development has come into vogue in recent years and much remains unknown or untested in terms of how external players such as IPGRI and GRENEWECA can best intervene to develop capacity in organizations such as the PGRC (Bossuyt 1995, Schacter 2000).  In fact, capacity development was absent from the terminology of IPGRI as recently as 1994 (IPGRI 1994) when the focus was more on technical training, albeit in the context of support to national programmes.  However, in spite of what is not known about the topic, this study indicates that further development of capacity of the PGRC would benefit improvement within four key areas: (1) better identification of and targeting towards Ghana’s needs; (2) a holistic definition of capacity development to include much more than technical training; (3) monitoring and evaluation of capacity development; and (4) a focus on building capacity within IPGRI and GRENEWECA as capacity development agents. 

6.1  Strategic Planning and Priority Setting

During data collection on capacity development within IPGRI and GRENEWECA, respondents were asked to make suggestions for improving capacity development efforts. The strongest convergence of opinions arose around the need to increase the understanding of the capacity needs of client organizations, and to target capacity development efforts more directly towards meeting those needs. There is no record to indicate that a systematic needs assessment was ever conducted for Ghana, or that monitoring is regularly done. The IPGRI self-assessment respondents confirmed this. 

Although IPGRI and to a lesser extent GRENEWECA have been involved in capacity development quite broadly, there has a disproportionate focus on a limited number of priority areas, and furthermore, this limited set of topics tended to receive the most intensive treatment over time.  The majority of attention has been focused on ex situ conservation, including 76% of the training programmes, 45% of the publications distributed and 71% of the technical assistance visits on record.  Gaps appear to exist in terms of capacity in management skills, networking, germplasm use, and information management. The need to raise funds was also recognized as a priority, but no capacity development efforts have been directed towards increasing the capacity of the PGRC to raise funds, except, indirectly, through public awareness related workshops. On the conceptual side, two of five of IPGRI’s managers thought that there was too weak a link between conservation and use of plant genetic resources.  

6.1.1  Continuing importance of infrastructure and basic equipment

Ex situ conservation and the facilities to support it remain a high priority for the PGRC.  PGRC staff and stakeholders made several recommendations that would improve the capacity of the Centre to conserve accessions ex situ including improving facilities for germplasm storage, regenerating all PGR accessions with low viability, maintaining field genebanks, and establishing a network of holders and a directory of holdings.  A backup generator remains a high priority for the PGRC because it would resolve the problem of power cuts and failures through the central power grid. The importance of this to the performance of the PGRC cannot be understated, since much of the germplasm conservation is by cold storage, which requires a reliable source of power. 

Improved telecommunications would enhance the PGRC’s ability to communicate and collaborate with Ghanaian, regional and international partners.  It would also allow staff to have greater access to information about PGR.  Advances in telecommunications technology might provide means by which PGRC could improve its communications with less reliance on the central government telephone system.

All PGRC staff and stakeholders cited the need for additional research facilities and laboratory materials. Specific areas of need identified by either staff or stakeholders included working tools, cold rooms, irrigation facilities, adequate stationery, tissue culture facility and substations in all ecological zones.

6.1.2  Fund Raising and Resource Acquisition

All three groups within PGRC, GRENEWECA steering committee members and several IPGRI staff identified the need to increase funding and resources to support the work of the PGRC.   Fundraising through both external and internal sources was suggested.  External sources included funds from commercial activities and through participation in international projects.  In addition to raising new resources, respondents suggested more judicious use of available resources, to programme and plan better and to assess the work that has been done.  Once project results are available, they should be published to raise the image of the Centre and its partners and to help build support for the PGRC and its work.   

Lobbying the government of Ghana was seen by PGRC staff and stakeholders as a means of gaining more funds and support. The group of junior PGRC employees emphasized the role of the government hierarchy in the lobbying process by suggesting that Parliament should be lobbied by the Ministry through the CSIR to establish a research fund to support the work of the Centre and to generally increase the contribution of the government to the PGRC.  Some saw the lobbying role as directly from the CSIR to Parliament and others identified the target of lobbying efforts as “policy makers.”   

6.1.3  Improving Partnerships and Collaboration

In spite of the relatively advanced development of the national programme, even greater attention should be paid to linkages and networking among stakeholders within Ghana.  Involvement of farmer’s associations and the private sector in setting priorities and developing strategies for PGR is limited although these two entities often play an important role in the use of germplasm.  Stakeholders thought that greater coordination could be a means of overcoming obstacles, particularly resource shortages.  Another forum or workshop of stakeholders was recommended as a means of increasing coordination.  More collaborative research projects should be developed, starting with joint development of concept notes, the solicitation of funding and then the active involvement of several parties in carrying out the research.  Stakeholders emphasized that the chain is only as strong as its weakest link, and some of the stakeholder organizations are poorly funded.  Attention should be given to increasing resources flow to collaborating organizations as a part of a national strategy.  In addition, the development of a national directory of germplasm holdings and a national assessment of PGR activities would be means of increasing information sharing and building collaboration at the national level. 

This study has shown that a capacity development effort that targets Ghana’s national programme needs must address a wide range of areas, including administration, policy, fund raising and management.  These areas are outside of the traditional mandate or area of expertise of a technical institute such as IPGRI.  For example, skill building in strategic management does not match well with IPGRI’s staff profile and IPGRI may not be the best-suited institute to respond to that need. Within the CGIAR system, management skill building falls within the mandate of IPGRI’s sister CGIAR Centre, ISNAR.  

This doesn’t mean that IPGRI doesn’t have a role to play in capacity building in these areas, as has been seen by the recent management related workshops which IPGRI has sponsored in collaboration with a number of other organizations.  Rather than expecting that IPGRI should have all the expertise within its own staff to respond to every national programme need, IPGRI’s role should be to help the national programme to identify and monitor its own needs, to identify potential partner organizations which can offer needed expertise and to help the national programme raise funds and other resources to bring in needed assistance.  In the case of the need for capacity related to organizations and management, ISNAR could be a key partner to IPGRI in responding to national programme needs.  Efforts should be made in the future to develop it further to the benefit of national PGR programmes such as Ghana.

6.1.4  Improving the linkage between conservation and use

Greater effort to link conservation and use was thought to be a means of engaging more stakeholders in PGR and moving genetic resources from a fringe activity to a mainstream activity, by raising awareness and political support.  Both PGRC staff groups recommended that the PGRC continue to be active in production and distribution of planting materials as a means of generating funding for the research of the Centre and as a means of promoting use of germplasm.  PGRC staff also suggested that genetic diversity could be increased in the short term by producing and promoting indigenous leafy vegetables, identifying underutilized crop species for conservation, increasing production of planting materials and mass propagation of non-traditional crops for export.  

IPGRI has contributed to diversification of crop production and diversity within crops by supporting collaborative research programmes on home gardens, African leafy vegetables and in situ conservation. IPGRI’s emphasis on traditional vegetables and neglected crops for research was seen as a particular strength of its programmes.  Specific areas of work in Ghana include assessing the agro-biodiversity that is maintained in Ghanaian home gardens, quantifying the uses and value of this diversity to household food security and identifying key species with significant genetic diversity that are best conserved in home gardens.  IPGRI promotes this work in Ghana through letters of agreement to collaborate, training, workshops and technical assistance visits. 

Several respondents thought that more attention should be paid in the future to in situ conservation, neglected crops, and linkages between conservation and use of plant genetic resources.  One IPGRI respondent thought that IPGRI and its partners should improve their conceptual understanding of the links between conservation and use and then make stronger efforts to integrate use into plant genetic resources programmes.   

6.2  Defining Capacity Development Holistically

A strategic approach to capacity development should include a broad definition of capacity development that includes, but is not limited to technical training.  The three dimensions of the Lusthaus model, external environment, motivation and technical capacity could provide a useful framework for any capacity development strategy.   Technical training remains necessary and important, but increasingly important are building skills in management and strategic planning, fund raising, public awareness and policy.  The social dimensions of PGR are also increasingly recognized as important and capacity must be built in this area.  The PGRC could use the Lusthaus model to develop its own strategy for capacity development, which could then be used to guide the interventions of organizations such as IPGRI and GRENEWECA that aim to assist the PGRC develop its capacity.  

Intensity of interaction influences the effectiveness of capacity development assistance (Horton et al 2000).  Publications have a wide reach, but a low intensity and are therefore limited in their ability to influence.  Training and workshops are of an intermediate level of intensity and have a more limited reach but more likelihood of influencing thinking and behavior.  Intensive interactions such as personalized technical assistance and facilitated collaborative research reach a small number of people, but can have a sustained impact over time.  IPGRI’s intensive interactions tended to be concentrated in conservation rather than in other priority areas such as information management, public awareness and national programme strengthening. A holistic approach to capacity development would include a balanced approach to capacity delivery to ensure that intensive interactions take place to some extent for all priority areas.  

6.3  Monitoring and Evaluating Capacity Development

The PGRC should assess its own capacity needs systematically and periodically monitor progress towards meeting those needs.  Without assessment and monitoring, capacity development initiatives cannot be strategically undertaken, with the risk of overemphasizing some capacity areas and underemphasizing others.  

Monitoring and evaluation are necessary for IPGRI and other external agencies with capacity development roles to understand the needs of individual countries and focus capacity development on meeting those needs. Failure to adequately monitor and evaluate the institute’s capacity development work was cited as an obstacle by twenty two percent of the IPGRI respondents.  However, monitoring and assessing needs and priorities are essential roles for the PGRC as national focal point for the Ghanaian PGR programme 

 An initiative is now underway, in collaboration between the FAO and IPGRI, to develop a set of indicators of GPA implementation and a monitoring system (FAO 2001).  Ideally, this initiative will establish a system whereby countries such as Ghana can monitor their own progress.  The primary beneficiaries of such a system would be the countries and organizations such as the PGRC with responsibility for national PGR programmes. IPGRI and GRENEWECA could also benefit from this kind of information as the basis of decision-making about capacity development interventions.  

6.4  Building Skills within IPGRI and GRENEWECA for Capacity Development

As shown in Figure 4, the performance of IPGRI and GRENEWECA as institutions engaged in capacity development is affected by the same kinds of forces that affect the performance of PGRC, namely the external environment, motivational factors, and capacity in terms of staffing and training.  Experiences from other organizations suggest that many organizations that provide development assistance are not well prepared to undertake capacity development programmes either in terms of staff capacity or in terms of methodologies or strategies of approach (Bossuyt 1995, Schacter 2000).  These studies suggest that staff positions should be created to address issues related to organizational development and that budgets should be allocated and staff recruited who have knowledge of organizations and their development.  

IPGRI has not always been able to provide enough qualified staff to support its capacity development work.  Between 1987 and 1992, IPGRI employed a full time training officer.  Yet in 1992 when the last training officer left the institute, the post was frozen due to budgetary constraints.  In the meantime, the duties of this post were assumed, to varying degrees, by support staff, temporary professional staff and an Associate Expert.  Training responsibilities were also assigned to regional office focal points and eventually a new full-time training officer was appointed in May 2001.  While these arrangements probably increased the total person hours dedicated to training in the institute, it may have left gaps in terms of expertise, knowledge and strategic leadership in the area of training and capacity development.  Self-assessment surveys used for this evaluation concur with past reviews that adequate staffing for capacity development is necessary and that previous efforts have been less than satisfactory. 

Virtually all IPGRI professional staff have some responsibility for capacity development.  This means that a basic level of understanding should be built within IPGRI’s professional staff about capacity development and the ways and means of coordinating the capacity development efforts of individual projects to address national programme needs.  This implies that a comprehensive capacity development strategy in IPGRI should include training of IPGRI staff to develop this understanding.  

IPGRI respondents identified the need in the institute for evaluation skills and for more staff available to work directly with national programmes. IPGRI has begun to address the need for evaluation skills in the institute with the recent hiring of an impact assessment and evaluation specialist and the development of a strategy for IPGRI in this area, but more should be done to build capacity throughout the organization.  A suggestion was made to increase the number of staff and funding support to the Benin sub-regional office and to develop Associate Experts positions to provide more direct support to national programmes.  

GRENEWECA steering committee members offered some ideas for overcoming obstacles to regional collaboration, including greater investment in collaboration at the regional level, developing stronger regional mechanisms for sharing responsibilities on plant genetic resources management, making better use of existing facilities at the national, regional and international levels and better assessment of country needs, monitoring national follow-up and providing motivating incentives to national scientists.  

Additional external funding support should be sought to meet network priorities and efforts are underway to acquire other external funding.  A number of studies evaluating network effectiveness have found that effective networks balance external support with internal support in order to build the network firmly on the basis of member leadership and sustainable commitment (FAO 1991, Haverkort et al. 1993, Plucknett et al. 1993, Starkey 1997, Watts 2001).  These studies suggest some key questions that GRENEWECA should consider as it seeks external funding support for its programme:  

1.  Is the network’s existence based on continuing commitment by an external donor that may not be available on a long-term basis?

2.  Is external funding balanced by resources contributed by network members?

3.  Is external funding channeled toward activities that help the network meet its goals and objectives and established programme of work?

4.  Does the network expect, provide the means for, and recognize the contribution of resources (staff, facilities, membership dues) by network members?

7.  Conclusions

The capacity development study was conducted in a participatory manner, which actively involved managers from PGRC, IPGRI and GRENEWECA in design and implementation.  Because of this approach, the process of conducting the study itself may have helped to increase the effectiveness of capacity development efforts among the partners in the study. First and foremost, the evaluation increased knowledge about capacity development and increased skills in how to evaluate it within the evaluation team.  None of the team members had previous experience in evaluating capacity development, and through the evaluation, each became aware of capacity development theory and the means by which capacity development could be evaluated. This knowledge can be applied to capacity development and its evaluation in all three organizations in the future.  

Because they participated in the evaluation process, awareness about capacity development was increased among stakeholders, staff and managers of the organizations involved.  A post-workshop mini-evaluation was conducted to assess the change in awareness of the stakeholders who participated in the PGRC self-assessment workshop.  Prior to the workshop, eleven of thirteen participants responded that they were not at all informed about evaluating capacity development, whereas after the workshop, six people felt they had some information about the topic and seven responded that they were well informed.   

A seminar was held at IPGRI Headquarters for all professional staff on methodology and models used in the evaluation.  Approximately twenty people attended, including IPGRI’s top managers and a number of project coordinators.  Finally, managers and staff of all organizations involved learned about the strengths and weaknesses of the capacity development work undertaken over the past twenty years.  The evaluation was incorporated into an external review of IPGRI’s Sub-Saharan Africa office and IPGRI’s Training and Capacity Development Project.  The results were also used to develop a training and capacity development strategy for the institute.  Seminars on the results were or will be presented to PGRC, IPGRI and the GRENEWECA steering committee, so that lessons learned can be used to strengthen future capacity development efforts.  

This participatory approach can also be thought of as a “utilization focused” evaluation based upon the premise that people are more likely to understand, value and use the findings of the evaluation if they are actively involved in the evaluation design and implementation (Stufflebeam 2001).  The utilization focused approach helps to guarantee that the evaluation process will make an impact by increasing the likelihood that the results are understood and accepted, and that needed changes will be readily adopted, and thus capacity development and interventions to build capacity will be strengthened in the future.   
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Annex 1.  Figures and Tables







Figure 1.  Interrelated factors of organizational performance (Horton et al. 2000)







Figure 2.  Inter-organizational relationships and factors of capacity development










Figure 3.  Capacity Development Theory of Action

Table 1.  Capacities developed at PGRC in key areas

	Area of Change 
	1994
	1999

	Number of germplasm accessions conserved
	2987
	6468

	Number of computers
	1
	6 

	Conference halls
	0 
	2 

	Vehicles
	4 
	6 

	Laboratory buildings
	0 
	7 

	Membership in network
	No subregional network in existence
	PGRC head is steering committee vice-chair

	Autonomy
	Division within CRI; 

No direct budget allocation
	Semi-independent research centre; Direct budget allocation

	Number of staff
	116
	129

	No. of PhD
	1
	3

	No. of MSc/Mphil/MPA
	2
	10

	No. of BSc/BA
	1
	2

	Fields of specialization represented within staff
	5
	16

	Germplasm collected
	1041 (1990-1994)
	2354  (1995-1999)

	Germplasm distributed
	202  (1990-1994)
	1322  (1995-1999)





Figure 4.   Development of capacity at PGRC, contributions of Government of Ghana, IPGRI and GRENEWECA (adapted from Mackay, R. et al. 1998)  

Annex 2.  References

Bossuyt, Jean. 1995. Capacity Development: How can donors do it better. Policy Management Brief No. 5. ECDPM , Maastricht, the Netherlands.

FAO. 1991. Guidelines for the Establishment and Support of Technical Cooperation Networks. Evaluation Service, FAO, Rome, Italy.
FAO. 1996.  Global Plan of Action for the Conservation and Sustainable Utilization of Plant Genetic Resources for Food and Agriculture.  FAO, Rome, Italy. 

FAO. 1998.  State of the World’s Plant Genetic Resource for Food and Agriculture. FAO, Rome, Italy.

FAO. 2001. Monitoring the Implementation of the Global Plan of Action for the Conservation and Sustainable Utilization of Plant Genetic Resources for Food and Agriculture, Item 3 of the Draft Provisional Agenda.  First Session, of the Working Group on Plant Genetic Resources for Food and Agriculture, Commission on Genetic Resources for Food and Agriculture, 6-8 June 2001.  Rome, Italy.

Government of Ghana. 2000.  Questionnaire on GPA Implementation in Ghana 1998-2000.  Submitted from the Government of Ghana to the Plant Production and Protection Division of FAO.  October 2000.

Haverkort, B., L. van Veldhuizen and C. Alders. 1993.  Networking For Low-External-Input And Sustainable Agriculture. In Linking with Farmers: Networking for Low-External-Input and Sustainable Agriculture (C. Alders, B. Haverkort and L. van Veldhuizen, eds.). Intermediate Technology Publications, London, UK.

Horton, D. R. Mackay, A. Andersen, L. Dupleich. 2000.  Evaluating Capacity Development in Planning, Monitoring and Evaluation: A case from agricultural research.  ISNAR Research Report No. 17. International Service for National Agricultural Research, The Hague.
IPGRI. 1994. Documentation, Information and Training Programme Review Document. IPGRI, Rome, Italy.
IPGRI. 1998. Documentation, Information and Training Programme Review Document. IPGRI, Rome, Italy.
Lusthaus, C., G. Anderson, and E. Murphy. 1995. Institutional assessment: A framework for strengthening organizational capacity for IDRC's research partners. International Development Research Centre, Ottawa, Ontario, Canada.

Mackay, R. et al. 1998.  

Mayne, John.  1999.  "Addressing Attribution through Contribution Analysis: Using Performance Measures Sensibly."  Discussion Paper, June 1999.  Office of the Auditor General of Canada: Ottawa.

Patton, Michael Quinn. 1997. Utilization Focused Evaluation. Sage Publishing: Thousand Oaks, California. 

Plucknett, D.L., Nigel J.H. Smith and S. Ozgediz. 1993.  Networking In International Agricultural Research.  In Linking with Farmers: Networking for Low-External-Input and Sustainable Agriculture. (C. Alders, B. Haverkort and L. van Veldhuizen (eds.). Intermediate Technology Publications, London, UK.

Schacter, M. 2000.  Capacity Building: A new way of doing business for development assistance organizations.  Policy Brief No. 6. Institute on Governance: Ottawa, Ontario, Canada.

Starkey, P. 1997. Networking for Development. International Forum for Rural Transport and Development, London, UK.

Stufflebeam, D.L. 2001.  Evaluation Models.  In New Directions for Evaluation, No. 89. J. C. Green and G. T. Henry, Coeditors in Chief.  Jossey-Bass, San Francisco, California. 

Watts, J. 2001. One plus one equals three: maximizing participation in plant genetic resources networks. Accepted for publication in Plant Genetic Resources Newsletter. Publication date unknown.

Yin, R.K. 1994. Case Study Research: Design and methods.  (2nd edition)  Applied Social Research Methods Series, Vol. 5.  Sage Publications, London, UK.







Motivation





Performance





External Environment





Capacity





PGRC











Motivation





Capacity





Performance





External Environment





IPGRI





ACTIVITIES





Strengthening the Ghanaian National PGR Programme


Promoting networks for Plant Genetic Resources 


Promoting public awareness of the value of PGR and the role of the PGRC in protecting them
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Promoting the conservation of plant genetic resources in situ


Promoting the use of PGR


Constructing comprehensive information systems for PGR


Expanding and improving education and training








OUTPUTS





Sufficient capacity developed within PGRC so that the organization’s priority functions can be performed








Sufficient organizational motivation established to enable PGRC to carry out its functions








Supportive external environment for PGRC developed








To strengthen a focal institution (PGRC) responsible and able to implement and coordinate programmes of PGR research, conservation and sustainable use in Ghana
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Effective programme for the conservation and sustainable utilization of plant genetic resources in Ghana
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