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“The impact of this Plan will be at the field level. Only here
can it be judged to have achieved its goals and fulfilled its
mission. If the knowledge, technologies and alternative
practices are not available and in use by the end of the
1990s, it would be difficult to justify the Center’s existence
in the terms of this Strategic Plan. There must be clear and
measurable indications that it has contributed to sustainable
use of ecosystems and, thus, has broken the vicious circle of
rural poverty and land dggradation.” (CATIE’s Strategic
Plan, 1994}
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This is the fourth and final document related to CATIE’s
Strategic Plan: Agenda for a Critical Decade, 1993-2002 (CATIE
1994). This and the three Action Plans for the Programs (CATIE
1994a; 1994b; 1995) constitute the framework for CATIE’s
Institutional Development. Its purpose is to identify the strategies and
activities that will bring about changes that improve implementation
and attainment of the Institution’s goals. It is assumed that by strength-
ening the Center, CATIE will be better able to accomplish its Strategic
Plan and to attract and implement new projects.

I: CATIE’S DEVELOPMENT PLAN

Over the last half century CATIE has continuously assimilated
new areas of action that are now key aspects of the development of
agriculture and management of natural resources in the American trop-
ics. These include research on cocoa and coffee, forest plantations and
forest management, agroforestry and farming systems. During each
phase the Center underwent related institutional changes.

For this new era of increased awareness of the importance of
the environmental sciences, biodiversity and integrated natural
resources management, CATIE must insure that its institutional devel-
opment reflects the changes and new dimensions that are required.
Examples of the latter are gender issues and other socioeconomic con-
cerns that must form part of the orientation of the new professionals
trained at the Center for the 21st century.

According to CATIE’s Strategic Plan, the Center’s mission for
this decade is to:

“Stimulate and promote research and education in
agricultural and related sciences for the develop-
ment, conservation and sustainable use of natural
resources in the American tropics to improve the
well-being of mankind”.

This regional mission is reflected in CATIE'’s logical frame-
work shown in Table 1. This and the Action Plans of CATIE’s current
Programs and Areas are the starting point for the Center’s institutional |
development.
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The Institutional Development Plan contained in this docume-
ment is designed to achieve the following:

1.- Strengthen CATIE’s ability to stimulate improvement in its
member countries’ capabilities in sustainable agriculture and integrated
management of renewable natural resources.

2.- Strengthen formal links for cooperation and complementari-
ty with national and international institutions from the public and pri-
vate sectors, especially universities, technical schools, research insti-
tutes, development and conservation NGOs, and farmers’ organizations.
This will improve communication with end users, technology transfer
and the dissemination of the knowledge developed or validated at
CATIE.

3.- Establish, as the foundation for all CATIE’s actions, the pro-
motion and fostering of practices for sustainable, ecologically-sensitive
agriculture and for the management of natural resources that are social-
ly, culturally, economically, and environmentally acceptable. The
widest participation of the population will be sought, and gender and
social issues will be embraced by all CATIE’s programs.

4.- Establish clear indicators to allow the evaluation and moni-
toring of impacts of CATIE’s activities in the region.

5.- Implement a human resources development strategy that
pays special attention to gender and social issues, and enhances the
career stability and development of CATIE'’s employees.

6.- Develop a strategy to achieve financial sustainability and
thereby assure the implementation of the Strategic Plan.

Although sometimes not explicitly mentioned, the majority of
the measures proposed for bringing about the changes described in this
plan require additional funding before they can be put into practice. It
is an underlying assumption that a combination of international donor
support and the measures CATIE itself can take to strengthen core bud-
get will be sufficient for implementing the main proposals.

CATIE
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II: OUTREACH

Without outreach, the Center’s presence and impact in its mem-
ber countries will be minimal. Outreach to national program partners is
an integral part of CATIE’s overall activities, and formal implementa-
tion, analytical and follow-up structures are needed.

In order to develop the Center’s outreach expertise, CATIE will
build on the experience it has gained through current and past projects.
The Technical Areas of the Programs will be strengthened with the
appropriate resources to achieve a more efficient outreach capability.

1. The outreach strategy
1.1 Institutional development objective

* To disseminate research results, improve access to
CATIE’s educational opportunities, and to strengthen
institutional capabilities locally and nationally.

The immediate objectives are:

1) To strengthen the system for dissemination of research
results to institutions in the member countries.

ii) To put in place thc mechanisms and programs that
will strengthen the research and education capabilities
of counterparts in the member countries so that they can
participate more effectively in problem solving research,
and in diffusion and implementation of results.

ii1) To increase community participation in problem
solving research.

1.2 Actions

Four actions will be the core of CATIE’s outreach efforts.
They are:

* The strengthening of CATIE's institution-
al links.

* The refocusing of traditional research
activities.

* The implementation of a professional

educational system (teaching and training) that is tech-
nology oriented.

* The improvement of existing outreach
mechanisms and the clear definition of the institutional
clientele.



1.2.1.- Institutional links

CATIE seeks to establish problem solving research, sound vali-
dation practices, applied training and cooperative activities in conjunc-
tion with national and international institutions and organizations, both
in the private and public sectors.

The Center promotes an integrated and holistic approach to
agricultural and natural resources research, training and technology
transfer activities in order to achieve sustainability in its member coun-
tries. It stresses (i) technical collaboration with measurable impacts at
the field level; (ii) activities relating to production, education, training
and conservation with institutions, both worldwide and as a liaison and
diffusion center for tropical America; and (iii) the institutional
strengthening of local and national institutions.

In addition to outreach targetting local and national institutions
(dealt with in the following section) CATIE cooperates in various ways
with a broad range of regional and international partners:

* Complementarity with I[ICA. CATIE has work-
ing relations with IICA in areas such as technical assis-
tance, joint execution of projects, development of
human resources, transfer of research results, documen-
tation and information systems, and the strengthening of
national institutions. CATIE and IICA cooperate in the
search for joint funding opportunities.

* Strategic alliances and regional links with WWE,
IUCN, IPGRI-INIBAP, CIFOR, ICRAF, ISNAR and
similar institutions for carrying out joint research, train-
ing and regional development projects. This avoids
unwanted duplication and exploits the mutual strengths
of each organization.

* Institutional cooperation with CIRAD, CIAT,
NRI and others. Joint action in specific areas of mutual
regional interest with institutions that have scientific
projects, in a complementary and synergistic effort.

* Development of scientific, educational and
regional networks such as REDCA, PROMECAFE,
PROCITROPICOS and REMERFL

* Joint teaching and training programs, and acade-
mic exchanges with overseas universities such as the
Agricultural University of Wageningen, Netherlands;
Wisconsin, Colorado State and Cornell Universities,
USA; Goteborg University, Sweden; Oxford University,
UK; Helsinki University, Finland; and the Université
Laval, Canada, as well as national universities in
CATIE’s member countries.

11
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* Cooperation with private organizations in areas
of mutual interest. Organizations with which CATIE
currently has joint actions include research and/or com-
mercial projects of Alimentos Congelados de
Guatemala, S.A. (Alcosa), Gremial de Exportadores de
Productos no Tradicionales, CORBANA, Standard Fruit
Co. (Dole), Nestlé, grass roots organizations, and others.
The activities are complementary and synergistic in
nature.

1.2.2 Outreach mechanisms and clientele

CATIE’s outreach will occur through higher education and
training, dissemination of information, networks, participative research
and validation, technical assistance, field demonstrations, and other
technical services. These mechanisms are aimed at reaching CATIE’s
main clientele: government institutions, development and conservation
NGOs, higher education and research centers, producers of goods and
services with emphasis on low income farmers and the private sector,
and decision and opinion makers (Figure 1).

Outreach activities will receive increased input from the
Education Program. Already, the demand for a new professional pro-
file has led CATIE to begin a process of curricular development aimed
at producing graduates and trainees with a more suitable exit profile.
The vocational programs will produce graduates and trainees better fit-
ted to the needs of the private sector, while the more scientifically ori-
ented programs traditionally offered at a Master’s degree level will
continue to fill the requirements of universities and research institutes.



Outreach oriented to institutional strengthening

Figure 1
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In each member country the Center will develop permanent
partners for specific domains of activity. CATIE will work with its part-
ners on a long term, mutually beneficial basis, with the partners serving
as liaison and focal points for CATIE’s national-level extension efforts,
and the Center automatically channelling relevant technologies and
practices to them. Permanent partners will participate in project plan-
ning from the early stages, and will benefit from special access to
CATIE’s higher education and training programs. An ongoing consul-
tation process will provide continuing feedback from these principal
partners that will be of paramount importance to the Center in adjusting
its approach to national needs. By this means the impact of CATIE, a
regional institution, will be felt continuously at the national level.

Partner links will be strengthened or initiated with:
* Governmental institutions

The governmental institutions of member countries,
including the national agricultural research systems
(NARs), share common goals with CATIE.
Coordination with them is essential for receiving
requests, feedback, the design, implementation, monitor-
ing and evaluation of projects, networking, the function-
ing of information systems, targeting technical assis-
tance, field demonstration sites, and programming effec-
tive education and training activities.

Such institutions include ministries with responsibilities
for agriculture, the environment, natural resources, edu-
cation and planning, the semi-autonomous and
autonomous organizations, scientific and technological
institutions, national-level research centers, forestry and
water supply units, and rural development agencies.

* Development and conservation NGOs

Links will be strengthened with development and con-
servation NGOs in the areas of technology transfer and
training, particularly where the NGOs have a compara-
tive advantage. Such links will aim to improve efficien-
cy, minimize duplication of efforts, empower local peo-
ple through knowledge and participation, and enhance
the capability of both partners to deliver improved tech-
nologies and conservation practices.

Partner NGOs will include development groups, produc-
er organizations, local, national and international organi-
zations.

* Higher education and research
institutions

A major channel through which CATIE aims to ensure
sustainability in the generation, validation and adoption



of improved technologies is cooperation with national
higher education and research establishments. By train-
ing staff with higher education degrees and implement-
ing joint research programs, CATIE intends to encour-
age a change of attitudes towards sustainable develop-
ment, empower human resources through the provision
of technical knowledge, and to ensure that the national
system’s capacity is permanently enhanced.

* Policy and opinion makers

CATIE will interact with institutions dealing with policy
issues and contribute to policy analysis studies.
Permanent links will be maintained with policy and
opinion makers at the highest levels in government,
society, and the media in order to facilitate the shaping
of informed opinion and policies, and to assist them in
the diffusion of information.

These will include: planning departments in the relevant
ministries and autonomous bodies, national and local
mass media, and national systems such as university
departments of policy studies.

* Producers and the private sector

In the past CATIE has been mainly involved with the
public rather than the private sector. To correct this tra-
ditional bias, the Center will strengthen institutional
contacts with producer and other private sector organi-
zations.

The sector includes farmer groups, local and national
extension agencies, companies, intermediaries and con-
sumer, environmental, women’s, youth and indigenous
groups. Special attention will be given to their involve-
ment in networks and information systems. Feedback
mechanisms will be developed in order to identify and
address the problems and/or constraints of new tech-
nologies. The involvement of socioeconomic analysis
establishments will be encouraged in this process.

Extension activities will concentrate on work with local
extension services, producers, producer organizations
and other natural resources users. This will increase
community involvement in the sustainable management
and use of productive agricultural and forestry
resources.

1.3 Inputs

In order to achieve its aim of systematically strengthening out-
reach, CATIE will need to invest in improving and integrating its out-

CATIE
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reach activities into all phases of a development model with planning,
research and technology transfer stages (Figure 2). Specifically, invest-
ment of time and financial resources will be needed in:

* Supporting outreach with the necessary
scientific and technical basis, with due consideration to
socioeconomic and gender issues.

* Designing of an improved, more rele-
vant, professional higher education and training pro-
gram.

* Developing CATIE'’s researchers, profes-

sors and trainers through improved human resources
management, further training, sabbatical leaves, ezc.

* Developing a program for strengthening
links with public and private sector entities.

* Developing region-wide dissemination
systems for information generated by CATIE and its
partners, with emphasis on mechanisms that aid inter-
pretation and understanding.

1.4 Outputs and goals
The outputs expected from this investment are:

i) The strengthening of CATIE’s principal perma-
nent partners through links with the educational pro-
grams and technology transfer processes.

ii) An efficient, regional knowledge and informa-
tion dissemination system with a high profile in the
member countries.

iii) A Center with a research agenda that is geared more
to problem solving and the participation of women and
minorities.

iv) An improved educational program with a more pro-
fessional orientation.



Figure 2 CATIE’s outreach evolution

Phase 1
(Planning)

-Identification of local problems with global implications
in a highly participative approach.

Phase 2
(research)

CATIE s research with or without a “farmer’s firt approach”,
and in collaboration or not with national or intemational
research institutions

Phase 3
(outreach)

-Focusing on farmer’s priorities and building technical
knowledge and making it available to help them through
(empowerment though knowledge):training, data bases,
communication and extension services

Phase 4
(outreach)

-Building in-country networks and links of collaboration with
community and farmer levels and with CATIE

Phase 5

-Establishing country-to-country links which bypass CATIE
and supporting the entire regional network with research,
training and development opportunities

Phase 6

-Building intemational links with the system

CATIE
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As implied in the previous section, the permanent partner orga-
nizations are expected to play an essential and increasing role in the
process of generating these outputs. Goals for establishing these per-
manent links and involving these organizations are summarized in
Figure 3 and explained as follows:

* Government institutions

A minimum of one government institution in each mem-
ber country as a permanent partner by 1996, two by
1998.

* Development and conservation NGOs

Two national level NGOs in each member country as
permanent partners by 1996, three by 1998.

* Higher education and research
institutions

A minimum of two higher education and research cen-
ters in each member country as permanent partners by
1996, three by 1998, and four by the beginning of 2002
(the final number may vary depending on how many
such institutions exist in a specific country).

* Policy and opinion makers

Links with a minimum of one partner organization in
each member country by 1996, two by 1998.

* Producers and private sector

A minimum of one major private sector organization,
two farmer groups, one national extension agency, one
private natural resources user group, and two environ-
mental, women’s, youth or indigenous groups in each
member country as permanent partners by 1996. By
1998 and 2002 there will be further increases.



Figure 3. Number of national partner organizations permanently involved in
CATIE's outreach, per member country.

No. of partners per member country

12

10

El 1996
6 H 1998

2002

Gi NGO HEI POM F/P

Gl: Governmental institutions
NGO: Development and conservation NGO's
HEIl: Higher education and research institutions

POM: Policy and opinion makers

F/P:  Producers and private sector (AT I
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2. Impact measurement and assumptions

2.1 Impact indicators

CATIE impacts end users in two main ways :

*

Direct impact on natural resources managers and

producers, consumers and human welfare in general,
through demonstration areas, short courses, participative
research, information, etc.

*

Indirect impact, through national and regional

research, education, transfer and development institu-
tions, and by extending the size and quality of the stock
of scientific knowledge relevant to the member coun-

tries.

The framework in Figure 4 illustrates the diversity of products
and services that CATIE delivers, and the complexity of the chain of
effects resulting from farmers’ adoption of new technologies. Some of
the indicators listed merely record implementation; others quantify its

effects.

The key impact indicators are:

*

Relevant partners identified and links devel-
oped.

Number and quality of technologies generat-
ed. Number and quality of technologies vali-
dated at field level.

Adoption of improved technologies and prac-
tices by end users; number of direct and indi-
rect beneficiaries.

Economic, social and environmental vari-
ables (classified by gender and minority
groups when applicable) of the technologies
and management practices successfully
transferred.

Institutional (governmental and NGO) capac-
ity to carry out research, training, education
and outreach effectively in the field of sus-
tainable development.

Entrance and exit profiles of graduates and
trainees.
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* Number of applicants to and graduates of
the Education Program,and their
role in national institutions and research
centers.

* Improved institutional image as
indicated by.

-Number and type of technical assistance
requests received and attended
efficiently.

-Number and type of publications and
other outreach activities of the
research and education Programs.

-Number of requests received for
teaching and training, and willingness
to pay.

2.2 Assumption and risk

The main underlying assumption of the institutional out-
reach plan is that:

* CATIE receives significant and frequent
requests for its skills, products and services from mem-
ber countries, in such a way that outreach will be
demand driven and not dominated by supply.

The risk is that the natural resources management demands of
the member countries might lag behind CATIE’s capacity and also the
donor community’s interests. Lack of demand is part of the global
problem of stimulating sustainable development and is addressed by
the proposed outreach program through the continuous feedback mech-
anisms established with national counterparts (particularly with perma-
nent partners). By gradually improving CATIE'’s research, education,
training, technical assistance and diffusion activities at the national
level, the quality and quantity of the demand for what CATIE can sup-
ply, and the ability of national demand to define it, is expected to
increase progressively. These same mechanisms will enable CATIE to
play an important role in harmonizing the sometimes contradictory per-
ceptions of its member countries and the donor community.



III: INSTITUTIONAL BUILDING

1. Socioceconomic and gender issues
1.1 Development objective

* Increased proficiency in social and economic sciences,
including gender issues, as they relate to education and
research on sustainable agricultural production and nat-
ural resources management and conservation.

The immediate objectives are:

i) To improve CATIE’s ability to adequately deal with
socioeconomic and gender issues, and to increase and
promote activities relating to socioeconomic issues.

it) To assist partners in the member countries to
fully consider such issues in the development and
implementation of their education, research and exten-
sion activities.

1.2 Actions

Actions that will contribute to the strengthening of CATIE’s
capacity in socioeconomic and gender issues are:

* Development of a Production and
Conservation Economics Area as part of the Center’s
area structure.

* Implementation of a policy of consider-
ing the socioeconomic and gender implications of
CATIE'’s outreach mechanisms (technical assistance,
networking, dissemination of information, higher educa-
tion, training and field demonstration).

* Implementation of a training program
and Masters degree option in Environmental Economics
and Sociology.

* Sensitization and training of CATIE’s
staff in socioeconomic, gender and ethnic issues.

* Implementation of a policy of emphasiz-
ing socioeconomic and gender awareness in CATIE'’s
training and formal education activities at field and
national levels.

* Increasing the proportion of women and
minorities in CATIE’s professional staff.

CATIE
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1.3 Inputs

In order to improve CATIE’s performance in the field of social
and gender awareness, investment will be needed in improving and
integrating certain key activities into all aspects of its operations. In
particular, time and financial resources will be need to be invested in:

* Adequate staffing of the Production and
Conservation Economics Area for both teaching and
project support and evaluation functions.

* An affirmative action employment policy
that promotes the hiring of women and minorities.

* A continuous monitoring system for the
Center’s outreach activities to insure that adequate con-
sideration of gender and ethnic concemns is being made.

1.4 Outputs and goals
The outputs that can be expected from this investment include:

i) The consolidation of a Production and Conservation
Economics Area at CATIE.

ii) The improvement of CATIE’s ability to deal with
people and processes by

- Increasing the awareness of the
Center’s professional staff of the socioeconomic and
institutional components of sustainable development.

- Developing an awareness and
understanding of gender and ethnic problems in and out-
side CATIE.

- Highlighting and promoting
social participation in planning, implementation and
evaluation of sustainable development projects and pro-
grams.

iii) Increased contribution of women, indigenous people
and minorities in CATIE’s and partner organizations’
programs.

The four main goals of this component are:
* A two-fold increase over 1994 levels in

the proportion of women and minority professionals in
CATIE'’s staff by the end of the year 2002.



* The progressive incorporation of appro-
priate social and economic analysis into all of the
Center’s natural resources management and agricultural
technology development activities, beginning during the
second semester of 1995. By the first semester of 1997
all such activities should include full consideration and
analysis of the socioeconomic implications, including
gender and minority issues.

* To monitor and evaluate the implementa-
tion and suitability of the social and economic analysis
methods being applied to these activities, beginning the
first semester of 1996.

* To hold two workshops per year for
CATIE’s staff on gender and minority issues, the first
one taking place during the fourth quarter of 1995.

* Create awareness of the need for inclu-
sion of women and indigenous people in the consulta-
tion process when testing, promoting or monitoring
technological innovations, beginning in 1995.

1.5 Indicators of impact.

Table 2 presents the key impact indicators relating to the devel-
opment of socioeconomic and gender issue awareness at CATIE.

1.6 Assumption

Enough women and minority candidates apply for and have
adequate qualifications for filling posts in the Center and partner insti-
tutions to allow affirmative action to make an impact on staffing ratios.
2- Human resources

CATIE’s past, present and future relevance in the Region
depends on the quality of its human resources. It is CATIE’s profes-

sional staff that have been and will continue to be the main agents of
the Center’s impact in the Region.
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