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FRELIMINARIES AND ACKNOWLEDSEUZITS

1.

W

4e

On November 16, 1970, the Hational Commission on'Agriculture
invited ghe pirector of the Indian Institute of ranagement,
Ahmedabad, to discvgs.with him the scope of the work of the
Conmission and the possible ways in which the Institute could

assist the Commissior,

Subsequently, in #arch 1971, chri 3., Sivaraman, Vice-Chairman
of the Commisgsion, visited the Istitute to discuss various
studies that he wished the Institute to undertake, One of the

studies which he entrusted to the Indian Institute of Management,

Ahmedabad, was (i) to exarmine the existing organisational

structure of ICAR and its relationship with different constisuent

units, Apricultural Universities, and other institutions asso-

clated with arricultural research, and (ii) to recomend an

organisation structure takin; into account the objectives of

ICAR and the emerging problems from the existing organisation

structure and roles.

This report is based on interviews and discussions held at
headquarters, some State Departments of A-riculture, igricule
tural Tniversities, and a Central Research Institute, and on

previous reports and cther published material,

the report is divided into three parts, TPart I deals with
the objectives of ICAR, its existing orpanisation structure

and problems, Part II recommends e£n organisation structure
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for headquarters. »art I and Dart II of the report aras
by Professor Kamla Chowdhry and ‘rofessor V,R. Gaikwad,
Part III contains a framework for developing an Information
and Control System reqﬁired at IC4AR healquarters, This

part of the report is by vrofassor S.K. Bhattacharyya,

~ 2art IV contains our ccnclusions and recommendations,

If the broad framewerk which concerns the first order manage-
ment system of ICuR is accepted then further work would be
required in working through the problems related to the second
order system. Simultaneously, educational strategles would

have to be arranped so as to prepare people for the new roles

demanded by a reorganisation. A one-way announcement by

the Government or those in power though important is not
sufficient, Involvement of péople is important if recommen=
datiéns are to be effectively implemeﬁted. Reorganisation
implies change of roles and relatiénship, change in power

and authority, acquiring new knowledge, skills and attitudes.

- Unless all these are dealt with in & systematlic fashion, a

reorganisation, even if accepted, remains on paper.

We are srateful to Shri B, Sivaraman and Dr,M.S. Swaminathan

for their interest in the study and for the opcnness of dis-

cussions, ¥We are also thankful to Shri K.2+4, Menon for his
many acts of help and for the facilities providéd for this
study. 4 special word of thanks is due to Shxi J.S5. Sarma

for his help in establishment of our contacts at various levels,
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In the course of this project we had the pleasure of meeting

‘and discussing with several senior scientists and administrae

tors of ICiR and National Institutes, with academicians and

educationists from Agricultural Universities and with senior

" officers of State Departments of Agriculture, These discussions

‘have provided us with the necessary backzround and information,

sentiments and feelinps, om the basis of which we could get
an understanding of the problems of nlanning, decision-making,
communication and interactions with IC4R, Ve are grateiul

to them for their very valuable cooperation

£ special word of thanks is due to Professor Ravi J. Metthai

and rrofessor D.¥%. Desai, with whom we discussed our insightsl

and anxieties durin; the procasé of this study. To Shri P,S.Nair

" and Shri K. Srinivasan we are gratefﬁl for the excellent

secretarial assistance,

Kamla cChowdhry
"VaR, Galkwad
S.Ke Bhattacharyya
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OBJECTIVES AND EXISTING ORGANISATION OF ICAR
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1.2

1.3

OBJECT IVES OF ICAR

The main objectives of thé Council as embodiéé in its

Memorandum of Association are: . .

(a) To undertake, ai;‘x, promote; and coordinate agricultural
and animal husbanaty education, research and its appli-
cation in pracﬁice, éeveloﬁmgnt and marketing by a;l
meané calculated to increase scientific knowledge of
the subjects and to secure its adoption in everywday
practice,

(k) To act as a clearing house of 1nformati§n not only in
regard to research but also in regard to.agricultural

[

and veterinary patters, generally,

The objectives stated above have three components in regard
to promotion of agticultural and veterinary.sciencee, nanely,

fesearch, education and extension'(applicagion in practice).

It is important to have a clear idea of the primary objectives

of ICLR at -the overall level, and the primary objectives of

" each constituent unit//lgricultural [ﬁi#ersity for three

reasons: First, it cnables 2 better undérstﬁnding of what
ICAR is trying to achieve and becéme at an overall level on
the one hand, and what each ;nitluniversity is trying to
achieve 8nd become at the opcratiné level on the other hand,

so that appropriate policies and decisions can be evolved by
each within the framework of their primary objectives, Second,

it provides a meaningfui framework within which to amalyse and

assess the overall performance of IC4R on the one hand and of



1.4

2

the different units/universities concemed on the other hand,
Third, it helps define boundaries of different institutlons
so that problems related to territorial encroachments are

minimised and consequently relationships are improved,

It seemed to us from our interviews and discussions that

there was need to clarify the objectives of ICAR at an overall

‘level in operational terms, and especially of the Agricultural

Universities vis-a-vis State Departments of Agriculture,

For instance, if ICAR's role is promotion and development

of agricultural and animal husbandry education, research,

‘and its application in practice so as to secure its adoption
uin everyday‘practice, theﬁ extension becomes a responsibility
- of ICAR and its éonsfituent units and universities, There
-is need to clarify the responsibility for‘éxtension between

| ICAR and Central and State Departménts_oﬁ Extension, With

overlapping objectives of ICAR and of State Governments’

regarding application of knowledge,térritori&I encroachments

and conflicts are bound to arise,
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dIuTORICAL ANFECDENTS OF ICAR

)

- . . ! -\ . . v . .
AAt the beginning of the 20th centﬁry it was vealised that

the establish rent of agncultural research institutes and
experimental faxns and agrlculturdl colleges was the flrat
step necessary to brins about any progress in agricultural

practlces. Sucn realLsat101 reuulted in the establishment of

the Imper1a1 (now Indlan) Agr:.cultural Kescarch Institute in

4 1905,at tusa. It was then visualised that IARI would be the

apet research orgapioation with: ramlflcations extending into

the provinc €S,

The Indian veterinary Rcsearch Inatitute was established

as ear;.y as 1089 in Eoonl. ' It was r.hi.ft:a,d to Mukteswar

in 1893, end subsequently deve10ped its nain campus in

. Izatnagar.

~In 1919, agriculture became a transferred subject, i.c., a

. subject under the direct control of the provincial govern-

ments, ,-All-powets)of_directiqn-and.eontrol;oﬁ agricultural
and veterinary subjects, inciuding research, teaching and
policy making were transferred to proviecial governments,
At that time there was no agency with epeeif'ic purpose of
coordinating work on agriculture and animal husbandry in
different provinces and bringing them in line with the policy

of the Central Government,

- In 1928, the Royal Commission proposed the establishment of

a Central Councll of Agricultural Research with the primary
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function of promoting, guiding and coordinating agricultural
research throughout India, In pursuance of its recommenda=
tion, the Imperial (now Indian) Council of Agricultural

Research was set up in 1929 as a statutcry body by arn Act

‘of the Central 153191ature.1 - The Council is a Society

registered under the legistration of Societies dct, .1860,

The First Commodity Committee, namely, the Indian Central
Gotton Comaittec was established in 1921, Subseqﬁently,
man§ other Commodity Committees came into existence one after
another under the auspices of the Ministry of Food and fAgri-
culture for the purpose of intensifying research and develeop=-

ment in certain industrial CropS,.

In 1958,the Ministry of Agriéﬁlture started & project for
intensiiication of Regional Research of Cotton, 0ilseeds,
and Millets (2IRRCOM).  Under this prbject,l? composite
regionél'statipns ;pread over the entire country were estab-
lished, »These functioned under the administrative conf?ol
of ;he Governments of the States in which they happened to

be located,

Since agriculture was a State subject,the State Governments

established in varying degrees and with varying degrees of

,effectiveness,rescarch stations and educational institutions

of thelr own. However, in most casesythe States left to the

1

MeSe Randhawa, Agricultural Research in India, 1963, p.ii.
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Centre, the promotion of research, With the establishment of
sgricultural lniversities some States transferred their research

stations and their research staff to the tniversities, whereas

. some States retained their control over the research because

of their responsibility and involvement in extension activities,

The first Agficultural hiversity was established in Uttar
Pradesh in 1960, Subsequently, 17 other Agricultural Univers *

sities were established, ICAR has given support and assisw

.tance for the establishment and developmeiit of these Agricule

tural Wiversities, -

Thus, it can be seen that even after the establishment of

" ICAK 1in 1929, the reSponsibility for agricultural research and

education was very diffuse and spread to a multitude of agen=

" cies ‘with overlapping objectives making any blanning'and coordi-

nation -dmpossible,” ~In order to have a more integrated .

-approach to agricultural research and education,the Govern=
ment of India appointed several teams from time to time to

"make recommendations for a more unifying and a more coordinge

ted organisation system,"

The two Joint Indo-imerican Teams on Agricultﬁral Research and
Education (1954 and 1959)'emphasiSed the need for ICAR to

become a more effective instrument for coordinating research

‘on agricultural and animal husbandry in the cbuﬁtfy and made

certain suggestions in that connection,
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In 1963, the Agricultural Research Review Team (Parker Commiftee)
suggested fundamental alterations in the structure and scope of
acﬁivities of-the ICAR., The various‘Central Research Insti=
tutés, iaborécofies and Testing Céntres,and Agricuitural thiver=
;ities were éo be Efénsferred.to the broad guidance and control
of IC4LR. 1 In facg, the Parker.Cointtee aiso récommended the

) "
transfer of Forestry., The Governnent of India agreed to implew

ment the recommendations of the Farker Committee with some

me jor modifications in the organisation suzzested by the

‘Comnittee. The modifications related to reducing the number

of Deputy Dircctors-General from 12 to 4, and ignoring the

recommendation of appointing specialists, 4Accordingly, from

fpril 1, 1966 started the process of the reorganisation of

ICAR as a fully autonomous organisation responsible for natio=~
nal policy on agricultural research and also for promoting

sound research programmes in agricultural and animal husbandry

sciences in the country,

With'thg transfer of different research institutes/laborato-
ries/ centres to ICAR, which We;eflargely.under the Ministry

of Food andlAgriculture, not only were ;he‘écigntists and
technical staff transferred, but also the administrative staff,

In ‘act, what was transferred were all the existing administra-

tive practices found in Government Departments.

The‘éarly beginnings of an institution play a significant
role in the future institution building process. Thus, in

thé.sﬁdrtiﬁg of Bhabha itomic Research Centre (BARC), a group
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of scientists and administrators were transferred from the
Tata Institute of FUndamental Research (TIFR). The adninise-
trative practices wvere largely evolved by the scientists them=

selves, and these became the 'foundations' of the growth and

development of BARC.

Hlthough CSIR started from the beginning as an autonomous
bodv registered as a Society it lost to a large extent its

ﬁfreedom.of action" by the adoption of Government rules

and practices, s was pointed out by Bhabha:

_wthe opportunity of framing an administrative structure

and rules and procedures appropriate for a scientific

organisation, which this set up was intended to confer
on the Council of 3ciantifié and Industrial Research
has, however, been lost to a large extent by the omni=-

-’bus adoption of GOvernment'ruleS'and regulations M

The early antevedents of ICAR nake the development of
approprlate admiristrativc practices relevant to the growth

and application of agricultural sciences even more difficult.-

' It inherited sevéral institutions with different backgrounds,

histories and adnministrative practices more relevant to

:overﬁment than to a scientific institution,

R .o . ‘ .. o N
If the administrative practices in ICAR are-those largely
followed in thc Goverhment then the ob;ective of having an

autonomous ornanisation w1th a scientist Director-General

and a secretariat of senior scientists is essentially

1.

Homi J.Bhabha, "Scicnce and the Problems of Deve10pment " (Bombays

Atomic_Enerpy Establichment, 1966) ypelie




defeated. The developinz of new norms and new practices,
. and the nurturin; of a culture suitable to scientists and
scientific ovganisations is a difficult task and needs

attention,

2,17 It is useful fo make a distinctibn between the basic struce
"‘ture and’ the operating mechanisms which implement and rein-

. force the basic structure, Operatin: mechanisms include

such factors as control procedures, information system, ree

ward and appraisal system, ‘stendardised rules and procedures,
~and even spatial arrangements, If the oﬁerating mechanisms
in ICAR are relevant to a ;évérnment_department then changes
in bfganisation structure will not lead to improvements,
Problems of motvivation and morale are likely to arise under

- the circumstances.

2,18 Both Bhabha1 and Sarabhaiz have pointed out that the adminise
eration of scicnece requires different norns and acdifferent
culture. To quote Bhabha in this connection:

"The type of administration required for the growth
of science and technology is quite different fron
the type of administration required for the opera-
tion of industrial enterprises, and both of these
are a;ain quite different from tho type of adminisw-
tration required for such matters as the preserva=-
tion of law and order, administration of justice,
finance, and so on. It is my personal view, vhich
is shared by many eninent foreign scientists, that
the general absence of the proper administrative
set-up for scicnce is a bigger obstacle to the rapid

L 1b1g,

2 Vikram A. Sarabhai, "Control and Hanagement of Public 3ector Under-
takings," Foundation Day lecture at the Administrative Staff College
of India, Hyderabad, Deccmber 1969. '
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growth of science and technology than the paucity

of scientists and technologists, because a majority
of the scientists and technologists we have are

made less effective through the lack of the right
type of administrative support, The administration
of scientific research and development is an even
more subtle matter than the administration of induse
trial enterprises, and I am convinced that it cannot
be done on the basis of borrowed knowledge."

WGovernment is spending large sums now on supporting

scientific ‘research and technical development, and
it is in Government's interest to study and devise

"~ de novo the best administrative and financial prow

cedures for scientific institutions and for getting
‘the maximum return on the money spent, To apply
existing-administrative and financial procedures,
devised for an entirely different purpose, to sciene
tific institutions is largely to defeat the purpose
which the Government has im view by letting the

tail wag the dog."

L Thabha, op.cit., p.l2,

-

f Bhabh&, OP.Ciba ,Pe5 »
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EXISTING ORGAWISATION STRUCTURE OF ICAR

"In Ap,ri_i. 1966, ICAR was reorpanised and some of the major

changes made were:

(1)

NCED)

(i11)

'(iv)

(v)

The Rules énd Bye-IA&s of ICAR were revised so as to
make it a "fully autonomous researrch organisation."
The Governing Body of IGAR was reconstitutéd to

nake it a body of scientists,

A scientist was appointed as the Director-General.
thereby making an important qeparture from appointing
administrators.

The administrative control of the following nine
research iﬁstitutés. previously adrinistered by the

Department of Agriculture was transferred to ICAR.

(a) Indian Agricultural Research Institute, New Delhi
(b) Indian Veterinary Research Institute, Izatnagar

~(c) National Dairy Research Institute, Karnal

(d) Central Potato Research Institute, Simla
(e) Central Rice Research Institute, Cuttack
(£) Central Arid Zone Research Institute, Jodhpur

‘(g) Indian Grassland and Fodder Research Institute,

Jhansi ', _
(h) Central Tuber Crops. Research Institute, Trivandrum
(1) Central Sheep & Wool Research Institute, liampura

The Central Commodity Committces were dissolved and

the following resecrch imstitutus transferred to ICAR.

(a) Technological Research Laboratory (Cotton),
Metunge, Bombay

(b) Jute Azricultural Research Institute, Nilaganj,
Barrackpore )

(¢) Technological Research Laboratory (Jute), Calcutta

(d) Central Tobacco Research Institute, Rajahmundry



(vi)

(vii)

(viii)

(ix)
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(e) Central Coconut Research Station, Kayanjulam
(f) ceéntral Coconut Research Station, Kasargod
(3) Central Arecanut Research gtation, Vittal

(h) Indian lLac Research Institute, Mamkum, Ranchi

Such of the PIRRCOM Centres not amalzamated with
the State research institutions were placed under
ICAR.

Adminlstratzve control oF the following Institutes/

Centres was algo assumpd by IUA? from October 1967,

(a) Central Inland Fisheries Rusearch Institute,
Barrackpore .

(b) Central Marine Fisheries Research Institute,

" I.0. Mandapam GCamp

~(c) Central Institute of risheries Technolo:y,

Emakulanm

(d) Soil Conservation, Research, Demonstration &

Trainin; Centrz, Ibrahimpatan, Dist, Hyderabad
(e) Soil Conservation, Research, Demonstration &
Traininz Centre, A;ra

(£) Soil Conservation,.Research, Demonstration &

Training Centre, Vasad (Gujarat)
() Soil Conservation, Research, Demonstration &
Training Centre, Dehra Dun .
(h) Soill Conservation, Research, Demonstration &
' Trainin; Centre, ¥otah

(1) 301l Conoervation, Rescarch, Demonstration &

- Trainin; Centre, Chandigarh
(j) Soil Conservation, ReSearch"Demdnstration &
Training Centre, Bellary
(k) Soil Conservation, Research, Demonstration &
,'i‘m:l.n:ln-7 Centre, Ootacamund

'The adninistrative control of Indian Institute of

. Sugarcane. Rescarch, Iucknow; ”Sh;aréane‘Bréeding

Institute, Coimbatorc;. and 4ll India Joil and
landuse Survey Orzanisation was transferrad with
effect from April 1969,

The Institute of Agricultural Research Statistics

: was transferred with effect from Apfil 1970,
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Thus; within a period of 1 to 2 years ICAR'§ responsibility
increased manifold, From an organisational set up dealing

with sponsorin; ad hoec research projects it now had to adminisw

‘ter about 30 réséarch'institutés/centres, help in the develope

‘ment of Agricultural Universities, It wundertook as many as

70 All India Coordihated Projects. In order to deal with the

manifold responsibilities the Parker Committee had suggested,

a headquarter structure consisting of 12~13 Deputy Directorss
General, each Deputy Diéector-General to be assisted by seve-
ral Assistant Directors-General, and 18 SBpecialists in subject
areas, As was mentioned earlier the recommendations concerw

ning the organisation structure were modified by the Governa

ment reducing the number of Deputy Directors-Gemeral from

12 to 4 and abolishing the posts of Gpecialists,

The existin; organisation structure of ICAR is shown in
Exhibit 1. The list of research institutes, laboratories,
and centres, Agricultural Universities, and All India Coore

dinated Trojects under ICAR is shown in ﬁppéndix 1.

There are about 5000 scientists working in ICAR's constituent
units and about 15,000 staff, The annual budget of ICAR for
1970-71 was Rse 24 crores &nd the Fourth Flan budjet was

approximately Rs, 85 crores.1

lMinistry of'Agriculture, covernment of India, Agricultural Research
in India: WNew Horizons and Ferspectives, (lNew Delhi: Indian Council

of é4pricultural Research, 1571), p.ll.
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The executive functions of ICAR are carried out uyder a Govern-
ing ﬁody consistin; of 22 me&bers with the Minister of Agricule
ture as the President. Tﬁe.soyernin; Body consists of scien-
tists and those with interest in or knowledge of agriculture,
The Goberning’éody decideé fﬁe-research po;icy, approves all
research progra@nes aﬁd alsq'contrqls the funds of»phe Council..

The Govérnin; Body is assisted by 4 Standing Committces on;

L. Agricultural Research
2, Animal Geiences Research
3. Agricultural Edufation

4, Horiculture Zconomics, Statistics, and Marketing
Research

There are also seve;al Scientific Tanels which aséist in the
scrutinising and recommending of the research prbjects io thé
respective Standinz Committees’ There is also a Standing
Finance Committee which examines the annual budaet of the

Council, scrutinises the estinmates for all research proposals.

- The Joint Secretary in the Ministry of Finance accredited to

the ifinistry of Food and Agriculture, is the Finencial ‘Adviser

-

to the Council, .

The executive-head of IC4R is the Dirgctor-Genefai who 1s also
the ex-officio Jecretary to the Government of India:‘ The
Director<General is also the .Chairman of the 4 Stdnding
Committees, On the technical ;idé he is assisted by 4 Deputy

Directors~ieneral, cone cach in the field bf'ﬁa) Crop 3ciences,

i [
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(b) Soil, Agronomy, Irrigation and Agricultural Engineering,

‘e) animal Ociences, and (d) Agricultural Education and

~ Central-3tate relations,

Each Deputy Drector-General is responsible for the growth
and development of a number of research instﬁtutes. They are
also responsible for the prepdration, scrutiny, review and
tec@nical control of the rese#rch schemes and projects within
thelr respective disciplines., For ezample, the Deputy
Director=-General Cfop Sciences has 9 research institutes

under him and many research projects directly under his

group.

The Directors of the 3 llational Institutions report directly
to the Director-General. Their status is more autonomous

than the other research institutes, and greater powers

have been delezated to them,

On the administrative side,the Director-Gencral is assisted
by the Secretary of the Council who %s ex=0fficio Joint
becretary to the Sovernment of India, The Secrétéry looks
after the recruitment of senior scientists, budgétqry cone
trols and coordination, He is also the Jecretary to the
Sociéty, Council and the various Standin; éohmittees of
the Council, le is assisted by Additionmdl Secretaries,
"ndér Sécretaries, and Director of Bud_:et, audit and

.

Accounts, and Director of Recruiltment,
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The Director-General and the Secretary have the status of
the Secretary and the Joint Uecretary in the Government
of India respectively, and as such have the necessary sance
tioning powers of the Government of India. The Deputy
Directbrs-cener#i.havé no such status, so that papers for
Qanction have'td'go to the Secretafy and to the Director-

General,

The headquarters of ICAR share the same building as the

linistry of Food and Agriculture,
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SOME COMMINTS ON IHE ZXISTING STRUCTURE

From the interviews and discussions held,we identified 5
mjor areas, interdependent and inter-related, around which

the problems of IC4R centred:-

(i) Long'Range ~lanning

(ii) 4l]l India Coordinated Trojzcts

(iii) Tersornel

(iv) lLccountability

v Centralisation
It seemed to us that these inter-related problems were causing
feelings of unhealthy rivalry and competitiveness, perceptions
of ad hoc and not objective use of authority, lack commitment,

and a tendency to blame each other,

Lons Ranne Llanning:

N

The rationcle for putting the vorious institutions dealing

with agricultural research and education wes to provide ICAR
a mechanism for better planning, intepration and coordina-
tion. Eewevery, no adequate organisational mechanisms exist

for long range planningy  Rescarch proposals which require

ad hoc financing are subnitted to ICAR which are processed

throu;h the 3cientific Lznels and Stapdin; Committees, This
sysfem does not lend itself to long range plenning, idanti-
fyin: gaps and nex!s, nonitoring new developments and provie
ding-a broad framework within which the institutes and uni=-

versities can plan their own research activities, Rerhaps



17

the system of ad hoc financing of research projects continues

from the early days of ICAR,

442,1  Because of lack of iong range vlanning et headquarters the
decision-makin; is often perceived.by the membefs of the
reécarch institutes and univcrsities és ad hoc and not objec-
tive.}'This senerates personal lobbying for research projects
on the cne hand, and resentdents'on the other hand, Also,
if there is no long range planning at the headquarters levél
many problems have to travel upwards for discussions and

decisions leading to centralisation of decision-making,

4,3° All India Coordinated Projects

4.3.1 Th; idea of All~India Goordinated Erojeéts wés to identify
important projects which required an all. India apprﬁach and
éollaboration of many scientists in different institutionms,
and which had an urgency about time. A project by definia
tion is temporary and is time bound, It requires different
specialisations and fhe emphasis is on tcam work, The results
of some of the earlier All Iﬁdia Coordinated Projects were
s0 Eﬁcouraging and gratifying that many resegarch proposdls

were given the status of all India Coordinated PféjectS.

4e3.2 | ;t seemed to u§ that fhe %gﬁ All India Coordinated Projects
are ofganised, fun&ed and manned, hés spfea& & net work of
uﬁhealfhy rivﬁlry-aﬁd competiﬁiveness among colleagues, resentw
nents againﬁé headquarteré, end a widespread feeling of

unfair practices of recruitment and promotions,
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For the All: India Coordinated Trojects appointments are made

~on a full time basis, Research workers in institutes and

universities apply for these pozitions. Since the salaries

- in the projects are hizher than what they are drawing many

apply for these projects, People are consequently 'promoted!’
not because they deserve in terms of past accomplishment,
etc., but because there is an opening in the project, Collea=-

gues.who were junior become senior overnight, Hach project

. is inter~disciplinary in approack so tnat many different

specialisations are inciuded in each project., Since each

.project is a sclf-contained entity, though there is no full

time work for a specialist in & given project,they are

hired full time,

© With over 70 All India Coordinated Projects spread over the

country and membership in each project varyino from a few
to about 300 or so, the feeling of resentment, competitives
ness, rivalry and unfaimess is likely to be very wide-
spread,

If projects appoint new people full time there is a builtwin

mechanism of not completing the projects, The research

‘workers cannot return to their old jobs, and finishing their

projects nears an unknown future, Although many new projects
have been initinted in the last few yeArs we are not aware.

of projects which have been completed and terminated.
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Project Management, in any case, has many problems of intere

personal conflict because the requirements:of teamwork, intew

gration, and urgency are hizh. But with the existing system

“of fundinz and mannin; the projects acquire an institutional

character so that each vesearch -institution has supeximposed

con it several other cn-going institutions over which they have

. relagively little control. - The confusion of authority and

yesponsibility under the.circumstances 1s considerable,

"-The systen also placeé the headqﬁarters in competition with

its own constitutent units. Research workers working in
institutions ‘are hirved away from their jobs thus making any
planning or commitment to long term research impossible on

the part of the research -inctitutions,
The concept of project manasement although extremely useful
needs to be re-exanined, clarifie&,and reorganised, The_orga;

nisational requirements of project nanagement have been dise

- cussed to some extent in the recommended reorganisation.

-

The recruitment of scientists was transferred to ICAR to prow

vide greater flexibility and to put the responsibility of selece

ting scientists o; scieﬁtisfs;‘ It muét be realised that recruit=-
meﬁt is just-ohe eiementlinhfhe cOntinﬁumvof locatiné, selec=
ting, placing, promotingAand developing S;ientists. The

total process of fcéfﬁitpent nceds to be considered and dealt
with as one pnified~wﬁoie in the éarecr pianning and developw

nent of scientists,



20

4e4e2 In JfAR,recruitmént is lScated under the Secretary. Larlier,
recruitment was looked after by an Under Secretary, but now

_there is a Direétor in charge of rgéruitment?reporting to the.
Secretafy.. ICAR performs the administrative function of
ddvertising, scfeening of applications and appointing coruie
ttees, The actual selection is done by appronriate scientists,
The problen is not in recruitment per se, but in the many
missing links which are required for‘effective selection,
growth and development of scientists. Feedback mechanisﬁs

| 5re required so that problems cculd be Qiscﬁssed and appfo.

priate action:taken-;o improve the practicés before they

become a crises, This has to be organised &s an on~going

activity.

4,4,3 Further, with ICAR tak;ng responsibility fox All India Coore

| dinated Zrojects, the functicn of appropriately reallocating
péfséns from projects to othor activities assuries major
propoftions. vThe feelingﬁof an uncertain future can create

serious problems of morale and motivation,

4.5 - Accountability

4.5.1 The way the functions‘are‘sﬁbdivided in ICAR,the responsie
bili£§ is in one group and authority in another group-and
'accountaﬁility confused, Thus, ‘the Deputy Direétors;Generﬂl
who are held responsible for scrutiny of the scientific and
btechnical needs of the institutes and laboratories under

them, felt that they had no authority because s&ctioning of
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resources, that is, equipnent, building, etc.,is with the
gecretary. llegotiations between the technical and adminise
trative sice have to toke plice on many ‘matters causing delays

and implicitly come degree of resentment.

If responsibility, cuthority and accountability have to go

together it ic important that the activities should be so

" divided and put together thct each Deputy Director-General

can have control over the resources which he requires for
effective performance and can consequently be held accoun=

table for results,

Centralisation

The Director-General is assisted on the.technical side by

4 Deputy Directors~General, and on the finance, administra-
tion ana personnel side by the Secretéry. Although notiow
nally it is possible to divide problems into teéhnical and
administrative, in practice,the distinction between technical

and administrative aspects is blufred. Statements reflecting

' nisundersténdings between Deputy Directors-General and the

administrotive séaff were mentioned, The sub division of
activities and re3poﬁsibilities lends itself to a highly cén-
tralised system, Organisationclly, the only place where
coordination can take place is at the Direc:zor-General level,
And yet with about 30 reseArch institutes, .aboratories, and
centres, 17 Agficultural Universitiesg,and ebout 70 Projects
ICAR cepnot function centrally and must take steps to decenw

tralise its working, Decentralisation wou.d mean major changes

in the division of work, and in the roles ¢f senior persons

at headannvrtera .
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REORGANISATION
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5. RECOMMENDED REORGANISATION

5.1 In designing an organisation struéture for ICAR the following

factors have been kept in mind:

(1) To provide special attention to long range planning,

(ii) To provide special emphasis on 'renewal of scientisté"
by appropriate policies of recruitment, promotion and
organisatioﬁ development,

(iii) To divide and orpzanise functions so that there is
lclear-cut responsibility and accountability,

(iv). To provide autonomy to constitutent units and flexie * ‘
bility in their working within a given framework.

(v) T brin deéisiéﬁ-making a8 close to the point of

‘information and action as possible.

S5e2 This would mcan decentralisation of working, with ICAR heade
quarters providing a broad policy and dealing with long ronge
planning, broad financial controls, review of activities,

renewal of scientists, and other service functions common to

the nany constitutent units and uwaiversities.,

5.3 The organisational model on the basis of which the ICAR head=
quarters is designed is shown in Exhibit 2, An organisation
deéign essentially-dealg with division of functions and their
location and mechanisms used for coordination to achieve unity
of purpbsé. Functions inappropriately located not only lead
to éfoblems of misunderstandings and conflicts, but tojdelays

and inefficiencies in communication and decision=making.
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Some of the organisational concepts used in the desizning

the organisation are:
: I Lo

(i) . Primary tasks.

. (11) Separating operating systems from managing systems.

(iii) Sepaveting first order managemenﬁ from second order
nanagement.
(iv) Relating first order operating system to first order

nanagement system,

ICAR in 1its first order operaéing system hag gbout 30 resasrch

-institutes/laboratories/centres, 17 universities, and 70 4ll

India Coordinated ETojécts.' In order that these institutions

and projects have sufficient autdnomy and perform effectively,

(ICAR must have certain planning, coordination, control and

service functions pertaining to overall functions of research,
education and utilisation of knqwiédge. tlore specifically,
the activities required of ICAR to manage ' the different

institutions and projects are:

© (1) long range planning, i.e., looking ahead in terms of

needs, resources,‘honitoring of new knowledge, identie
fying gaps and ptiorities.q Planﬁing at this overall

level will have a 5 to loryeéf perspective,

{(1i) - Finmance, budgetary controls, foreign_exchange.

(iii{) ‘rarliamentary affairs, public relations,
(iv) ‘Jentre-State reldtions, interfdce with other

Ministries and Governmental agéncies,
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(v) International collaboration and interface with
1nteina£tén§i agencies,

(vi) Personnel of organisational‘dévelbpment, i;e., ma N
power planning, personnei policieé, dealing with
éa:eer development, international conferences, semi«
nars, and-other activities relating to ‘renewal of
scientists"and'moﬁivation.

(vii)  Coordination, review and ‘control.

(vi;i) _Docuentation geﬁtre, publicatioﬁs and other activie

ties dealing with storing and retrieval of information,

(ix)  Secretary to Society, Governing Body, Stancing
Comnittees..
(x) Zstablishment of ICAR.

Although some functions have to be kept separate, some could
be combined together under one head,

Long Range Planning

Long Range Planning division will inclgde aéricultural econo=
mists, statisticians, and operational research persons, The
sec;iop dealing with Agriculpural Economics and Statistics will
be a part oﬁ';his division, GScientists and others who can cone

tribute to long remge planning will work in separate panels to

~ 1dentify future priorities and gaps, These panels will not

deal witﬁﬂévaluating research proposals submitted to ICAR regare

Iding sanc;ions and funds relating to short term projects, i.e.,

of 1 to 3 years duxation,but will deal with future requirements.

sppropriate linkeges with short ranie plans of the various
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The interim report of the Commission has also emphasised
this point. The report says:

WThis system (scientific panels selecting projects
subnitted to it for funding) does not leave scope
for it to take a comprehensive view of the reseaxehes
in different disciplines and to formulate a fore
ward=looking lonj-term research programues for
the: country, M 1 ’

The lons range planning division would evaluate the ™mix!?
required of fundzmental and applied research, and suggest
broad reseaxch themes (not projects) which require a

5 to 10 year time span, The planning division will not
allocate research programmes to different in§titutesluni-

versities, it will merely identify programmes with the help

of scientific panels,

Finance

For finoncial matters,besides the Financial Adviser who is
not on full time work of ICAR, it is necessary to have a
'Financial Controiler, ' If ICAR is to provide broad finan-

cial control in a decentralised set-up it will require

' caéable financial and budzet analysts at both headquarters

and at the uait levels., In our experience, this is the

problem most often ignored. ianag ment somehow seems to

think that in & reorganisation a control system will operate

- by itself and that accounting personnel can be easily

1 National Commission on sgriculturc - Interinm Report "“Gome ASQeqts
of Agricultural Research, Extension and Training,® (Cyclostyled)
(November 1971),p. 18. '
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converted to perform the analytical fqnctions;' In some

cases, of course,; it is possible tc train pfesent accoune
ting personnel, but this i& by no means universally true,
-Qaﬂy'people_wha perform well in 2 rpﬁtine accounting job
:haQe neither the*ﬁa;kgfognd norfthe_ability required for

the new role,

5.7 Centre~5tate and Governmental #elations.

5.s7.1 . To perforn its many tasks of prSmoting-:esearch, educa«
tion and  utilisation of knowledge, ICAR has to relate
itself to a complex eﬁvirohment, Tbg!félations at the
Centre=~State level are of Spééial imbofténée and of
Specia;xsepsitivity, "Theré is also néed“to establish
_-éelétionships with other ifinistries and governmental

agencies, farmers and farmer orzanisations.,

Se742 The function of 'sovernmental rei&tibhsh;ps‘ and dealing
with inter-face problems needS-tg bé‘seéarated from 'educa-
tional activities,' 6 The primary task of(this division
will be to establish, maintoin, promote rélationships and
;t?_assis; the Deputy Directors;Ceneral, Directors;and
Vice~Chancellors in- their requifements §f dealing with

. these offices, .

5.8 Internctional ldiaison

The interir report has specially emphasised the need of
intexnctic:il ' cooperation and colloboration between agri=-

cultural scientists of . India and abroad on @ regular basis,
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If this function is to be given special importémce, an office
with the primary task of dealing wifh international collobo~
ration and relationships should.be separately organised,

This function' like Centre-State relctions camnot be a part

of the job of Any one of the Deputy Directors-General, This
is a service function to all the different research institue
tions and universities related to ICAR and nust, therefore,

be independent of any of the Deputy Directors-General managing

sub~systems,

~arlicmentary affairs and Tublic Relations

ICAR deals with a subject very impértant to tﬁe nation, its
responsibilities extend to different:States,‘if employes
perﬁaps the IargestAnumbef of scientists and technical staff
in its various EOnstituent uﬁits'and universities, and it
uses lafgc public resources, <Consequent1y, the affairs of
IGsR aré of public concern and in the public eye, There are
f¥equent Earliamentary.questions raised concerning the working
of ICAR ond its units: 'It is suggested that a person is
spocially delineated to deal with Parliomentary affairs and

Public Relations,.

Personnel

'

The personnel. function at headquarters had been specially

emphasised, .| At present there is no systematic manpower

planning done, which is related to long term planning; the

recruitment problems are handled at the Under Secretary’s
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level, Delays of the order q? one year from the point of
need to the stage\éf aproiniments are common, and there are
'percebtions' of unfair promotions. The interim report of
the Comnission end earlier the Parker Committee report have
emphasised the need of attracting good scientific talent,
of creatin; good and fair conditions, of work and rewards,
Thi# is & complex problem which requires good creative

thinking, - There is considexable growth in knowledge in |

the behavioural sciences, and it would be useful if this
knowledge ic applied and utilised for evolving better perw
sonnel proctices for dealing with career plans of scientists

and in senerally improvinz the conditions of work., It is

1

suggested‘ that & Dersonnel/Organisational Development
Division be secparated from routine administretion, &nd
specialists in personnel and organisational development be

in charge of these functions and directly report to the

Director=General,

Documentation and Library

In orcer that awarcness and communication is improved bete
ween different institutions and between different scientists,
a common pool of documéntétion needs .to be maintaineds The
person in.cﬁarge must understand ﬁodernvmethods of storing
and retricval of information. Films and other 'softe-ware’

required for communication and utilisation of knowledge
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at the farmer's level, etc., should also be maintained here,

" The library would also'be @ part of this group.

5,12 ' Nationcl Research Institutes
fThe Director-General obviously cannot be in direct touch
withiall the activities of ICAR, It ié supzested that only
~the 3 ﬂational Bgsearch Ingtitutes be in direct touch with
the Direétor-General, namely, Indian fjricultural Research
Instifute, Indian Veterinary Research Insfituté,‘éﬁd'ﬂational

Dairy Research Institute,

5.13 ‘Research Institutes/laboratories/Centres

5.13.1 The other resecarch institutes/laboratories/centres are
divided into three sgroups, namely, (i) Crop Sciences,
(ii) Soil, & ricultural Encineering aq& Ir?idation, and
(iii) Apnimel Gciences and Animcl Luswvandzy. 'Eéch sroup
will be.in the charge of a deputy DirectoreGeneral, and each
Deputy Director-General will be aésisted By the requisite
‘nunber of Assistant Jircctdfs-ﬁenéral~and other staff.j‘
.The Deputy Director-general will be responéible for coordi-
n&éién, review of activitics and performance, and will
assist the Directors of the lastitutes/centres in the growth

-and development of thelr activities,

5.,13,2 The Deputy Directors-Genetral would also be responsible for
planning in their respective 'areas, ' and for this purpose
they will be assisted and advised by the Scientist Panels,

Research proposals not dealing with long range planning
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will be scrutinised and approved by the Scientist Panels

and sanctioned by the beputy Director~General concerned,

Undéf the present systeﬁ the Deputy Directors-General
have multiple tasks including the supervision of several
All India Coordinated Irojects. This distribution of
activities seems to lcave the Institutes as well as the
Jrojects unhiappye. It was stated by a senior person af
the Headquarters that “In our preéent set-up, it is
doubtful whethér the senior scientists of the Couﬂcil
will get eﬁough time to do much thinking and planning

unless the system 1s drastiéally changed, Taking into cone

‘sideration the number of All India Coordinated Zrojects

which have been sanctioned and the involvement with the
workshops and seéinﬂrs which joes with the allocation of
work of the senior scientists, the free time available at
the heédquarters to examine the different research projects
and programmes of the institute is indeed very iittle..

On making a rough calculation I found that some of the
Deputy Directors-General who hiave jot the responsibility
relatin; to a 'very large nunber of All India Coordinated
“rojgcts will have to spend certainly more than 200 days

in & y.ar in the workshops relating to All India Coordinated
Projects and other alan schemes, taking into consideration
the time required for travel also; If we add to this the

nunber of days that will be required for various important
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international eveats held in the country like symposia of

learned societies, international confexrences, etc., and

~also the time required to attend certain important meetings

.outside the country we will find that there is even greater

pressure on their time., The position of some of the Assisw-
tant Directors=General who have got charge of the large

numbey of All India Joouwdinated Erojects is also pretty

" bad in this resnect,®

It

(oY

s sy;zested taat the primary responsibility of the
Depuﬁf Directors~seneral .48 helpin; the growth and impro=
ving Ehe'effectiveness of the institutions under them. In
order to do éo;.they must have the authority to sanction
Budgets, approve plans within the broad framework relating
tg their gréup of institutions, * The All India Goordinated

‘Projects should be separated and made the primary responsi-

bility of another division,

The Deputy Directors=General must be scientist-zeneralists
and not specialists, that is, the Deputy Directors-ieneral
must perceive themselvés as scientist administrators rather

than as technicul specialists,

Educdtion

'

There is a Doputy Director-Seneral in charge of providing

financial .id t< Agricultural Uaiversities, There are 17

Agricultural Universitizs already, with many more to come,

The problems of universities, their growth and development,

the startinz of new universities, ete., must be the full
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time responsibility of DeputyvDiractor~General,Eﬂucation.
i‘ne écn;:ept is 5i;rlilar to aided institutions that Depart-
ﬁent of stomic Enquflhas for TIFR (Tata Institute of

Fundamengal Research) and other research institutes under

its broad direction,

5.15 Tublication
Tublications, which derive their materials not only from
scientists from univefsities,vbut alsé from research
institutes and frow other outside agenéies,‘both national
and international, should be a separate function in the
'mgnaging‘system' and not be included in the 'management
- of universities,.'! This function in itsAmAﬁagemént could .

-be combined with documentition, library, etc,

5,16 411 India Coordinated Sroject iManacement Division

5e1641 It is sﬁggested that the management of 411 India Coordinated
Projecté Ee-separated £rc: the responsibility of the 3
Deputy Directors-Géneral. Each of thne All India Coordinae
tedzPréjects ha;e a specific wellwdefined task, have time
limitations «nd constraints (or ougﬁt to have), are spread
on an all India basis, and require‘a multi-diSCiplinary
approach, It 1s suggested that the Project Leader (Coordiw
nator)-be made fully‘re5poﬁsib1e for the manaéement of
the project, for planning, holding;ang arranging review
meetings and for other aspects related tbltge projectls

successful aission, The Deputy Director-General in
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charge of ‘the Troject Mohagement is not expected to provide
" specialised technical knowledge, but is expected to provide
“hecessary help and resources required for the projects and

to monitor their prozress, Orjanisational Model for Iroject

Hanagement ic rhown in Exhibit 3,

5.16.2 The Deputy Director~General, All Endia:CQOrdinated Frojects
should be assisted by 4 Assistant Di%eétoré~ceneral, dealing
with {2) Crovs, (b) Soils, Azronomy and Agricultural Engie
-ﬁeering, (c5 éniéal Séiences, and (d) Fisheries, He should
‘have his own édministfutive help and budgetary control

s

personnel,

5.16,3 The problemsléf “roject Menajement are.Qery different fronm
e érobleﬁé of buiiding and deﬁeloﬁing research institutions,

The project leader-has to et collaboration and téam work
from“members who are in different institutions and not under
his administrative control. Conflicts of authority inevitably
occur in Iroject lianacement. The Deputy Directdr-General,
Yrojects as a senior member from héadquarters can help in
‘the 'mejotiations ' required for successful team work, which
means dedling with intcr-face problems of different instie

tutions,

5.16.4 Tﬁé emphasis in Jroject MYanajement is on inte;ration-and

‘ ohv;he requirements of team work, The proiect leader if he
is‘to d6 justice to the project must be full time while in
charne of the project, The projeet leader should

'sub-contract ! various parts of the project to virious
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institutes/universities, 1., managing the project he
will require some liaison-help and some administrative
assistance, .Budgetary Control concerning the project

must be with him if he is to exercise any control,

There is considerable expericnce available in Project
Manazement ia the Indian Space Research Organisation (ISRO),
Tasks requiring complex technology, interdisciplinary

approach, hish requirements of intepration and time cons=

traints Have developed the experience and concepts of

Project ifinagement, The basic concepts of Project
Management are likely to be relevant to IC4R and worth
considering in organising the maﬁagement of All India

Coordinated Projects, .

The ICAR has a Society, ébverning Body, several Standing
Committees, and an Advisory Board. The Secrétary, ICAR

will be Secretafy to‘ali these Committees.

Further,.ICAﬁ'willlhave its own establishment which needs

supervision and control., It is suggested that the
Secretary in charge of the various ICAR Committees mene

tioned above also supervises tha establishment of IC4R,.

4s has been mentioned earlier finance and budget should be
separcdted irom the work of the Secretary and put under a
Finanecial Gontroller, 4lso recruitment should be transe

i

ferred to the Tersonnel Division mentioned. earlier,
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If farm technology and farm marketingj needs to be emphasised
and integrated with research, education and extension, it may
be worthwhile to appoint a persoﬂ who will monitor the environ
ment in those aspects, and will advice the Directer-3eneral

on matters of fam technology and farm marketing.

_ Board

ICAR has = Governing Dody consistin; of 22 members, It is

an 'External Body, ' where all the members except the Directors

- General &and Secretary are from outside,

Sﬁch an External Body or Boatd which consists of part-time
personé has been generally found to be not very helpful to
éﬁé organisation concerned, The Administrative Refomms
Connission has also stated that part-time Directors are unable
to devote the time and attention required of a Director,
Takiﬁg into account various pros and cons, the Administrative

- 1
Reforns Commission have recommended a mixed Board.

.

The size of the Governing ﬁody shogid be small enough for
me;bers to iﬁteract in.a cohesive fashion and large enough
toAb;iné in necessary skills and competences‘required. The
Atonic Energy'Comﬁission is A 5 member Board, A size rang=

ing from 5 to 12 pernits of cohesive interaction.

2 Report of the 3tudy Team on Public Sector Uhdertakings, Government

of India, (June.1967), p.30-3L.

’
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54214 It is suggested that the size of the Governing Body and its
menbership be reviewed so that a smaller and more cohesive
Body could be formed, The concept of "Wixed Board! is

also relevant in this connection,

5;22 ~ If the broad framework suzgested for ICAR organisation is
;ccepted then further vork would be required in clarifying
ghe second oxde?r nanagement system, that is, management
syétem :eqyiréd for each of the Deputy Direqtarincencral and

for other functions at ICAR.

5,23 . TFurther work will also be required to work on the infor-
- mation and control systems required for broad managenent

and control of th* various institutes/units,

5424 At this stage of ICAR 's.development, nonwoperational problems
~have become the limiting factors, .like other large scale
'endeavoqrs.IC§R_has a number of unusualliy complex managerial

requirements.

5.25 The recommended.Onganisational Structure of ICAR is shown

in Exhibit 4.
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ATTEMITS AT ORGANISATIONAL CHANGES AT ICLR

Vhen IC4R was first estab%ished in 1929, it did not and
could not play any significant role, The researdh insti-
tutes were under the coﬂtrol of Ministry of Food and Agrie
culture; commodity rescarch, development, marketing, etCey
undex Csmmcdity Comnittees, and ‘there were reséarch statipns
establisﬁed by the States which were under the directidn
and control of State Departments of Ozriculture, Under the
cirgﬁmstances ICLR s fole was limited to giving ad hoc
grants for individual rgsearch prdjects-to various research
and'edﬁcational institutions dealing with agricultural and

-

veterinary research,

Since overall planning and.coordinatiOn were important if
sigﬁificant advﬁnceé-in rescarch were to be made,the Governw
ment of India appointed from time to time expert teams to
recommend the scope of the ICAR and the organisaticn struce
ture required to meet its objectives. The following were

some of the teams appointed to make recommendations:

(1) Joint Indo-imerican Team on Agricultural Research
& Education, 1954,

(i1) Second Joint Indo=dimerican Team on Agricultural
Elucation, Research & Dxtension, 1959,

(iii) The igricultural /dministration Committee
(Malagorh Comnittee)

(iv) Commnittee for Apricultural Universities Legislation
(Cunmings Committee) 1962.

(v) The ipricultural Research Review Teaam
(arker Committee) 1963.
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The Administrative Reférms Commission had also & Study
Téam (1967) to study Agricgltural administration which was
followed-by a Tarliamentary Seminar in 1968. Recommenda-
tions concerning IéAR were made both by the Study Team and
the'Seminar;.

Then in 1970,£he Governﬁent of india appointed a National
Commission on Agriculturebfo look into the “achievements
and deficigncies and potential of the development of agrie=

cultural research and Steps nceded for promotion of agricul-

tural research and its applicction to field conditionSeces"
Evidently, the Government felt that apgriculture required

a further depth study for further improvements,

Thus, between 1954 nrd 1970,at least 8 different groups and

teams had studied the working of ICaR.

The recommendations of the Joint Indo~smerican Teams were

either partially or not implemented. as the Secretary of
the ICLR stated “The recommendations of many of these feams

overlap one another, the. main reason for it being the

slowness in implementationaﬂll The Parker Committee recome
PR o

mended some radical changes in the scopé and structure of
IC4R.  These were reviewed by a high powered committee and

modifications were made in the structure and staffing pattern.

1

" KeTelia Lbnon,“Building.Agriculéural Research Orpanisations - The

indian Experience,!' Taper presented at the Seminar on National

Agzicultural nesearch Syseens, (March 8=13 4 1971), ICAR New Deihi,
Pe : ' ‘
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A}though action was taken with promptness the implementaw
tion had many aspects which were unfinished, as the
Secretary of the ICLR stated 'the process (of reorganisaw

tion) is still inm progress.'1

6.6 | Th; point that requires to be empﬁasised is that although
the Governaent of India has expressed concern about,ﬁhe
- scope end effectiveness of ICAR et least since 1929,
and has appointed several distinjuished teams and commi-
ttees for making recommendations, the implementation of

these reports.have had serious gaps and problems,

6.7 Recommendations dealing with transfer of‘institutions to
IC4R, of raising salary scales, of changing recruitment
from UPSG and 3tate Recruitment Boards to ICAR ox A;;iculu
tural Universities were implemented, But the philosophy
behind the récommendations of providing for greater autonomy
and gre;ter flexibility on the whole does not seem té have
resulted for various complex reasons, Npr were there ﬁany
material changes in the working culture-sf the research
institutes and universities which was hoped from the transe
fer of the institutes from thé Ministry to an autonomous

body.

- 648 A major reorpanisation of the type suggested by the rarker

Committee meant significant changes in the roles of people

at headquarters, and in their relationships with constituent

1 - PR
Ibid, p.5.,
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units;'»Ittﬁednt designing appropriate {nfometion and

control systems, of introducing creative personnel practices

to deal with sciontific manpower planninz, training, deve-

lopment, evaluetion ond appraisal, promotion, etc, The

"detaiiedVWOrking of th2 mony anticipated and unanticipated

problems of reoiganisation was not given sufficient attens

tion, ot least so it seemed to us.

»hth about 30 research 1nat1tutes/ aborator1es and centres,

17 Agriéultural Universities, and about 70 4ll India Goordiw

.'hat¢d irojédts, IC4R can only functlon if it adopts a decenw.

tralised  system of working, ' The need for decentralisation

15 accepted by senior members of IC4R. However, the details

" of decentralisation must be worked out, 4nd orpanisational

changee nust be accompanied by educational strategies to

" change the working xcles of concerned personse

For instance, in dec;ntralisation,IGnR heﬂdqu&rters will
exercise only broad influence and control over the consti—

tuent units, This is done principally at the point where

‘plans and budgets are reviewec. 3ince plans and budnets

formulated are the basis for future reviéw of performance

it is important that the planning and the budgetinﬁ system

is zoods wnd good plunning and good budgetin; system

requires trained pevple and it is riot inexpensive.

There is a bij gap between designin: & new organisation

structure on peper and Lringing it into working reality,
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The cifficulty of implementing feorganisation and struce

tural changes is that it also involves changes in roles,

relationships, patterns of communication, -authority and

power, bzhaviour and attitudes, Consequently, considerable

thouht and attention need to be paid to the series of
steps  that would lead to the acceptance and implementae-

- tion of the new organisation design,

In the type of reorggnisation that we have suggested, there

is a significant change in the roles to the performed by

senior headquarters staff, The most important change is

that senior staff will have to withdraw from the day to
day problens of operating units and limit and concentrate

their activities on overall plannina, review, control and

coordination,

[

iny reorpanisation involves a redistribution of power and
inf luence, and: some of these changes are likely to be paine

ful to those whose roles will be significantly affected

by the reorganisatiqnt

If action for implementation is beinj contemplated, it will

be important that senior members of IC4R are involved in the
problem solvin; activities arising out of reorganisation.
It will be important to provide opportunities to clarify

ambiguities and doubts, tc deal with problems visualised,
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and anxicties expressed, And above all it wiil be impor-
tant to train and develop people at various levels in a
planned way in new skills and attitudes required, For

unless we do all this , the reorganisation will not succeed,
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S0ME ASTECTS OF INFORMATION LHD CONTROL SY3TEM

Background

: Abcording'to information available, the current year's

(1971-72) budget for ICLR is approximately of the order
of nearly Rs. 24 crores, as set out below:
Res o Srgres,

= LAN NONe2 L& TOTAL

Lgricultural research 3465 0.03 3463
Agricultural institutes 2,63 5.13 776
Mimal Husbandry research 1,60 mi 1.60
Anipal Husbendry institutes . 1,09 1,67 2.76
Education and Training 6,47 Nil 6e47
Headquarters operations ) Nil 0.62 . 0.62
Cess Nil 0.90 G490

Total ' 15,44 8435 23.79

Objectives and Their iAccomplishment
The major objectives of the Council are:

a, research in agricultural and animal sciences
b, education and training

c. extension programmes.

The policies of the Council are dirécted by thne Directore

" General of ICA4R assisted by four Deputy Directors-General

and several wssistant Dlrectovs-General on the technical
side and tﬁe Sec;étary; two additional Secretaries and
several Depufy Secretaries on the administrative side, The
objeetives of the Council regarding agricultural and animal

science research, cdiucation and extension axe accorpiished
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by providing funds to the various organisations which are

concerned with these activities, for. exmimple:

Research

a, The institutes. under the administrative control of
the ICAR including the three national institutes on
apricultural research, dairy research and veterinary
rasearch, '

b. Agricultural universities, State Governments, 4ll India
Coordinated irojects, and

¢, Others - on ad hoc basis,

Education

"a. The three national Institutes on agricultural research,
dairy research and veterinary research,

b, Agricultural universities,
c. A4gricultural colleges,

d, Scholarships and fellowships,.

IXtension Jroorammes

a, State Governments,

b, ICAR institutes.

7e2e3 {$he size of the rfescarch and development activity sought
to be coordinated and controlled by ICAR and their complexity,
a§ we11 as the scattéred geographical location of the orpa-
nisations through which such activities are channelled,

make it evident that the operetions of the ICAR should be

. decentralised for planning, decision-méking and controls’

The anpropriate orpganisational structure for effective

decentralisation is the subject matter of a separate study.
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The present study attempts to set out & framework of manage-

ment information and control consistent with the philosophy

of decentralisation,

anapement Tlanning and Control

 If the processes of management planning and control are to

be defined in their appropriate positive connotation, they

would essent;allylrelaté to:

a, The process by which resoﬁrces are hcquired consistent
with the objectives decided upon by an organisation, and

b. The vrocess by which resources of an organisation are
used effectively and efficiently for attaining the pree
determined objectives of an organisation.,

Effectiveness in this context would essentially have quality

‘connotations - in other- words, the output must be of the

desired quality. Hfficiency would esgentially connote &
satisfactory level of economic cost performence in terms of
resource usage; i.e,, the tasks are'completed with the

minimal resource usage by way of scientifié and administra-

" tive manhours, equipment and funds,

' . . -

In order to provide the required Base for management planning

end control it is essential ﬁhafl'requants for ‘resources

to be allocated to the varlous organisations (ICAR institutes/

spricultural Universities/jtate Governments/others, etc,)

“are supported by targets of achievements during a specified

period, mutually acceptable to the provider and user of the
funds, i,e,, ICAR and the research organisations concerned,

vresently, the allocation of resources for agricultural
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research, educaticn and exfension.work is ¢ . by the
provisions made ih this regard in the Five Y flans, The
resources to be committed for such purposes ure essentially
determined by the 2ldhhing Commission by hold;ng a series

of discussions with the Ministries of Agriculture and Finance

along with the ICAR officials (wherever it is appropriate, the

" Council alsoconsults the appropriate institutes undex:its

control for purposes of advice. and guidance)s Once the

amount of resources is decided upon, the allocation of funds

" to agricultural research and education as well as animal

science research and education are determined by the Directorw
General iﬁ'consultation with the Deputy pirectors-General

and the Secretary. The percentages of the ICAR funds allo=
cated to these activities in the past have been by and

large steady, thereby providinz a basis for resource allocae
tion on the basis of historical experience as well as planned

activities,

The institutes undar the Councif ere asked to furnish the
data relating to their_requiréments of funds by way of

draft annual budgets, In the light of funds allocation

to various activities decided upon eaflier, these budgets
are scrutini@d and apptoved after appropriate‘modifica-
tion to fhe extent required because of financial constraints.
Agricultural tniversities are provided with grastse-ine-aid

essentially for specific activities like Euilding laboratories
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or hostels for purchase of equipments, étc. Grants are.
. also pfovided;to State Governments for exten;ion work and
‘education. ' The Coofdinators of All India Coordinated
Research Irojects Submit their budgets through the insﬁi-
tutes .which provide the administrative base and the funds

allocated to them are disbursed through such administrative.
‘

institutes in most cases,

Teba2 The' resource allocation procéss @.n keepihg with governmental

accomnting dystc.v._ii):ls assentially relé.ted to the objective
of expenditure control, The budgets 'do noﬁ spell out the

* specific time targets for accomplishment _of ggsearch acti-
vities (which constitute the major acgiVity of the Council =
almost:Rs. 16 crores out of Rs, 24>érores5 énd the planned
progress during the budgét period.fof projects likely to

" continue for more than one year; Iﬁvis, therefore, not
'Surprisihgithat the reports received-ffo& the organisations
under the ICAR focus primarily on e#beﬁditure control
rather than ‘achievement reporting of theﬂpgsearch projects,
In the case of the ingtitutes coﬁtrolled by the ICAR,
expgnditure staéements comparing actual expense against
budget are feceivéd monthly, fﬁereb& hiéhlighﬁing the
funds required durinﬁ the remaining month; of the budget

 period, On this busis, the required funds are released

every month, In relation to funds for education spent
through Asricultutai Universities and State Governments,

an annual utilization certificate in relatibn to the funds
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by the auditors of the user organisation is received.
Similarly, Coordinators of All India Coordinated Projects

furnish-annual statements,

It will be seen that all these financial statements essen=
tially relate expenditure to funds sanctioned, essentially
with a view to forecast the requirements of funds during

the remaininz months of the budget period.' The attempt to
monitor the progress in respect of All India Coordinated
Projects is essentially by way of a2nnual workshops which

are orpanised by the cohcerned Assistant Directors-General
and Deputy Directors-seneral, who present a progress report
to the Council. The annual workshop is essentially a teche
nical review which does not-attempt to quantify the extent
of the accomplishment with the tarjeted accomplishment for
the simple reason that specific achievement targets broken
up in germs of discrete time spans during the life of the
regsearch project are not formulated ot the time of preparation
of the budget.. The annual workshops also attempt to present
a plan for the future which focuses on the future thrust of
research act’ ~"ty, wh?ch again is‘not.backed up by estimates
of probabilities of accomplishments in terms of specific time

spans and evised estimates of coct to complete the project,

The MNational Institutes fumish their annual reports to the
Director=General which are thereafter presented to the Council,

The ncn-National Institutes present theirx technical reports
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to the Assistant Director=General and Deputy Direétpru
General cohcerﬁed and nérmally include plans for the next
year, The annual repott;s Qf the instii:utes are eésen-,_
tia11§ descfipti§e - pro?iding quantiiative aata relating
to work done as weil as funds spent but without aﬁy attempt

to correlate thc‘z'acéomplistunent of pre~determined targets,

It was obviously felt that the workshops and the annual
reports do not provide a complete basis for measurement
of achievement and accordingly, it .was decided to have
the activities of the various ofganisatiohs under the

control of ICAR reviewed by achievement audit committees

. every five years. The work of the achievement audit

committees is visualised in terms of review rather than

measurenent of operation2dl performance in quantified term,

The examination of several achievenent audit committee

reports confirms this view,

It can,. therefore, ba conéiuded that the present mé.nagement
contz-'ol syst.em in practige in the ICAR is essentially finane
cial expenditure control ori'(-.;nt:ed 'ancAlm px..'oviaau little or

no data for quantified ta.rg'cts‘ to Be_aclliéved. Since
periodic mensurements of per‘éorrmnce inA relation to pree
determined targets is ‘not‘;.:ossible in such circumstancea.,
decdaions relating to remedial action to be :t;.nken 1;1 raé-
pect of areas of shortfall are' essentially 'i'mpressionistic in

nature, It 48 toasawbly-éicot that the prosent systopkof
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plannln » neasurement of performance and reporting does not

provide the required degree of management control (as ¢7

nct

from expenditure control),

ProblersIn Manazement Control of R & D Based Orpanisation

Before proceeding any further, three problem areas in devew

loping an appropriate management control system of an

R & D based organisation should be identified, They are:

(a)

I
(b)

(c)

The demand for research funds is much higher than the
resources availlable for research projects, However,
resources allocatin is .not backed up by determination of
quantitative .targets of accomplishments during the period
of resource usage,

The risks and uncertainties which attach to research
activities at all levels beginning from pure research to
translation of research findings to production have a
wide spectrum, and

There exists differences in perception as to what cons~
titutes '"achievement" in research situations among those
who are concerned with performance evaluation.

A Surpested Framework

After taklnz into account the problem areas of management

control 1dentif1ed earlier for an R & D based organisation,

a broad approach in relation to the ICAR operations -could be

-as follows'

(a)

The organisational structure ghould piovide for a

form. lised planning agency which decides upon not only
the amount of funds allocated to the research institutes,
but-algo incorporates tha estimated targets of achieve=
ments during different stages of the research project.
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(c)

(d)

(e)
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The formats for budgeting by the institutes as well
as of All India Coordimated Z2rojects should provide
details of accomplishmeént of targets and expenses to
be. incurred research projectwise (rather than a cone
solidated budzet developed according to the traditional
government accounting heads - salaries of officers,
salaries of establishment, dearness allowance, tra-
velling expenses, leave salary, other charges, etc.)
The draft budget should be prepared by the Director
of the institute concerned or the Iroject Coordinator
and should include the estimates relating to accom=
plishments durin: different stazes of the project,
including the budget year. .

The Central Planning Gommittee should decide upon
such budgets and the targets of accomplishment in the
light of: -

(1) ' the funds available to it,

(ii) in the case of new projects, the importance
and criticality of the project, based on
appraisal by competent sceientists,

(1i1) 1in the case of existing projects, the probaw~
bility of successful completion as well &as
" the estimated incremental costs of completion,
~ and

(iv) the requirements of funds for on-goirg. adminis-
- tratlve exnenses (by way of salary of adminise
trative and meintenance staff), depreciation
of buildings, equipneﬂts, etc.,y house keepin~
expenses, etc.

The monthly expenditure statements received from the
institutes and the annual statements received from

other organisations should not merely compare the

actual expenditure with the budget and show the variances,
but also indicate the accomplishment of the project

or in appropriate cases, the stage of completion of

the project (e.g., construction of hostels, libraries,

‘ete, )

The organisation of the annual workshops must be
structured in such a way that a part of the workshop
activity relates to assessment, in quantitative temms
to the extent possible, of the succ:ss achieved in
respect of various rescarch projects apainst the
targeted achievement, as well as tha probability of
succegsful completion (ajain spelled out in quantie
tative terms to the extent possible) backed up by
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estimated time and cost of completion. Such a fore
‘mat for reporting would also be appropriate in resw
pect of the annual reports of the Institute. Obviously,
for.this prupose the scientific panels constituted
by the Council would have to be involved in the
measurement of achievement as well as the determinaw
tion of the probability of successful completion and
cost and time estimates for completion, (It is to
_be emphasised that such a management reporting proe
cedure would be appropriate only in respect of
appilied research).

(£) In resééct‘of pure basi3g_research, it would be quite

adequate if the reporting is limited to actual expen-
diture apainst budpeted expenditure, The dimensions
of creativity and innovation in pure basic research
are substantially different from applied research and
should be appropriately reflected in the management
control process by limiting such an exercise to one
of accounting of historical expenditure and realloca=

- tion of scientists manhours available for doing such
pure research projects to research projects of highest
potential, . o

(z) The role of the achievement audit committee would need
. substantial modification so that they are also concere
ned with the evaluation of the achievement of orpanisae
tions audited by. them essentially in terms of long temm
targets - say the achievement targets accepted for
five year plans, The work of the achievement audit
committee should be specifically structured to include
"such measurenents of long term performance as well as
making recomzendations relating to continued provision
of funds for such lonp term projects.

Systens Administration

In order to adninister the proposed management control system,
it is essential that the primary management control reports
should bLe made available to the Jissistant Director=General

concerned with the activity of the -organisation concerned,

The periodic financial as well as the accoﬁplishment repbrts

should bé'thoroughly reviewed for-identifying the areas of
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shortfalls from plannéd targets and for sugpesting

[ . B
appropriate remedial action to the orpanisation concerned,

The reports received from the organisations should be
consolidated by the Assistant Directors«General concerned
for transmission to the Deputy Director-General who is
concerned with that group of activities., The Deputy
Directors-General should then consolidate their comments
and suggestions along with a review of their respective
activities (both financial and achievement reports) in
terms of a comprehensive report to the Director-General,
These reports can be reviewed monthly at a meeting of

the Director-General, the Secretary as well as Fhe-Deputy
Directors~General and Assistant Directors-General for
purposes of providin; the necesséry control as well as
making gvailable such assistance and guidance in respect

of areas of shortfalls of performance,
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Summary and Recommendations

The study was undertaken at the request of the National
Commission on Agriculture., This report studies the role of -the
Indian Council of Agricultural Research in agricultural

research, education, and extension and suggests an organisae

_ tional structure which permits more effective long range

planning, coordination, contxol and services,

He believe there is a need to explicitly clarify the primary
objectives of ICAR at the overall level, and the pfimﬁry
objectives of edch'constituent- unit/Agricultural University

for three reasons, First;vit will enable é better undegw

'standina of what ICAR is trying to achieve and become at an

overall level on the one hand, and what each unit/university

is trying to achieve and become at the operating level on the

other hand, so that éppropriaté policies and decisions can be
taken by each unit within the framework of their priﬁary
objectives, Second, it will provide a meaningful framework
within which to'analyse and assess the overall performance

of ICAR on the one hand and of the different units/univer=
sities concerned on ;he'bther. Third, it will help define
boundaries of differént institutions so that problems related
to territorial encroachments ére‘minimised and consequently

conflicts are minimised.
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In the 1966 reorganiggtibﬁ based on the Parker Committee
report, ICAR inhérited several institutions with different
backgrounds,-histories and administrative practices which

made it difficult to initiate new practices more suitable

to a scientific culture,

It is useful to meke a distinction between the. basic struce _

turé and the operating mechanisms which implement and reine

force the basic structure, Operating mechanisms include

" such factors as control procedure, information system, reward

and appraisal system, standardised rules and procedures and

even spatial arrangements,

If the administrative and other operating mechanisms in

ICAR do not changegthen changes in organisation structure

‘will not lead to improvenments, The objectives of reorganie

sation were largely not achieved because there were no
training programmeson a wideapresd basis which would have
helped in preparing people for:the new roles.required by the

-

reorganisation. _ R

The five major areas, interdependent and-inter-related,around

‘which the probloms of ICAR centred Were: |

(1) :Ldng Range Planning"

(41) All India Coordinated Projecs
(ii1) Personnel
| iv) Accountabiiity

(v) Centralisation
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‘These iﬁter+;é1a£ed prbblems-ﬁare causing feeiings of unhealthy

rivalry and competitiveness, pérceptions of ad hoc and subjective
use of authority, lack of commitment, and a tendency to blame

each other."

In ICAL no &deguate or:anisational mechanism exists for long

range planning for identifying ;aps and needs, monitoring new .
developments and nroviding a broad framework within which the

institutes and universities can plan their own research activiicles,

The way All India Coordinated frojects are organised, funded

and manned, has spread anet Work of unhealthy rivalry and compe=
, titiveness amonj colleagues, resentments ajainst headquarters and
.., a widespread feeling of unfair practices of recruitment and

. promotions,

‘The problems of recruitment and promotions in ICAi are dealt with

mechanically, There are many missing links in the personnel
policy, which are required for the effectiva zrowth and develop=

aent of scientists,

Tien many All India Joordinated Zrojects, which are supposed
to be temporary in nature, the function of appropriately reallocas=
ting persons from projects to other activities assumes major

proportions,

The way functions are allocated in IZAR the responsibillity is

in one group and authority in another sgroup and accountability

1s confused.. If vesponsibility, authority and accountabi 1ty
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have to go together it is important that the activities

should be so divided and put togethen that each Deputy

Director~General can have control over the resources which

he requires for effective performance ahd car consequently

be held accountable for results,

Ovpanisationallyy the ohly place where coordination ean take

‘place in ICAR is at the Director-General's level, With about

30 Research Institutes, laboratories, Centres, about 70
Trojects, and 17 Universities, ICAR must have a dseer tralised

set=up,

Decentralisation would mean- ICAR headquarter."s‘ providing broad
policy and dealing with long range pla.nn'z;.ng, broad financial
controls, review of activities, renewal of scientists, and
other service functions common to the many consti tuent units

-

and universities,

There.should.be a Song Range FPlanning Division to help iden=
tify future priorities and gaps. .This ciivision should
evaluate the 'mix? required of fundamental and aéplied. résearch,
and suzgest broad research themes (not projects) which require
a 5 to 10 years time span, The division will not. allocate
research érogranmes to different 1nstitutionslﬁnivé.rsities

and will not deal with evaluating research proposals submitted
to ICAR regarding sanctions ‘and funds relating to short term

projects of one to three years duration,
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If ICAR is to provide broad financial controls in a decentralised )
set=up it will require capable financial and budget analysts at

Both headqqarters and at the unit levels -~ a problem most often

ignored.

“he relations at the Centre-3State level are of specidl importance
and of special sensitivity, This task should be a differeantiated
function and tha nrimary responsibility of & given Deputy

Tlrector=General,

‘It is recommehded that there should bs a Deputy Director-General

~with the primary task ol dealing with international cooperation

and collaboration between agricultural scientists of India and

_abroad on a reguler basis. This is & service function to all

the different research institutions and universities related

‘to ICAR and must,therefore,be independent of any of the Deputy

Directors-General managing sub-systems,

Affairs of ICAX are of .pubiic concern aand in the public eye,

The;e are {requent Farliamentary juestions raised concerning
the working of ICal and its units, It is recommended that a
person 13 speclally delineated to deal with Zarliamentary

Affairs and Tublie Reletions.

Ther

n

is need of attracting good scientific taleat, of
creatin; jood ang fair conditions of work and rewards,of
evolving better personnel practices for dealing with career

plans of scientists, It is sugzested .that Personnel/

(54
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Organisational Development function-be separated from

routine administration-and specialists in ﬁersonnel and

- orpanisational deVeIOpment'be in charge of these functions,

A Documentation Division has been suggested. The person
in charge of this Division must understand modern methods

of storing and retrieval of information,

nly 3 National Research Institutes should be in direct

‘touch with the Director-Gene%al. The qther reseafch instie

tuﬁesllaboratbries/centres are dividea into threé!groups,
hémely, (1) Crop Sciences, (11) Soil, Agficulﬁﬁral‘EnJineering
and Irrigation, and (iii) 4nimal Science and'Anima; ﬁusbandry.
A Deputy Director=General should bg‘in charge of each ,roup.

He should have his own administrative help and budgetary

- control personnel,

The role of ICAR visea-vis universities should be similar to

the concépt of aided institutions followed in Departmént of
Atomie Energy and Depaftment of Space, There should be a

Deputy'Directbrnceneral in charge'of this functicn,.

It is recommended that the primary responsibility of the
Deputy Directors=General is helping the growth and improving
the effectiveness of the institutions under them, and not

being involved in operating responsibility.
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The Deputy Directors~ieneral must be scientistegerieralists and
notAsPecialists, thet is, the Deputy Direcctors-General must
pverceive themselves as scientist administrators rather than as

technical specialists,

The management of All India Coordinated Zrojects be separated
from the responsibility of the 3 Deputy Directors-General. There
should be & Jeputy Hrector-Zeneral 1n charge of the Froject
Manageunent Division who is not expected to nrovide Speciélised
tecinical knowledge, but is expected to pravide necessary help
and resources required for the projeéts and to monitor thelr pro=
gress, He shquld have his oﬁn administrative he@p and budgetary

control personnel,

The emphasis in Zroject ianajement is on integration and on the

requirements of team work, -The project leader should be made

"fuily responsible for ‘the manegement of the project, for planning,
‘holding and arranging review meetings,and for other aspects

related to the projects' successful missions. He should be full

time while in charge of the project,

The Secrgtary, ICAR will be Secretary to 3ociety, Govemin: Body,
Standin Committées and Advisory'Board. Finance and Budget

has been sgparated.from'the work of the Secretary and put under
a Financial Controller, - Also recruitment has been transferred

to the Fersonnel Division,



8428

3431

61

he size of Governing Body should be small enough for members

=]

to interact in & cohesive fashion and large enough to bring in
necéssary skills and comnatences required, It is suggested.that
the size of the Governing 3ody and its membership be revieved

so that ‘a smaller and & more cchesive éody could be formed. The

concept of a mixed Board is also relevant in this connections

Present_management control system in practice In the ICAR is

essentially financial eaxpenditure control oriented and provides

little or no data for quantified targets to be achieved, Since
periodic measurements of performance in relation to pre-determinéd
tarzets {s not péssible'invsﬁch circumstances, decisions relating
to remedial action to be takea in fespect of areas of short fall
are essentlally impressioniétic'in nature, It is reﬁsonably cle#r
that the'ﬁresent system of planning, measurement of performance
and reporting does not provide the reéuired degrée of management

control (as distinct from expenditure control),

ihile allocating fﬁnds to the research institutes, estimated
targets of achievements durin: different stages of the research
project shoculd be incorppr&ted. The monthly expenditure
statements .received from the inégitﬁtes and annual stafements
received from other organisations shéuld not me;ely mnppare

the actual expenditure with the obudget énd-show the variances,
but also indicate the present degree of accomplishment of the
project (indicating the probability of successful completion)

and the revised estimates of time and costs to complete the projects
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The role éf'tﬁe-Achievement Audit Committee would need subse
taﬁtial modification so that they are also concerned with the ‘
evaluation of the achievement of organisation audited by them

essentially in terms of long term targets.

There is a big gap between designing avnew organisation struce
tur% on paper and bringing it into working reality; The diffie-
culéy of implementing reorganisation and struétqral chanées

is that it also involves changes in roles, relationships,

patterns of communication, authority and power, behaviour and

attitudes, Consequently, considerable thoughtéand(attention

need. to be paid to the serics of steps that would lead the

acceptance and implementation of the new organisation design,

In tﬁe type of reorganisation that we have suggested there

is aiéignificant éhange in the rdles to be performed by senior
héadqﬁarteré staff, The most important change is that senior
staff will have to withdraw from the day to.day problens of
operating units and limit and concentrate their activities

on overall plamning, review, control and coordination,

If action for implementation is being contemplated, it will
be important that senior members of IC*R are involved in the

problem solving activities arising out of reorganication,



63

GOVERNING
BODY
DIRECTOR
GENERAL
Secretary of ICAR
Financial
Secretary « Recruitment
Adviser » Establishment
« Coordination
- - ‘ ‘ » Budget & A&ccounts
| ] | T T ]
: ' . Education,
Soil, Central,
. Crop Animel irriga- State
IARL IVRL NDRI * Sclences Sciences . tiom etc. Relations IARS
Statis-
DIRECTOR DIRECTOR DIRECTOR DDG DG DDG DDG tical
Advisger
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(Source:
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Commission, May, 1968).

Administrative Reforms



64

IcaR
. DIRECTOR -
‘GENERAL
Planning gnd Co:vdination Functions Service and _Conttol functions
2] et | te-ntverate
L co i N | I
4 o Ag-University
. |_co] | Zon | | 2 ’:
R : . ! Co , i Con_l
Netional Institutes Central Research Insﬁitutes, Laboratories and Centres
e . < - { ¥ "t . g - -A.;

_———4 1iRT !—-—l IVRI E—--" NCRI 1 4—*’ 2 3 ‘—-- 4 {-—l 5 - --; 31 +——
Ag.University
| 3 ‘

!
AgeUniversityt
T )
AgeUniversity
-]
i
_ A

Exhibhit 2. 2 Oroanicerinnal MnAdal ~f TrAD




65
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Aggendix

List of Research Institutes,. I.aboratories and Centres; ~and All
India Goordinated Projects under ICAR and List of A,,ricultural
I.hiversities .

1, RESEARCH INSTITUTES 4ND. LABORATORIZS

A, Aj;ficulture

1. Indian fgricultural Research Institute, liew Delhi-l2
2. Central firid Zone Research Institute, Jodhpur (Rajasthan)
3. GCotton Technological Research laboratory, Adenvala Road,
¥atun ;a, Sombaye~l19 :
4, Indian Grassland & Fodder Research Institute, Jhansi
“  (Uttar Pradesh)
5. Institute of Horticultural Research "255, Upper Zalece
' Orchards, Bangalore-6 (Mysore)
6. Jute Anricultural Research Institute, N:_lva-:j,
.. Pele Barrackpore (West Bengal)
7. Jute Technolozical Research Iaboratories, 12 Regent Perk,
Calcutta=40 (\]Eot Benpal)
8. Indian lac Research Institute, ;.0. ilamkum, Ranchi (Bihar)
9. Central Plantation Crops Research Institute, Post Xudlu,
- Kasaragod ([erala) )
10. Central Zotato Research Institute, aimla-l (Himchal ?radesh)
11, Central Rice Research Institute, Cuttack-6 (Orisse) - -
12, GCentral Soil Salinity Research Institute, Karnal (Haryana)
13, Indian Institute of Suparcane Research, Rai-Bareilll Road,
-+ Pele Dilkusha, Lucknow=2 (Uttar ‘hadesh)
14, Sugarcane Breedinj Institute, Lawley Road, Coimbatorew7 -
(Tamil iadu).
15. Central Tobacco Research Institute, Rajahmundry=-l (4ndhra _

Pradesh)
" 16, Central Tuber CrOpa Research Institute, Trivandrum-lQ
(Zerala) L .

B. hnimal Scilences

17. Indian Veterinary Research Institutey- Izatnagar (Uttar..
© . .2radesh) :
18, National Dairy Research Institute, Karnal (Haryana)
19, -Central Inland Fisheries Research Institute, T,8.Barrackpore
(West Bengal)
20. Central lfarine Fisheries Research Imstitute, Marine _
risheries Z.0,Mandapam Canp, Distt, Ramanathapuram (Tamil Radu)
21, Central Institute of Fisheries Technology, J..B.No.1039.
Chittor Road, Ernakulam, Cochin-11 (Kerala) :
© 22. .GCentral Sheep & Vool Research Institute, Avikanagar
’ (Rajasthan) ’



2.

3.

C.

Statistics:

23.

Institute of hgricultuml Research Statistics,
New Delhi~l2,

SOIL CONSERVATION RESEARCH DEMONSTRATION 4LND TRAINING CENTRES

1,
2.
3.

4o

5.

6.

7.

8,

AGRICULTURAL UNIVERSITIES
1.

‘ r2.."
3.

44
Se
6e
7.

" 8.
.9-.

10.
11,
12.

13.
14,

15..

Soil Conservation Research, Demonstraticn and Training
Centre, 37, Vijay Nagar Colony, Agra.

Soil Conservation Research Demonstration and Training
Centre, Bungalow No.25/52 Bellary (Mysore State),

Soil Conservation Research, Demonstration and Training
Centre, House No.D-12/266, Sector-C, 23/4 4Chandigarh.
Soil Conservation Research, Demonstration and Training
Centre, Saleem Nagar Colony, Hyderabad~32 (4ndhra Pradesh).
Soil Conservation Research, Demonstration and Training
Cenfre, Dehra Dun.

Soil Conservation Research, Demonstration and Training
Centre, Xotah (Rajasthan). '

Soil Conservation Research, Demonstration and Training
Centre, Jotacamund,

Soil Conservation Research, Demonst‘rdtion and Training
Centre, Vasad (Westemn. Railway), Gujarat.

-

indhra Tradesh fAgricultural Universi t:y ’ Di lkusha

‘Hyderabad,

Assam Agricultural lhiversity, Joxhat=b,

Rajendra Agricultural University, Zatna.

Haryana idgricultural University, Hissar.

Jawaharlal Nehru Krishi Vishwa Vidyalaya, Jabalpur.
Yahatma Zhule Krishi Vidyapecth, Rahurl, Dist,ihmednagar.

.., runjabrac Krishi Vidydpceth, Krishi Nar’ar, Akola.,

University of Agricultural Sciences, Bangé lore.,

- Orissa [h:lver.,ity of Agriculture &Teehnology,

‘Bhubaneswar.

Tunjab dgricultural University, Ludhiana. ‘
University of UWlaipur, Waipur.

Uttar Vradesh fgricultural University, ”antna,gar,
Dist, Hainital.

University of Kalyani, U.0. Kalyani, Dist. Nadia.
Xerala /gricultural University, Mannuthy, ‘Trichur,
Tamil Nadu Lgricultural University, Co‘lmbatore-S
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ALL INDILA COORDINATED RESEARGH TROJECTS

&Le Crops
1, Food Crops
1. Rice
2. Uheat
3.. Barley
4 Maize,
54 Sorghum
6. HMillets
7. Tulses
2. 'Commereial Crops

1. Sugarcane
- 2+ Sugarbeet
- 3. Cotton
4y Jute
5« Ollsceds -
6. Soyabeans
7. Tobacco
8. Spices and Cashewnut
9, Coconut and Arecanut
3. Horticulture
1. Fruits (including mango malformation and research
.- on citrus' die-back)
2. Tuber Crops
3. ~otato -
K 40 . ~'Ve\retab1e8 : -
Se Certification, 1nnnection and reﬁistration of
. wvirus free citrus trees
‘6, Establishment of regional research stations for
. medical and aromatic pLants.
7e Floriculture
Others
1. Forage Crops .
B. _Resedrch in uoils. unronomy and Agricultural Engineering

Soil and Water Management

1.
2.

o

Coordinated agronomic experiments
Correlation 3f soll tests with crops response

L
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3. Micronutrients of soils -
4, Soil structure

.5« HMicrobioldiical decomposition of organic matter
6+ Irrigation research in river valley projects

7. Reseerch on new cropping patterns and water use in
selected command areas - .

8. Strengthening of research on soil salinity, irrigae
tion drainage and water manajement

9, Studies on engineering aspects of désign and cong =
truction of openwellsltubewells

10+ Strengthening of rescarch under rainfed conditions
(Dryland faricultire)’ -

11, Hational Demonstrations on major f£ood crops

12. long term fertilizer experiments

Research on Farm Tower and Hachiﬁery

‘13« ;stablishment of zonal research centres, for improved

agricultural implements
14, Energy requirements of intensive agricultural produc=
tion programmes, .

s

inimal Science Research

‘Veterinary and Animal ﬁﬁebeﬁdry

10 Cattl.e : ’ P RV
2e Buffalces ’
3. Sheep for fine wool
4. Sheep for mutton. . N
5« Goats for Mbhakr/;ashmina S o
6. Goats for milk wote

7. Tigs |

8. Toultry for eugs

9. Joultry for meat.

- 10, Investipation of arricultural by=products and induse

trial waste material for evolving economic rations
for livestock

11, Scope c¢f synchronisation of heat and superovulation

in sheep and joats for improved nroductivity

12, Foot and mouth diseases oentral Typing Loboratory -

13. Resplratory diseases of poultry and their control

14, Biology and control of stephanofilarxial dermatitis

15, Epizootolo:y of Nasal Schistosomiasis

16, Calf mortality

17. Blood groups and biochemical polymorphism found in
Indian Farn /nimals

- e
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Dairying

l.

2¢

‘3o

be .

Determination of the economics of milk production
under the intensive dairy farming conditions in
relation to high yielding varieties of cereals and
cash crops

Cost of chilling ‘and transportation of milk to

.clty dairies

Economic methods of util:l.sation of surplus/sube
standaxrd milk

Technological and, economic: problems of operation
in liquid milk plants

Animﬂl Science Technology

l.

2.'

Study of the technological problems in the ¢ommer-

cial production of dressed poultry and piggery products
Studies on the utilisation of slaughter house bye
products

. Utilisation of trash fish

Study of technological problems of handling and
transport of fresh fish

Studies on cannary colouration of India wools
Studies on the manufacturing trials of graded wools
for the principal breeds of sheep

e

-.‘SJ

Fisherlies Research

Fisheries

1.
2,

3.
4,

Investigation on riverine carp spawn proSpectinn

‘and collection teciiniques

Studies on the ecclegy and fisheries of fresh water
reservolrs

Studies on marine prawn b:lolo 5 and resources
2ropagation of stocking of fish 8eeds of ailr breathing
fishes for culture in swamps

-Gomposite culture of Indian and exotic species

for maximum fish production in the culture operations



