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1. On November 16, 1970, the Hational Commission on A0riculture 

invited the r:;irector of the Indian L'1stitute of i·anagement, 

Ahmedabad, to disc•se.with him the scope of the work of the 

Co=ission and the possible ways in ~vhich the Institute could 

assist the Commission. 

2. Subsequently·, in iia rch 1971, Chri 3. Si varaman 1 Vic~·Chai rman 

of the Com:ni~pion, visited the L'1stitute to discuss various 

studies ti1a.t he vTished the Institute to underta~~e. One of the 

studies w!"lich he entrusted to the L•dian Institute of Manasecent, 

Ahmedabad, was (i) to exa::,:<.:le the eld.stin3 organisational 

structure of ICJ.R and its relationship with different consti*tlent 

units, Asricultural Lnivcrsities, and other inst~tutions asso-

ciated with a:ricultural research, and (ii) to recommend an 

organisation ntructure takin_; into account t.i-!e objectives of 

ICAR and the em~r3ine problems from the existing organisation 

structure and roles. 
/ . 

3. This report is based on interviews and discussions held at 

4. 

headquarters, some State Departments of Acriculture, ~ricul-

tural Lhiversities, and a Central Research Institute, and on 

previous. reports and cth6,r published material. 

~he report is divided into three parts. J?art I deals wifh 

the objectives of ICAR, its cxistir.: orsanisation structure 

and problems. l'art II recommends rn organiaation structure 
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.for headquarters. ?art I and :.Urt II of the report are 

by i'rofessor Kamlo. ChO\vdhry and :::..'rofessor V .R. Gaikwad. 

?art III contains a framework for clevelo:Jing an Information 

and Gont rol Sys tern required at ICi•R heaJquarters. This 

part of the report is by -;.'rofessor S .K. Bhattacharyya. 

~art IV contains our conclusions and recommendations. 

s. If the broad fl·amework v1hich concerns the first order manage .. 

ment syoter.1 of ICaR is accepted then further work would be 

required in working throuch the problems related to the second 

order syste~. Simultaneously, educational strategies would 

have to ba arranged 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 peo?le is important if reconnen .. 

dations are to be effectively implemented. Reorcanisation 

implies change of roles and relationship, change in power 

a~d au~hority, acquiring netl1 knowledge, skills and attitudes. 

Unless all these are dealt tl1ith in a systematic fashion, a 

reorganisation, even if accepted, rclilains on paper. 

6. vle are ;:;rateful to Ghri B. Sivarar.lEln and Dr.M.S. Swaminathan 

for_ their intcre:;t in the study and for the openness of dis

cussions • vlc are also thankful to shri K.2.1 .. ~non for his 

many acts of help ancl for the facilities provided for this 

study. t. special word of thanks is due to Shri J.S. Sarma 

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

·and discussing \..rith several senior scientists and administra• 

tors of ICi•R and Nati,onal Institutes, with academicians and 

educationists from 4sricultural Universities and with senior 

officers of State Departments of ~riculture. These discussions 

·have provided us \vith the necessary background ancl information, 

senti~ents an~ feelincs, on the basis of which we could cet 

an understanding of the problems of !JlatminG, decision-making, 

co!Jffiunication and interactions '·lith Ici.R. Vle are Brateful 

to them for their very valuable cooperation 

B. L. special word of thanks is due to ?rofessor Pavi J. Matthai 

and ~rofessor D.K. Desai, with whom we discussed our insights 

arid anxieties durin~ tke process of this study. To Shri ~.S.Nair 

and Shri Ko Srinivasan we are grateful for the excellent 

secretarial assistance. 

Kamla Chowdhry 
V. R. Ga.ikwa.d 
s.K. Bhattacharyya 
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I'ART I 

OBJECI'IVE3 AND EXISTING ORGANISATION OF ICAR 



The main objectives of the Council as embodied in its 
I 

Memorandum of L~ss oc ia tion a. re: 

(a) To undertake, aid, promote, and coordinate agricultural 

and animo! husbandry education, research and its appli

cation in practice, development and markctine by all 

ueans calculated to increase scientific knowledge of 

the subjects and to secure its adoption in every~day 

practice. 

(b) To act as a clearing house of information not only in 

reeard to research but also in regard to agricultural 

and veterinary ootters,generally. 

1.2 The objectives stated above have three components in regard 

to promotion of agticultural and veterinary. sciences, numely, 

research, education and extension (application in practice). 

1.3 It is important to have a clear. idea of thd prioary objectives 

of ICL.R at ·the overall level, and the primary objectives of 

each constituent unit/L.;gricultural l.hiversity for three 

~<¥~-sons: First, it enables a better um.lersd:inding of what 

lC.b.R is trying to achieve and bec~me a.t an overall level on 

the one hand, and what each unit/University io trying to 

achieve end becor.1e e.t. the opera tine; level on the other hand, 

so that appropriate ;?olicies and decisions can be evolved by 

each within the fra~cwork of their ~rimary objectives. Second, 

it provil.ks a m::Janincful framework within which to analyse and 

assess the overall p~rformance of IC/~ on the one hand and of 
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the different units/universities concerned on the other hand• 
. . 

Third, it helps define boundaries of different institutions 
~ 

so that problems related to territorial encroachments are - ; :; 

minimised and consequ~tly relationships are improved. 

1.4 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 teras, and especially of the Agricultural 

Universities vis-awvis State Departments of t\iriculture. 

For instance, if lCAR 1s role is promotion and development 

of agricultural and anioal husbandry education, research, 

and its application in practice so as to secure its adoption 

in everyday practice, then extension becomes a respoQsibility 

of lCAR and its constituent w1its and universities • There 

. is need to clarify the responsibility for extension between 

!CAR and Central and ;:;tate Departments o~ Extension. 'Vlith 

overlapping objectives of lCAR and of State Governments· 

regarding application of knowledge, territorial encroachments 

and conflicts are boun·d to arise. 
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HISTORICAL AN'i'EC;.mENTS OF !CAR 

\ . 
At the beginninE, of ~h~ 20th century 1t was realised that 

the establish8ent of_ agricultural research institutes and 

experimental_ ±a~·ms and agricultural co~_leges ~s the first 

step necessary to brinJ about any progress in agricultural 

practices. Such realisation resulted in the establishment of 

the Ir:tperial (now Indian) Agricultural Research Institute in 

. 19051at Pusa •. It ~1as th~ visualised that JAR! would be the . . 
- . . 

apex research organisation with· ramifications extending into 

the provinces. 

2.2 The Indian Veterinary Research Institute was established 

as early as 1889 in Poona. · It was shifted to Mukteswar 

in 1893, and subsequently developed its main campus in 

~tnagar •. 

2.3 . In 1919, agriculture became a transf:_erred subject,. i.e., a 

. subject under the dir.ect control of the provincial covern• . . . . . . ··. ·. 

mcnts •.. Al.l powers of direction and control .of agricultural 
':,.. . . . ... 

and veterinary subjec·ts, includin~ research, teaching and 

policy making were transferred t? provincial governments. 

At that time there '"as no agency with specif'ic purpose of 

coordinatin;; work on agriculture and animal husbandry in 

different provinces and bringing them in line with tho policy 

of the Central GovernMent. 

2.4 In ~928, the Royal coo1mission proposed the establishment of 

a Central council of Agricultural Research with the primary 
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function of promotin~, guidinti ~nd coordinating agricultural 

research throughout India. In pursuance of its recommenda

tion, the Imperial (now Intlian) Council of l•gricilltural 

Research was set up in 1929 as a statutory body by an Act 

of the Central Le3islature.1 
J.'he Council is a Society 

registered under the l,E=<gistration of Societi.::s Act, .1860. 

2.5 The First Commodity Committl:!e, namely, the !.••dian Central 

Cotton com~.1ittec Mls established in 1921. Subsequently, 

many other Commodity Committees came into existence one after 

another bnder the auspices of the r~nistry of Food and /~ri~ . 

culture for the purpose of intensifying research and devel0p

ment in certain industrial crops. 

2.6 In 1958,th~ Ministry of Agriculture started a project for 

intensification of Regional Research of Cotton, Oilseeds, 

and 11illets C:'IRRCOl1). Under this project,17 composite 

regi.onal stations spread over the entire country were estab-

lished. These functioned under the adr.rlnistrative control 

of the Governments of the States in which they happened to 

be ~oc.lted. 

2. 7 Since agriculture Has a State subject, the State Governments 

established in varyins degrees and ••ith var:;..rin3 degrees of 

.effectiveness,rescarch stations and educational institutions 

of their own. r:Iowever, in most cases, the States left to the 

1 H.S. Randhawa, A;;ricul tura 1 Resear.:h in India, 1963, P• ii • 
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Centre,the promotion of research. With the establishment of 

Agricultural Uhiversities some'States transferred their research 

stations a~d their research staff to the &Diversities, whereas 

some States retained their con.trci1 over the research because 

of their responsibility and involvement in extension activities. 

2.8. 'The first Ag~icultural Uhiversity was established in Uttar 

Pradesh 'in 196·0. subsequently, 17 other 0:\gricultural Univer- • 

sities were established. ICAR has given support &ld assis• 

. tance for the establishment and developmeiit. of these A;_sricul• 

tural Uhiversities. · 

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

2.10 

· ICAR. in 1929, the responsibility for agricultural re13earch and 

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

cies 'with overlappinG objective~ making any ·plru1nin8 and coordi

nation ·impossible.· .. In ord'er to have a mor~ 'int~grated . 

·approach ·tlo agriculture.! research and educai:.ion 1 the Govern• 

ment of India appointed several teams from time to time to 

. make recommendations· for a more unifyinG and a more coordina• 

ted· organisation system;,·· 

The two Joint lndo-.ianerican Teams on ,W.ricul tural Research and 
'·' 

E'ducatiori (1954 and 1959 > 'emphasised the need for ICAR to 

becor.le a more effective instrument forcoord.inatirig research 

on aaricultural and animal hus.bandry in the country and made 

certain su3gestions in that connection. 
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In 1963, the .Agricultural Research Review Team (Parker Committee) 

sugg~sted fundamental alterations in the struct~re and scope of 

activities of the ICAR. The various Central Research Insti• 

tutes, l.Aboracories and Test:Ln8 Centres,and i>gricultural lbiver-

sities \'le;:c to be t ranaferr.:;.-0. to the broad Guidance and control 

of ICL.R. In :':nc t, the Parker COr.l!!li t tee also recommended the 
, 

transfer of Forestry. The Governoent of rr•dia agreed to imple-

Iacnt the reco:.1mendations of tho l?.:J.rker ·conmittee with some 

me.jor modifications in the organisation SUJ3Csted by the 

Com.':littee. The modifioations related to reducing the number 

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

recom.~endation of appointing specialists. bccordincly, from 

April 1, 1966 started the process of the reorganisation of 

ICAR as a fully autonooous 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. 

Hith the transfer of different research institutes/laborato• 

ries/ centres to ICilli, which were:largely under L~e Ministry 

of Food and i~griculture, not only \vere J;:he scientists and 

technical staff transferred, but also the administrative staff. 

In :.:act, what v1as transferred were all the existing administra-

tive practices found in Government Departments. 

2,13 The _early begirffiings of an institution play a significant 

role in the future institution building process. Thus, in 

th~ stS:rti~a of Bhabha Atomic R~earch Centre (Bli.RC), a group 
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of scientists and administrators were transferred from the 

Tata Institute of FUndamental Research (T IFR). The adminis• 

trative practices were largely evolved by the scientists them· 
' 

selves, and these became the 'foundations 1 of .the growth and 

development of BARCo 

2.14 i>lthough CSlR started from th~. beginning as an autonomous 

body registered as a Society it lost to a large extent its 

nfreedof!l of a.ction 11 by the adoption of Government: rules 

and practic~s. i:.s ~-1as pointed out by Bhabha: 

·n'.i'he opportunity of framing an administrative structure 
and rules and procedures appropriate for a scientific 
organisation, which this set up ~"as intended to confer 
on the Council of 3ci·:mtific and Industrial Research' · 
has, however, beenlost to a large extent by the omni• 

. bus adoption of. Government rules ·and regulations·" 1 

2.15 The early antecedents of ICAR nake the development of 

appropriate admir.istrativc practices relevant to the growth 

and application of agricultural sciences even more difficult. 

It inherited sevaral institutions with different backgrounds, 

histories and adninistrative i>ract:iccs more teievant to 

;. : ~ . 

2.16 If the aclministrath•e .practices in leAR are :those largely 

followed in the Government then the objective of having an 

autonomous organisation ·~-lith a scientist Uirector-General 

and a secretariat of senior scientists :i.13 essentially 

1 
Homi J.Bhabha, 11Scicnce and th~ ~oblems of. Development,"<Bomba.ya 
Atomic Energy E'stabliehment 1 1966},p.4• 
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defeated. The developin3 of new norms and new practices, 

and the nurturin~; of a culture suitable to scientists and 

scientific orsanisations is a difficult task and needs 

attention. 

It is useful t:o !i'Akc a distinction betwe~n th~ basic struc .. 

! ture. and' the operating .oechanisms which impl~emt and rein-

fore~ the basic structure. Operatin0 oechaniscs include 

. such factors as control ·procedures, information system, re-

·'"ard and appraisal system, standardised rules and procedures, 

and . .:!ven spatial arransements. If the operatin3 mechanisms 

in ICAR are r~levnnt to a Government department then changes 

in or~anisation structure will noL lead to improvements. 

Problems of mocivation and oorale are likely to arise under 

the circumstances. 

1 2 Both Bhabha and Sarabhai have pointed out that the adminis-

tration of science requires different noriJS and a.diift:rcnt 

culture. To quote ·Bhabha in this connection: 

"The type of administration required for the growth 
of science and technolosy is quite different from 
the type of administration required for the opera
tion of industrial ent~rprises, and both of these 
are a~;ain quite diffcr..:nt froo the· typci of adminis
tration required for such matters as the preserva• 
tion of la\v and order, administration of justice, 
finance, and so on. It is my personal view, '1-:hich 
is shared by many er:rl.n.mt foreien scitentists, that 
the general absence of the prop8r administrative 
set-up for schmce is u. bigger obstacle to the rapid 

l Ibid• 

2 Vikrar.i A. Jarabhai, 11Control and i'Jana.:;eocnt of Public Sector Ulder
takings," .. Foundation Day lecture at the Aduinistrative Sta£f Collec;e 
of India, Hyderabad$ Dec~r.1ber 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 l'7e have are 
made less effective through the lack of the rieht 
type of administrative support. The admini.stration 
o.f scientific research and development is an even 
more subtle matter than the administration of indus .. 
trial enterprises, and 1 am convinced that it

1
cannot 

be done on the basis o.f .borrcmed knowledge." 

"Government is spending large sums now on supporting 
scientific ·res~arch and technical development, and 
it is in Government •s interest to study and devise 
de novo the best adoinistrative and financial pro• 
ccdures for scientific institutions and for getting 
·the maximum return on the money spent. To apply 
existing·administrativc and financial procedures, 
devised for an entirely different purpose, to scien
tific institutions is largely to defeat the purpose 
which the GaJernment has in view by le~ting the 
tail wag the dog .u 2 . 

1 
Dhabha. it 12 • ~p.c • • P• • 
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3 •' EXISTING ORGANISATION STROCTURE OF leAR . 

3.1 In April 1966, ICAR, was reor0anised and some of the major 

charlges ~de were: 

(i) The Rules and ~e-Laws of ICAR were revised so as to 

. (ii) 

(iii) 

make it a 11fully e.utonooous research organisation ... 

The GoverninG Bocly of ICAR ~·Tas reconstituted to 

r.Jake it a body ox' scientists. 

A scientist was appointed as the DirectorMGeneral 

thereby makinc an inportant departure from appointing 

administrators. 

'(iv) The administrative control of the following nine 

research institutes, previously administered by the 

Department of Agriculture was transferred to ICAR. 

(a) Indian Az;ricultural R8search Institute, NCM Delhi 
(b) Indian Vetednary Research I.nstitute, IzatnaBiit' 
(c) National Dairy Research Institute, Kamal 
(d) Central Potato Research Institute, Simla 
(e) Central Rice Research Institute, Cuttack 
(f) Central Arid Zone Research ~.stitute, Jodhpur 
·(g) Indian Grassland and Fodder Research I.nstitute, 

Jhansi ·. 
(h) Centr£Ll Tuber Crops., Research Institute, Trivandrum 
(i) Central Sheep & ~Tool Research Institute, lbmpura 

(v) The Central Commodity Committees· were dissolved and 

the foll.:minJ research ina.tit.l.ltvs tranDfarri!d to leAR. 

(a) Technolo3ical Research laboratory (Cotton), 
t1ltun::;a, Bombay 

(b) Jute A:_;ricultura 1 Research Insti tute1 Nilaganj, 
Barrackpore 

(c) Technolosico.l R.:::search Labor~tory (Jute), calcutta 
(d) Central Tobacco Research Institute, Rajahmundry 
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(e) Central Coconut Research Station, Ko.yan3ulam. 
(f) Central o:>conut ?.esearch Station, Ka.sargod 
(g) Central Arecanut Research station, Vittal 
{h) Indian Lac Research Institute, l1amkum1 Ranchi 

(vi) 3uch of the PIRRCOl1 Centres not amalgamated with 

(vii) 

the State research institutions were placed under 

leAR. 

/~dministrative control of the followine Institutes/ 

Centres wa::; also assumed by ICAR from. October 1967. 

(a) Central Inland Fisheries Ruse.J.rch In.sti tute 1 
Barrackpore 

(b) Cent!ra.l 1v.farine Fisheries Research Institute, 
:r. 0 • l'iandapa.m C&1p 

(c) Central Institute, of i:'isheries Tecl!nolo.:;y1 
Emakulam 

(d) Soil Conservation, Research, Demonstration & 
Trainin..; Centre,- lbrahimpatan, Dist. Hyderabad 

(e) Soil Conservation, Research, .Demonstration & 
TraininJ Centre, Acra 

(f) 3o:l.l Conservation,. Research, Demonstration & 
Training Centre, Vasad (Gujarat) 

(g) Soil Conservation, Research, Demonstration & 
Ttainin~ Centre' Dehra Dun 

(h) Soil Conservation, Research, Demonstration & 
Trainin.:; Centre, Kotah 

. (i) Soil Conservation, Research, Demonstration & 
Trainin..; Centre, Chandigarh 

{j) Soil Conservation; Research,· Demonstration & 
Training Centre, Bellary 

(k) Soil Conservation, Research, Demonstration & 
TraininG Centre, Ootacamurtd 

{viii) The D.dministrative con.trol of Indian Institute of 

Suc;arcane Research, I.uckno~1; 

Institute, Coimbatorc;. and i.ll I11dia Joil and 

l.E.nduse Survey Orsanisation Has transferr·ad Hith 

effect from J~pril 1969. 

(ix) The Institute of AJricultural Research Statistics 

·. 
' Has transferred wit~1 effect from .t\pril 1970. 
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3.2 Thus, within a period of 1 to 2 years lCARis responsibility 
I 

increased manifold. From an orcanisational set up dealing 

with sportsorin3 ad hoc res~atch projects it now had to adminisw 

. ter about 30 res'earch. institutes/centres, help in the developoo 

.ment of A0ricultural Universities. It undertook as many as 

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

manifold responsibilities the ~arker Committee had su3cested, 

a headquarter structure consisting of 12·13 Deputy Directors-

General, each Deputy Director-General to be assisted by seve-

ral Assistant Directors-General, and 13 Specialists in subject 

areas. As was mentioned earlier the recournendations concer• 

ning the orsanisation structure were modified by the Governw 

ment reducing the nucaber of Deputy Directors-Ge..<eral from 

12 to 4 and abolishing the posts of Specialists. 

3.3 The exis.tin::.; orcanisation strUcture of ICAR is shown in 

E~thibit 1. The list of research institutes, laboratories, 

and centres, i~ricultural Universities, and All India Coor .. 

dinated ?rojects under ICAR is shown in Appendix 1. · 

3. 4 There are about 5000 scientists 'i70rking in ICAR •s constituent 

1 

units and about 15,000 staff. The annual budcet of lCAR for 

1970-71 w~s ~. 24 crores and the Fourth ?lan budGet was 

approximately Rs. 85 crores.
1 

Mi.nistry of Agriculture, covernment of India, A1ricultural Reaearch 
in India: N'm C!orizons anJ :terspectives, (New Delhi: Indian Council 
of Agricultural Research, 1971), p.ll. 
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3.5 The executive functions of ICAR are carried out under a Govern-

inJ Body consistin~ of 22 members with the Minister of A£ricul-

ture as the i?resident. The ::;overnin_; Body con:;;ists of scien-

tists and those Hith interes):: in or knowled3e of at;riculture. 

Th.:. Governicg Body decides the research pol,icy, approves all 

research pro;;rar;unes and also controls the f;unds of the Council. 

The Governin_; Body is as5isted by 4 Standin~ Cor.~ittces on: 

1. AGricultural Research 

2. Anir.tal 8.ci9nces Res~rch 

4. Li::;riculture :.:i:conomics, Statistics, and Ma.rketin3 
Research 

There are also severul 3cientific ~anels which assist in the 

scrutinisin:; rind rccor.10endin3 of the research projects to the 

respective Sta11din;3 Committees·. There is also a StandinG 

Finance Cor:md ttee ~1hich examines the annual budget of the 

Council, scrutinises the estioates for all research proposals • 

. The Joint Secretary in the. Ministry of Finance accredited to ~ 

the ianistry of Food and A;riculture 1 is tl1e Financial Adviser 

to the Col;ln~il •. 

3.6 The.executive-head of ICAR is the Director-General who is also 

the ex-officio Secretary to the Government of India~· The 

Director-'Gcneral is also the-Chairman of the 4 Standinc; 

Coml':~ittees. On the technical ~ide he is assisted by 4. Deputy 

Directors-,;eneral, one each in the fie1d of .<_a) Crop Jciences, 
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(b) Soil, Azronomy, IrriGation and Agricultural En3ineering, 

'c) Agimal Cciences, and (d) Agricultural Education and 

Central-state relations • 

E:lch Deputy Director-General is responsible for the .::;rowth 

and development of a number of research institutes. They are 

also responsible for the preparation, scrutiny, review and 

technical control of the research schdmes and projects within 

·their respective disciplines. For example, the Deputy 

Director-General Crop Sciences has 9 research institutes 

under him and r.lany research projects directly under his 

;:;roup. 

3.8 The Directors of the 3 !Jational Institutions report directly 

to the Director-General. Their status is more autonomous 

than the other research institutes, and ereater powers 

have been dele.::;ated to them. 

3.9 .On the administrative side,the Director-General is assisted 

by the Secretary of the Co"uncil who is ex-officio Joint 

Secretary to the Govl:!rnment of India. The Secretary looks 

after the recruitment of senior scientists, budgetary con• 

trols and coordination. He is also the 3ecretary to the 

Society, council and the various Standin3 Committees of 

the council. He is assisted by i>dditional Secretaries, 

1l(lder secretaries, and Director of Bud__;et, Audit and 

Accounts, and Director of Recruitment. 
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The Director-General and the 3ecretary have the status of 

the Secretary and the Joint :;ecretary in the Government 

of L<dia respectively, and as such have the necessary sanc

tionin;:; powers of th~ Government of India. The Deputy 

Directors•General.have no S!lCh status, so that papers for 

sanction have to' JO to the Secretary and to the IlL rector

General. 

3.11 The headquarters of ICAR share the same building as the 

!1:inistry of Food and Agriculture. 
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4. SOME COi-li£dT.J ON I:·IE m:IST IllG 3TRUCTURE 

4.1 From the intervie~'IS and discussions held,we -identified 5 

najor areas, interdependent and inter-related, around Nhich 

the probler.IS of ICf.R centred: 

(i) 

(ii) 

(iii) 

(iv) 

(v) 

Lona Range :lanninc 

n.u India Coon:innted :·rojxts 

:ersormel 

l.ccoimtnbi li ty 

Centrcli:;a.tion 

It seeceJ to us tbnt these inter-related problecs were causing 

feelin~s of unhealthy riv~lry and coopetitiveness, perceptions 

of ad hoc and not objective UGe of authority, lack co~~tment, 

and a tendency to blace each other. 

The ration~le for putting tha v~rious institutions dealing 

with a3ricultural research and education wus to provide ICAR 

a Qechanis~ for better plannins, intearation and coordina-

tion. E'>HeVI:!r, no ndeqtW.tc orsar.i::;ational mechanisms exist 

for lon::; ran;:;e ;?lcnninci r...ecoarch proposals which require 

. ad hoc financinG ere subr.1itted to rc.'·R 1-1hich are processed 

throuJh the 3cienti:::ic :..c.:nels and Standin_; Gommi ttees. This 

systerJ does not lenJ itsolf to lon!) ran;;e planninG, identi

fyin~ gaps ru1d nceGs, oonitoring new developments ar1d provi

G.ln!) a broad framework within which the institutes and uni-

varsities can plan their own research activities. i:'erhaps 
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the system of ad hoc financing of research projects continues 

from the early Jays of ICAR. 

Because of lack of long ra.n;_;;c planriiag at heatlquarters the 

decision-rr:akinz.; is often perceived by th~ members of the 

research institutes and universities as ad hoc and not objec~ 

tive. This 3enerates personal lobbying for research projects 

on the one hand, and resentments·on ~he other hand, Also, 

if there is no long; range planning at the headquarters level 

fi1D.ny probloc~s have to ·travel upwards for discussions and 

decisions leading to centralisation of decision-making. 

All India Coordinated Projects 

The idea of All-India Coordinated Projects was to icentify 

important projects which required an a.ll- India approach and 

collaboration of many scientists "in different institutions, 

and ~1hich had· an uraency about; time. A project by defini

tion is tern!_)orary and is· time bound. It requires different 

specialisations and the emphasis is on team work. The results 

of some of the earlier All India Coordinated_ Project~ were 

so encouraging and gratifyinG that many research propos~ls 

were eiven the status of .All India coordinated Projects. 

It seemed to us th~t the ~1ay All India coordinated Projects 

are or3anised, funded und manned• haa spread a ne~. work of 

unhealthy rivalry and competitiveness among colleagues, resent

menta a~uinct headquarters, and a widespread feelinti of 

unfair practices of .recruibment and promotions. 
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4.3.3' For the AlL India Coordinated :::'rejects appointments are made 

on a full time basis • Research workers in institutes and 

universities apply for· these positions. Since the salaries 

in the projects are hi0her than what they are drawing many 

apply for these projects. People are consequently 'promoted 1 

not because they de~erve· in terms of past accomplishment, 

etc., but because there is ·an openin~ in the project. Collea-

sues.~Y"ho were junior become senior ovemi0ht. Each project 

is inter-disciplinary in approacr. so that raany different 

speciulinations are included in each project. Since each 
. . 

.project is a self-contained entity, thouch there is no full 

time work for a s,Jecialist in a 3iven project, they are 

hi red full timu. 

tHth over 70 All India ~ord::.nated ?rojects spread over the 

country and membership in· each project varyin~ from a few 

to about 300 or so, the fcelins of. resentment, competitive-

ness, rivalry and unfairness is likely to be very wide-

spread. 

If projects appoint new people full time there is a built-in 

mechanism of not completine the projects. The research 

workers cannot return to thai r old jobs, and finishing th"i-r 

projects mears an unknmm future. Although ronny new projects 

have been ini tinted in the last f ~Y' years ~"e are not aware. 

of projects which have been completed and terminated. 
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4.3.6 l?roject i-tlnageoent, in any case, ha.s r.Mmy problems of inter-

personal .co~flict because the. requirements,of teamwork, inte~ 

e;ration, and urgency. are hi3h. But ,.n_ th the existing system 

of fundin.:; and.mannin::; the projects acquire an institutional 

character so that each research institution has superimposed 

. on it several .other on-going ,institutions over which they have 

relat;ively little control. ·The .confusion of authority and 

responsibility under .the.circumsta.nces is considerable. 

4.3.7 · ·The systeo also places the headquarters in competition with 

its own constitu~;ent units. Research workers working in 

institutions 'are hired away from their jobs. thus making any 

planning or commitment' to long term· research impossible on 

4.3.8 

4.4 

4.4.1 

the part of the research in~titutions~ 

. ' 

The concept of project mana.ger.1ent althoush extrerJely useful 

needs to be re-exacined, clarified,and reorganised. The_ orga~ 

nisational requirements of project rJanagecent have been dis-

cussed to some e•~tent in the recor.JCended reorganisation. 

l?ersonnel 

The recruitment of scientists was transferred to !CAR to pro• 

vide greater flexibility and to put the responsibility of selec• 

ting scientists on scientists, It oust be realised tbat recruit-

cent is just one element in the continuum of locating, selec

ting, placin3, pror.Jotin3. and developin<~ scientists. The 

total process of rccruitnent needs to be considered a.nd dealt 

with a.s one unified whole in the career planning and develop• 

cent of scientists. 



4.4.2 

4.4.3 

4.5 

4.5.1 

20 

In ICAR,recrui traent is located under the Secretary. Earlier, 

recruitcent was looked after by an llider 3ecretary, but now 

there is a. Director in charge of recrui ttlent ·r.eportin3 to the 

Secretary. leAR perforcs the adcinistrative function of 

advertising, screening of ·applications and appointing commi• 

ttee&. The actual selection is done by appropriate scientists. 

The probleo is not in recruitment per se, but in the many 

missing links Hhich are required for effective selection, 

growth and development of scientists. Feedback mechanis~~ 

are ruquired so that problecs could be discussed and appro~ 

priate action ·taken to ioprove the practices bclore they 

becooe a crises. This hqs to be organised as an on-going 

activity. 

Further, \<lith ICAR takiP.g responsibility for All India Coor• 

dinated ?rojects, the functicn of appropriately reallocating 

persons from projects to oth0r activities· assuraes major 

proportioDs. The feeling of an uncertain future can create 

serious probleos of morale and motivation~ 

Accountability .. 

The way the functions· are'subdivided in ICAR,the responsi• 

bility is in one group and authority in another group end 

·accountability confused. Thus, .'the De!)uty Directors-General 

who are held responsible for scrutiny of the scientific and 

technical needs of the institutes and laboratories under 

them, felt that they had no authority because sectioning of 
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resources, that is, equipnent, buildinJ, etc., is with the 

Sec retc.ry. l!cl[30ti.:~tions be':1veen the technical and adminis-

trative sic:e have to td<.e plc.ce on many ·ou.tters causing delays 

an.J iwplicitly Safile degree of resentrJento 

If responsibility, c.uthori ty and accountability have to go 

together it is ir!lportant that the a.c tivi ties should be so 

div"ided and put together thc:t each Deputy Director-General 

can have control over the resources ~-1hich he requires for 

effective rerformance and cwn consequently be held accoun• 

table for results. 

4.n Centralisation 

The Director-General is assisted on the technical side by 

4 Deputy Directors-General, and on the finance, administra

tion nnd personnel side by the Secretary. Althou3h notio

nally it is possible to divide probleos into technical and 

administrative, in practice,the distinction between technical 

and administrative aspects is blurred. Statements reflecting 

miaunderstcmlin;:,s between Deputy Directors-General and the 

administrative staff were mentioned. TQe suJ division of 

activities and ~esponsibilities lends itsel: to a highly cen

tralised systeo. Oq~anisationc.lly, the onl~· plt::.ce where 

coordination can tnke place is at the Direc:or-General level. 

And yet with about 30 research institutes, :aboratories, and 

centres, 17 l~ricultural Universities 1 and ebout 70 Projects 

ICAR caonot function centrally and must ta~e steps to decen• 

tralise its working. Decentralisation wou:d oean major changes 

in the division of work, and in the. roles tf senior persons 
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5. RECOMMENDED REORGi•NlJATION 

5.1 In designing an organisation structure for leb.R the following 

factors have been kept in mind: 

(i) To provide special attention to long range planning. 

(ii) To provide special wphasis on "renewal of scientists" 

by appropriate policies of recruitcent, promotion and 

organisation development. 

(iii) ~o divide and orGanise functions so that there is 

clear-cut r~sponsibility and a.ccotmtability. 

(iv). To provige autonomy to constitutent units and flexi- · 

bility in their working within a given framework. 

(v) To brin_; decision-lilllkinG 68 close to the point of 

info:t1il8.tion and action as possible. 

5.2 This would mco.n decentralisation of working, with !CAR heo.d• 

quarters providinJ a. broad policy and daalinc with lone r.cnge 

planning, broad financial controls 1 teviet-T of activities 1 

renewal of scientis~s, and other service functions common to 

the r.lLlny constitutent units and u.liversities. 

5.3 l'be orGanisational model on the basis of which the ICAR head-. . . 

quarters is designed is shown iQ Exhibit 2. An organisation 
. 

design essentially da~ls with division of functions and their 

location and mechanisms used for coordination to achieve unity 

of purpose. Functions inappropriately located not only lead• 

to problems of mieunderstandines and conflicts, but to delays 

and inefficiencies in co~nunication and decision•making. 
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5.3.1 Some of the otganisational concepts used in the designing 

the organisation are: 
' I. 

(i) . -Primary 'tasks. 

·(ii) Separating operating systems. from manaein& systems. 

(iii) S~parating first order management from second order 

etanagement. 

(iv) Relatin3 first order operating systcc to first order 

r:ta.nagement system. 

5.4 leAR in its first order operatin(o system lms ~bout 30 rosocrch 

institutes/laboratories/centres, 17 universities, and 70 1~1 

India Coordinated ?rojects. In order that these institutions 

and projects have sufficient autonomy and perform effectively, 

,ICAR mus~ have certo.in_planning 1 coordination, control and 

service funct,ions pertainin;; to overall functions of research, 

education a~d utilisation of knowledge. More specifically, 

the activities required of IC~ to •manage 1 the d{fferent 

institutions anq projects are: 

(i) · Long range planning, i.e., looking ahead in terms of 

needs, resources, monitoring of new knowledge, identi• 

fying gaps and priorities. ?lanning at this overall 

level will have a 5 to 10 ye;r perspective • 

. (ii )· Ft.nance 1 bud~etary -controls t foreizn. exchanse. 

(~ii) ·parliamentary affairs, public relations. 

(iv) ·.:;entre-State relations, interface with other 

I1iriis tries and Governmenta 1 agencies. 
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(v) International collaboration and interface wit!h· · 
'·· '· 

inte~!Qoal agencies. 

(vi) :Personnel or organisational development, :l .e., man'-

power planning, personnel policies, dealing with 

career development1 international conferences, semi-

nars, and other act:i.vities rela,ting to •renewal of 

scientists t. and ·motivation. 

(vii) Coordination, review and ·control. 

(viii) Documentation centre, publications and other activi• 

ties dealin0 with storin3 and retrieval of information. 

(ix) Gecretary to. Society, Governing Body, Stanciing 

Comr::d ttec& •. 

(x) Esta.blish.raent 'of lCAR. 

Although some £_unctions have to be kept separate, some could 

be combined toget.her ttnder one head. 

Long Range Planning 

Long Range Planning division will include aericultural econo-

mists, statisticians, and operational research persons. The 
. . ' . . . . . 

section dealin3 with Agricultural Economics and Statistics will 
. ' -· . 

be a part of ~his divis.ion• Scientists and others who can con-

trib~te to long range planning will work in separate panels to 

identify future prio.rities and gaps. These panelQ will not 

deal witt{ ~valuati~g research proposals subffii tted to ICAR regar-... 
din;:; sanctions and funds relating to short term PI'9jects, i.e., 

of 1 to 3 years Jurcttion ,but \-lill deal with future requirements. 
I ,. ' ' . 

<->ppropriate linkages \'lith short ranJe plans of the various 
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The interim report of the Comnission has also emphasised 

this point. The report says: 

"This system (scientific panels selecting projects 
submitted to it for funding) does not· leave scope 
for it to take a comprehensiv~ view of the researohes 
in different disciplincs,and to formulate a for
ward-looking lonJ-term research programr;,es for 
the, country." 1 · 

The long range plenning division would evaluate the 'mix' 

required of fund.:.::~ental and applied research, end suggest 

broad rese~.rch t.hemcs (not projects) ~.,rhich require a. 

5 to 10 year time span. The planning division will not 

a.llocate reseo.rch prograr.uaen to different in.§ltitutes/uni-

versities, it will merely identify proero.::m~es ~.,rith the help 

of scientific panels• 

Finance 

For financial matters,besidcs the Financial'Adviser who is 

not on full time work of ICArr, it is necess~ry to have a 

'Financial controller. I If IC/~{ is to provide broad finan-

cial control in a. dccentraliGed set-u;-> it ~Till require 

capable financial and bud3et analysts o.t both headquarters 

and at the U•li t lcvelG. In our experience, this is the 

problem most of ten icnored. H:mag mont somehow seeiiB to 

think that in a reorganisation a control system will ogerate 

by itself and that accounting personnel can be easily 

1 N.::ttional CorMlission on '>8riculturc - Interim f .. eport 11 3Q1Ue Aspects 
of A::;ricultural rtese'.lrc~1~ E:ttens:i.on .nna Tr.::..ii:)ing,\1 (Cyclostyloo) 
(Nov~mber 197l), P• 18, 
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converted to perfo'rm the a'no.lytic.:1.l functions. In some 

cases, of course, it is ;)ossibfe to train present accoun• 

ting personnel, but this is by no. ~eans universally true. 

Many people who perform well in. c. r~mtine accounting job 

. have nci ther the bilckgrqund nor the. ability required for 

the new role. 
. ~ . 

Centro-State a.nJ. Governmental ltelations 

To perforo its many tasks of pr·omoting research, educa• . . 

tion and· uti li:;a tion of kno\vledge, ICAR haa to relate 

itself to a cblllple:K environr.1ent. The relations at the 

Centre-State level are of sp.ecial importance and of 

special se?sitivity •. ·-Thel:'e ia also need to establish 

relationships \vith other i·Iinistries and governmental 

agencies, farmers and, farmer or£;£tnisations. 
:' ...... . . 

The ~unction of 'jovernmental relationships • and dealin::; 

with. intcr .. face proble~s needs· tb be separated from 'educa-

qonal ac~ivities, ' . The primary task of' this division 

will_ be to. establish; rilllintC.in, promote relationships and 

. tc:' c.ssis): the Deputy Directors•General, Directors; and 

Vice-Chancellors· in· their requirements 6f dealing \vith 

.. these offices, 

5.8 Interno.tional Liaison 

The intcrir.~ report hus specially er.lpho.sised the need of 

intcra~t:l.c:..:.l . cooperation and colloboration between agri-
' .. : : 

cultural scientists of -India and.abtoad on a regular basis. 
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1f this function is to be given special importance, an office 

\.,ith the primary task of dealing with international colloboM 

ration and relutionships should be separately organised. 

This function· 'like Centre-State rell:tions cannot be a part 

of the· job of any one of the Deputy Directors-General. This 

is a. service function to all the different research institu~ 

tions and universities related to Ief.R and must, therefore, 

be independent of any of the Deputy Directors-General managing 

sub-s ys terns. 

5.9 ::'arlio.ment:..1.ry ..:;ffairs 2-nd rublic Relntions 

5.10 

ICAR dealu tvith a subject very important to the nation, its 

responsibilities c:ctend to different States, it employes 

perhaps the larcest number of scientists an::! technical staff 

in its various constituent units and ~~iversities, and it 

uses larno ~ublic resources. ~onsequently, the affairs of 

ICi•R are of public concern and in the public eye. There are 

frequent ?arlic:.r.wntary queGtions raised concerning the working 

of lCi.R and its units. It is sum;ectecl that a person is 

specially delineated to deal with Parliamentary hffairs and 

?ublic Relations. 

Personnel 

The personneLfunction at heauquarters had been specially 

empb.asi:;ed. . At preoent there is no systematic manpower 

planning Jone, which in related to long term planning; the 

recruitment problems are handled at the tinder Secretary •s 
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Delays of the order of one yGar from the point of 
\ 

need to the staGe, of ap;>oint.ments are common, and there are 

'perceptions 1 of unfair pror,lotions. The interim report of 

the Commission e.nd earlier the I?arkeJ' Committee report have 

emphasised the need of attracting good scientific talent, 

of creatins Good c.nd fair conditions. of work and rewards. 

This is a complc~~ problem which requires good creatiVP 

thinkinc •. There is considerable ·growth in knowledge in.· 

the behavioural sciences, and it would be useful if this 

knowledge is applied .and utilised for evo1Vin3 better per~ 

sonnel practices for dealing \-lith career plans of scientists 

and in 3enerally improvfn::; the conditions of work. ·.It is 

suc,r;es ted that a :;?ersonnel/ Organisational Development 

Division be separated from routine administration, and 

spedalists in personnel and orGanisutional development be 

in char3e of these functions and directly report to the 

Director-Genen~l. 

5.11 Documentation and IJ.brary 

In order that awareness and communication is improvud bet-

\'Teen different institutions and between different scientists, 

a· cor.mlon pool of do.cumentation needs -to be maintained. The 

person in char3u must understand modern methods of storing 

and retrieval of ir:.formation. Films ·.and other 1soft-ware 1 

required for cor.~munication and utilisation of know·ledge 
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at the farmer's level, etc., should also be maintained here. 

The library would also·be a part of this 3roup. 

5.12 Natiom:l Research Institutes 

The Director-General obviously cannot be in direct touch 

~·lith .all the acti~ities of ICi-1:l 0 It is suGJeSted that only 

the 3 i·lad.onu 1 L..:search Inotitutes be in direct touch with 

the Director-General, namely, Indian A.::;ricultural Research 

Institute, Indian Veterinary r~<:searcn Institute, and National 

Dairy Research Institute. 

5.13 ·Research Institutes/Laboratories/Centres 

5.13.1 The other research institutes/laboratories/centres are 

divided into three 3roups, namely, (i) Crop Sciences, 

(ii) Soil, i(;ricultural ili1.:_;ineerin0 and Irri.;c.tion, and 

(iii) Anin::'.l ~~c i encea and Anir;:;.: 1 ;:.us u£<.nd ry. Each ;:;roup 

will be in the ch~rr;c of a Deputy Di:cector-General, and each 

Deputy Director-General will be ascisted by the requisite 

·nu::1ber of il.Ssistant .)irccto:i:s-Gene·ral O:nd other staff. 

The n'eputy Director-General ~lill be responsible for coordi-
;. ·. 

' .. nri ti on, revi eu of act i viti cs and p erfo rmanc e, and wi 11 

assist the Directors of the i~stitutes/centres in the 3rowth 

-and development of th..:ir activities. 

5.13.2 The Deputy Directors-General would also be responsible for 

planninc in their respective 'areas, 1 and for this purpose 

they will be assisted and advised by the Scientist ?anels. 

Research proposals not dealing with long range planninJ 
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will be scrutinised and arproved by the Scientist ?anels 

and sanctioned by the Deputy Director-General concerned. 

Under the present systeo the Deputy Directors-General 

have multiple tusks includinc; the supervision of several 

All India coordinated :;:·rejects~ This distribution of 

nctivities seerJs to leave the Institutes as well as the 

It •.-ms ste.te<.l by a senior person at 

the h~adquarters that: 11 In our present set-up, it is 

doubtful whether the senior scientists of the Council 

will Get enoush time to do much thinkin3 and planning 

unless the system is drastically changed. Taking into conN 

·sideration the number of All Iftdia Coordinated ?rejects 

which have been sanctioned and the involvement with the 

workshops and seraino.rs which c;oes with the allocation of 

'"ork of the senior scientists• the free time available at 

the headquarters to examine the different research projects 

and procrammes of the institute is indeed very little. 

On w~kin3 a ~ouc;h calculation I found that some of the 

Deputy Directors-General who have JOt the responsibility 

relatin; to a very larc;e, nun:b"'r of All Jndia Coordinated 

.,rejects ~vill hav<;:! tJ Sj)Cncl certsinly more than 200 days 

in a y_,a:r in the ~vorkGhops rulatine to All India Coordinated 

:..roject:s and uther ;':llan schemes, takine into consideration 

the time required for travel £1.lso~ If we add to this the 

number of days that t-rill be required for various important 
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international events held in the country like symposia of 

learned societies, international conferences, etc., and 

··also the tim~ required to attend certain .important meetings 

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

pre·ssure on their tir.1~. The J?03.ition of some of the Assis-

tant Directors-General ~1ho ho.ve got charge of the large 

number of All India Coo;=dinated rrojects is also pretty 

bad i;.1 this r~silect." 

It is su~::;~sted L1at the prim:trY responsibility of the 

Deputy Directorn-~eneral -is he1pin~ the r;rowth and impro-

ving the effectiven~ss of the institutions under them. In 

order to do so,. they must have the authority to sanction 

budgets, approve plans o;.1ithin the broad framework relating' 

to their group of institutions. ' The All India Coordinated 

Frojects should be separated and made the orimary responsi-

bility of another division. 

The Deputy Directors-General must be scientist-;;eneralists 

and not specialists, that is., 'the Deputy Directors-,;eneral 

must percaive themoelvcs ns scientist administrators rather 

than as t~chnicu 1 specialists. 

Education 

.There is .a D~~Juty u:.rector~.:;eneral in charge of providin&; 

finanCial :dd t:. As:ciculturill U.rl.versities. There are 17 

Agricultural Ul1ive;,-~ities o.ir~dy, \iith many more to come. 

The problem::; of universitie::;, their growth and development, 

the st.:lrtinz oi new universities, etc., must be the full 
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time responsibility of Deputy Director-General,Education. 

The concept is similar to aided institutions that Depart

ment of Ltomic ::ner_gy has for TIFR (Tata Institute of 

Fundamental Research) and other research institutes under 

its broad direction. 

Iub licat ion 

?ublic,;.tions, which derive their materials not only from 

scientists from Universities, but also from research 

institutes and fror .. other outside agencies, both national 

and international, ohould be a separate function in the 

'managing system' and not· be included in the 'management 

of universiti~s •• 1 This function in its· management could 

·be combined with do~w:tentation, librar-;, etc. 

Ail rndia Coordinated :'?'rojeci: Ha.nagement Division 

It is suggested that the w .. :.magement of All India Coordinated 

:!?rejects be separated frc· the responsibility· oft he 3 

Deputy Di rectors-(;eneral, Each of the. All India Coordina-

ted ?rejects have a specific ~.,rell-defined task, htwe time 

limitations ~nd constraints (or ouGht to have), are spread 

on an all India basis, and require a multi-disciplinary 

approach. It is sucgested that the Project Leader (Coordi. 

no.tor}·be made fully respoi;sible for the management of 

the pt·ojcct, for plannin:3, holding .·and arranging review 

meetings and foi other aspects related to the project's 

auccessful :aiosion. The Deputy Director-General in 
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charGe· of the ?reject Manacement is not expected to provide 

specialised technical knot-1led0e, but is e:cpected to provide 

i1eccssary help and resources required for the projects and 

to monitor their pro~rGss. Or.::;anisational M::ldel for :i?roject 

i1.'1nucemant i~ :-ho'm in E:.thlbit 3. 

5.16.2 Th.; Deputy Director-General, 1-.11 India.' Coordinated :Projects 

should be assisted by 4 i~sistant Directors-General, dealing 

~d th (a.). Cl"Ops, (b) Joils' AGronomy and i'>[;ricultural E."lgi-

neerinJ, (c) 111d.a.al 3ciences, and (d) Fisheries. He should 

have his mm adminiatrL.tive help and budcetary control · 

personnel. 

5.16.3 The problems of .:roject i-ilna.c;ement are very different from 

problems of buildin3 and developing research institutions. 

The project leader-~as to 3et collaboration and .teaw work 

from members who are in different institutions and not under 

his administrative control. Conflicts of authority inevitably 

occur in I'roject l~no.cement. The Deputy Director-General, 

l?rojects as a senior member from headquarters can help in 

the 1ne~otia.tions 1 required for successful team work, which 

metms daalinr, with inter-face probler.IS of different insti

tutions. 

5.16.4 The emphasis in :•rojoct l'1ana_;ement is on inte.:;ration and 

on the requirements of tcar.1 Hork. The prci~act leader if he 

is to do justice to the'project muct be full time while in 

cha.r.c;e of the project. Th-:! project J.c.:lJer should 

•sub-contract • various ~rts o:l: the pl:·ujt:!ct to v.:.rious 
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institutes/universities. L nma3in3 the project he 

will require some liaison help and some administrative 

assistance. Bud3etary Control concernin3 the project 

must be with hi•ft if he is to exercise any control. 

There is considerable experience available in Project 

Hana;:;ement in the Indian Space Research Organisation ( l3RO). 

Tasks requirinc; complex technology, interdisciplinary 

approach, hi:}h requirements of inte::;ration and time cons-

traints Have developed the experience and concepts of 

Pro j ec t l·L>na ~:;em en t • The basic concepts of ?reject 

l11nagement are likely to be relevant to "ICAR and worth 

considering in organising the management of All L,dia 

Coordinated Projects. ·' 

The leAR has a Society, ·:;overning Body, several Standins 

Committees, .. and an Advisory Board. The Secretary, !CAR 

t-Till be Gecreta·ry to all these Comraittee!3. 

~urther, .. ICA,~ ~\Till have its own establishment which needs 

supervi3ion and control. It is su.3gested that the 

Secretary in charz;e of the various rc.:·~R Cominittees men-

tioned above t1.loo supervises th~ estublishrtlent of ICL•R. 

5.19 As has bee~ ~e~tioned earlier finance and budget should be 

separ-c.~.ted i:rom the ~o~ork of the Secretary and put under a 

Finc..ncial Controller. Alao recruitment shouid be trans .. 

ferrcd to the I'crsormei Division m.mtioned. earlier. 
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5.20 If farm technology and farm marketinJ needs to be emphasised 

and intecrated_with research, education and extension, it may 

be worthwhile to appoint a person who will uonitor the environ 

ment in th~e aspects, and Yrill advice the Director..;;eneral 

.on r..atters of farm technoloGY and fariJ mrketin;;. 

5.21. Board 
, . ' I 

5.21.1 leAR has e. GOVt:!min.:; Dody consistinc~ of 22 members. It is 

an 'External Body, I Hhere all t ha meobers except the Director .. 

General and Secretary arc from outside. 

5.21.2 3uch an E:>temal Body or :3oard which consists of part-time 

persons has been generally found to be not very helpful to 

the or3anisation concerned. . . 
The Administrative Reforms 

Corar,!ission has also stated that part-time Directors are unable 

to devote th~ time and attention required of a Director. 

Taking into ~ccount varioUs prps and cons, the Administrative 

1 Reforns Commission have reconmended a mixed Board. 

5.21.3 The size of the Governin..; 3ociy should be Slllllll enough for 

ne8bers to interact in a cohesive fashion and large enounh 

to _br.inJ in necessary skills and competences_requircd. The 

Atomic Ener3y Coor.,ission is a 5 member Board. il. size rang-

ing from 5 to 12 pernits o£ coh~ive interaction. 

l Report of the Study Team on Public Sector Uhdertakings, Government 
of India, (June.l967), p.30-31. 
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It is su;:mested that the size of the Govemin;] Body and its 

membership be reviewed so that a smaller and more cohesive 

Body could be formccl. The concept of 'Mixed Board i is 

also relevant in this connection. 

If the broad frauework su.::mested for !CAR or:;anisation is 

accepted then ~urther work would be required in clarifying 

the second ordor uanagement system, that is, management 

system required for each of the Deputy Directi)l"li..Gancral and 

for other functions at ICAR. 

Further work will also be required to work on the infor-

.mation and contro~ systems required for broad manogeuent . 
and control of tt' various institutes/units. 

At this sta:;e of ICAll 1$·· development; non-operational problems 

. have become the lirnitin.:; factors. . Like either large scale 

endeavou,rs, ICfl.R has a number 'of unusually complex managerial 

requirements. 

5.25 The recor1r.1anded Oqanisational :Jtructura of ICI•R is sho\m 

:i.n Exhibit 4. 
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6. ATTEHi?l'S i•T ORGiJHS~\TION~•L CHMIGES .tl.T ICL•R 

6.1 vlhen ICi·R.wo.s first established in 1929, it did not and 

could not play o.ny sicnifico.nt role. The research insti-

tutes were under th~ control of 11inistry of Food and Agri-

culture; comoodity r~senrch, development, marketing, etc., 

under Commcdity ComtJittees, arid 'there \.;rere research stations 

established by the States which were under the direction 

and control of State Departoents of A.:;riculture. Under the 

circumstances lCi.R 's role was limited to giving ad hoc 

grants for individual research projects to various research 

and ·educational institutions dealinc with agricultural and 

veterinary research. 

6.2 Since overall plnnnins and coordinatibn were important if 

siGnificant advances .in research were to be made,tho Govern• 

ment of India appointed from time to time expert te:lms to 

recommend the scope of tho lCi.R o.nd the organisation struc-

ture required to meet its objec·tives. The following were 

some of the.teams appointed to make recommendations: 

(i) Joint Indo-ilffierico.n Tlilam on .tl.gricultural Research 
& Education, 1954. 

(ii) Second Joint Indo-•l.merican T<:::lm on flGricultural 
Education, Research & Extension, 1959. 

(iii) The i~t;ricultural /;dministration Committee 
(Nala0urh Comoittee) 

(iv) Corn.nittee for i>[;ricultural l.hiversities Legislation 
(CuLuainGG Committee) 1962. 

(v) The Ap.ricultural Rest:Ulrch Review Team 
(Lerker comn1ittee) 1963. 



38 

The Administrative Reforms Commission had also a Study 

Team ( 1967) to study l;.~ricultural ::.ctministration which was 

followed by a I.'arliamentary Jemine.r in 1968. Recommenda-

tions concerning ICi:..R were made both by the Study Team and 

the Seminar'. 

6.3 Then in 1970ttha Government of India appointed a National 

Cornr.dssion on l•criculture to look into the "achievements 

and deficismcies ~nd potential of. the development of agri

c~ltural res~rch and steps needed for promotion of agricul-

tural research and its applicc.tion to field conditions ...... 

Evidently, the Government ·felt that agriculture required 

a further depth study for further improvements. 

6.4 Thus, between 1954 ~d 1970,at .least 8 different groups and 

teams had studied the working of ICAI{. 

6.5 The recommendations of the Joint Indo-American Teams were 

either partially or not implemented. i>s th!il Secretary of 

the J.Ci.R. stated 11The recor.unendations of many· of these talUIIS 

overlap one another, the·~Ain reason for it heine the 

slmmcss in implementation~o~• 1 . ThG i 1arker Committee recom-

mended some radica.l cha.n·ges in the scope and structure of 

IC1.R. These ~·1ere reviewed by a high powered committee and 

modificationo were made in the structure a.nd staffi~ pattern. 

~ .K. -,·.A. l·lanon, 11 BL•.Hdin~~. A(;riculturc.l Research Or3anisations " Tho 
L.<dian Experience·, l' :Zaper presented at the Seminar on National 
Agricultural ;~esearch :~yst'..:f.!S, (~rch 8·13 • 197ll. leAR New De.lhi, 
p.4 . . . 
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1-..l.thour.;h acti.on 1.'/'0.S taken with promptness the implementa .. 

tion had many aspects VThich '1-Tere unfinished. il.s the 

Secretary of. the ICI.r, stated 1the process (of reorganisa-

1 tion) is s ti 11 in prosress. 1 

6.6. The point that requires to be emphasised is that although 

the Governr.1ent of India has expressed concern about. the 

scope and :affectiveness of ICil.R e..t least since 1929, 

and has ~ppointed several distin~uished teams and commi-

ttees for mking recommendations, the implementation of 

these reports. have, had serious gaps and p;~;oblems. 

6.7 Recommendations dealing. with transfer of institutions to 

. 6 .a 

IC..'.R, of raising .salary scales, of changing recruitment 

from Ul?Sci and 3tate :t~ruitment Boards to ICii.R or i·;:;~cul .. 

tural Universities were implemented. . - But the philosophy 

behind the recomr.1endations of providing for &reater autonomy 

and greater flexibility on the whole does not seem to have 

resulted for various cocple;:.;; reasons. Hor were there many 

material changes in the working culture of the research 

institutes and universities which was hoped from the trans~ 

fer of the institutes from the Hinistry to an autonomous 

body. 

A major reorganisation of the type s.ueeested by the ::.:arker 

Committee meant significant chances ~n the roles of people 

at headquarters, and in their relationships with constituent 

~ . . 
Ibid, p.S • 



units~': It mc.;ant designinG appropriate tnfoi111Cltion and 

control systems, of introducin~ creative personnel practices 

to deal uith scientific manpower plannin::;, traini~, deve" 

lopment, evaluetion ~nd appraisal, promotion, etc. The 

detailed \~orking of the r.>:lny anticipated and unanticipated 

.·. problems of reorganisation was not ~iven sufficient atten• 

tion, u·t least so it seec.~ed to us. 

6.9 ~lith about 30 research institutes/laboratories and centres, 

17 L.;;ricuitural Universities, a.ml about 70 All India Coordi-
... 

·nE~tcd :.:rojchcts,· ICi:.R can only function if it adopts a ~':"; 

trtllised. systera ·of ltlorking. . The need for decentralisation 

is a&e;>ted by senior neuibers of I.Ci~R. However, the details 

of decentralisation must be worked out. L~d or~nisntional 

chnnst>.e oust be ac'compnnied by educational strategies to 

chan3e tha workinc rcles of concerned persons. 

For instance, in decentralisation, ICl..R. headquarters wi 11 

exercise only broad influence'and control over the consti• 

tuent units. This is done princi~lly at 'th~ poi~t \-/here 

-···· 
plans and budr;ets are rev:ie,ved. ;3ince plans and budcets 

formulated are the basis for future revi.ew of pert"ormance 

. . 
it is important the..t the plannin0 ~nd the bud[)etinr; system· 

is c:ootl. •'-nll. good planning and sood ·budge tin,~ system 

requires tra:tned peopl.:! and 'it is not inexpensive. 

6.11 There ic u bi;:; nap between designin._:· u new organisation 

structure on pcp<.:!r and Lrincinc it into· working reality. 
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'J:hl;l Gifficulty of implementinG reorganisation and struc-

tural ch~ges is that it also involves chanses in roles, 

relationships, patterns of cor:!Jnunication,, -authority and 
• : • . -J -. 

pcmar, behavi_our and att:i,tudcs •. Consequently, considerable 

thou·_;ht o.nu attention neeci to be paid to t~e series of 

steps that woulJ lead to the acceptance and implementa-

tion of the neH organisetion design. 

In the type of reorganisation that we have suggested,there 

is a. significant chance in the roles to the pcrf~rmed_ by 

senior headquarters staff.· The most important chan3e is 

that senigr staff t-lill have to ~ithdraw1 from the daY. to 

day probleus of operating units and limit and concentrate ,. . ,. . 

their activities on overall plan~in.;, review, control and 

coordino. tion. 

;.:.ny reoreanisation involves a redistribution of power and 

.influence; anc~· some of these chanr;es are likely to be pain-

ful to. those whose roles. will be sicnificantly affected 

~y the reoreanisatiqn~ 

If action for ¥tplecentation ia beinc contemplated, it lrlll 

be i.aportant th..1.t senior members of lC<i.R are involved in the 

problem solvin_; activities arising out of reoreanisation. 

It will be icportant to provide opportunities to clarify 

a~bi~uities and doubts, to deal with problems visualised, 
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and an:r.icties expressed. And above all it will be impor .. 

tant to train and develop people at various levels in a 

pLanned way ~ new skills and attitudes required. For 

unless ~•e do all this • the reorsanisation will not succeed. 



PART Ill 

lNFORW•TlON AND CX>NTROL SYSTEM 
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7 •'· SOME M::."ECTS OF INFORJ.\f/•TluN J..HD CONT1WL SYSTEM 

7.1 Background 

Accordfng.to information available, the·current year's 

(1971.;72) hudget for IC.ilR is apprmdmately of the order 

of nearly Rs. 24 crores, as set out below: 

~ NON•:'U•.N TOTAL 

l~Bricultural research 3.65 0.03· 3.63 
Asricultural institutes 2.63 5.13 7.76 
flnimal Husbandry research i.6o Nil 1.60 
4n£ca1 Husbandry institutes 1.09 1.67 2.76 
EUucation and Training 6.47 Nil 6.47 
Headquarters ~perations Nil 0.62. o.62. 
Cess Nil 0.90 0.90 

Total 15.44 8.35 2.3.79 

7.2 Objectives and Their lccomplishmertt 

7.2.1 The major objectives of the Council are: 

a. research in aericultural and aniaal "sciences 

b. education and training 

c. extension programmes. 

7.2.2 1'he policies of the COuncil are directed by t;he Director• 

General of IC<1R assisted by four Deputy Directors--General 

and several ••ssistant i.JirectorsNGeneral on the technical 

side and the 3ecr<:itcry, t'o~o adLiitional Gecretaries and 

several Deputy Secretaries on the administrative side. The 

objectiv~Js of the Council reBardinc asricultural and animal 

science resc£Lrch, ~ucation and elttension ure accocpliohoo 
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by providing funds to the various oreanisations which are 

concerned \•lith these activities, for. olltlmple: 

Research 

a. The institutes. under the administrative control of 
the ICL~R including the three national institutes on 
e.gricultural research, dairy research and veterinary 
research, 

b. i>gricultural universities, state Governments, All India 
Coord ina t \:!d :O.'ro j uc ts , and 

c. Others - on ad hoc basis. 

Education 

a. The three national institutes on a3ricultural research, 
dairy research and veterinary research, 

b. Agricultural .u~iversities, 

c. Agricultural colleges, 

d. Scholarships and f\:!llowships. 

Extension ~ro~rarnmes 

a. State Governments, 

b. IC.t.R institutes. 

the size of the rescurch and development activity sought 

to be coordinated and ·controlled by ICAH. and their complexity, 

as well as the scattered Geoeraphical loc~tion of the orga-

nisations throu3h which such activities are channelled, 

make it evident that the operations of the ICAR should be 

cecentralised for planning, decision-making and control. 

The a~propriate organisatior~l structure for effective 

decentralisation is the subject matter of a separate study_ 
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TI1e present study.attempts to set out a framework of manage-

ment information and control consistent with the philosophy 

of decentralisation. 

? .3 iilnac;ement :lanning and Control 

If the. procdsses of mB:n~geruent planning and control are to 

be defined in their appropriate positive connotation, they 

would esseDt:ally_relate to: 

a. Th~ process by which resources are acquired consistent 
wit~ the objectives decided u?on by an·organisation, and 

b. The process by which r~sources of ari organisation are 
used effectively ani efficiently for attaining the pre
determined objectives of an organisation. 

Effectivenesa in this context would essentially have quality 

·connotations ·;. in other· words, the output must be of the 

desired quality. Efficiency woula essentially connote a 

satisfactory level· of economic cost performance in terms of 

resource usa3e, i.e., the tasks arc completed with the 

minimal resource usa13e by TJtay ·of scientific and administra-

tive rnanhours, equipment and funds. 

·.' 
7.4 In order to provir:e the required base for management planning 

and control it is essential that rcqn'lBtS for ·resources 

to be allocated to the various organisations ( ICAR institutes/ 

i>Oricultura.l L'niversities/::Jtate Governments/others, etc.) 

are supported by tO.rJets of achievements during a specified 

period, mutually acceptable to· tho provider and user of the 

funds, i.e., IC&~ and tha research organisations concerned. 

~'rescntly, the allocation of resources for agricultural 
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research, education and extension work is ' 

provisions ~de in this regard in the Five ) 

• by the 

.c!lans. The 

resources to be committed for such purposes ~re essentially 

determined by th~ ~lanning Commission by holding a series 

of discussions with the Ministries of ABriculture SQd Finance 

along with the ICAR officials (wherever it is apptopriat~, the 

Cou..-1cil alsoconsults the appropriate institutES 'Under:tts 

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

amount of·resources is decided upon, the allocation of funds 

to agd.cultural research and education as well as animal 

science research and education are deteDnined by the Director• 

General in ·consultation \-lith the Deputy Directors-General 

and the Secretary. The percentages of the !CAR funds allo

cated to these activities in the past have been by and 

large steady, thereby providin3 a basis for resource alloca

tion-on the basis of historical experience as well as planned 

activities. 

The institutes undar the COuncil ~re asked to furnish the 

data relating to their.requirements of funds by way of 

draft annual budgets. In the light of funds allocation 

to vurious activities decided upon earlier, these budgets 

ar~ scrutin~Zed and approved after appropriate modifica• 

tion to the extent required because of financial constraints. 

Agricultural Lniver.:;ities are provided with gra..!ts•in..aid 

essentially for specific activities· like building laboratories 
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or hostels for purchase of equipments, etc. Grants are. 

also provided.to State Governments for extension work and 

·education. The Coordinators of All India Coordinated 

Research :;;rojeets submit their budgets through the insti

tutes .which provide the administrative base and.the funds 

allocated to them are disbursed through such administrative . 

. institutes · in most· cases. 

The· res~urce allocation process(ln keeping with governmental 

c.ccmm·ti.tic-- oystCf:l )fa ~ssentially related to the objective 

of expenditure control. The budgets do not spell out the 

specific time targets for accomplishment -·of research aeti• 

vities (\'lhich constitute the major activity of the Council -

almost 'Rs. 16 crores out of Rs. 24 crores) and the planned 

progress during the budget period for projects likely to 

· continue for more than one year. It is, therefore, not · 

· surpris:i.n.3 that the reports received from the organisations 

under the ICM focus primarily on expenditure control 

rather·than'achievement reporting of the research projects. 

In the case of the institutes controlled by the !CAR, 

expenditure statements comparins actual expense against 

budget are received monthly, thereby highlighting the 

funds ~equired durin3 the remaining months of the budget 

period. On this basis, ·the required funds are released 

every month. ln relation to funds for education sp~t 

throueh A.Jricultui:'a;. Universities and State Governments, 

an annual utiliz~tion certificate in relation to the funds 



by the auditors of the user or3anisation is received. 

Similarly, Coordinators of All India Coordinated Projects 

furnish: annual statements. 

7.5 It td.ll be seen that all these financial statements essen

tially relate expenditure to funds sanctioned, essentially 

'1-lith a viel-7 to forecast the requirements of 'funds during 

7.5.1 

the remainin3 months of the budcet period. The attempt to 

monitor the pro~ress in respect of All India Coordi~ted 

Projects is essentially by \'lD.Y of annual lolorkshops which 

are orcanised by the cohcerned Assistant Directors-General 

.:-.nd Depu-ty Directors-->eneral, Hho present a procress report 

to the Counc i 1. The annual workshop is essentially a tech-

nical revi.aw which does not-attempt to quantify the extent 

of the accomplishaent tvith the tnr.:;ete:l accomplishment for 

the simple reason that specific achievement targets broken 

up in terms of discrete ti!:~e spans durinJ the life of the 

research project are not formulated .at the time of preparation 

of the budee t. The a.&nual ,.,orksh.ops also attempt to present 

a plan for the future tvhich f.ocuses on the future thrust of 

research act· . .-· ty, which a3ain is not backed up by estimates 

of probabilities of accO!Jplishments in terms of specific time 

spans and ~vised esti~tes of coct to complete the project. 

The N.:ltional Institutes furnish their annual reports to the 

Director-General which are thereafter presented to the Council. 

The ncn-National Institutes present their technical reports 
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to the i.ss:i.stant Director-General anci Deputy Director .. 

General concerned and normally include plans for the next 

year. The annual reports of the institutes are essen .... 

tially descriptive • proVidinc quantitative data relating 

to ~ork done as well as ~unds spent but without any attempt 

to correlate the accomplishm~1t of pre-determined targets. 

It was obviously felt that the workshops and the annual 

reports do not provide a complete basis for measurement 

of achieveQent and ac~ordingly, it was decided to have 

the activities of the various otganisations under the 

control of ICAR reviewed by achievement audit committees 

every five years. The work of t~e achievement audit 

colllllittees is visualised in terms of review rather than 

measureoent of operational performance in quantified term. 

The examination of several achiw<~nent audit committee 

reports confirms this view. 

It can, therefore, ha concluded that the present manaBement 

control system in practiae in the ICl~ is essent~ally finanw 

cial expenditure control oriented and provida~ little or 

no data for qua.ntified ta.rB~ts to be achieved. Since 

periodic measurements of performnnce in relation to pre-. 

uetermined turr;<.:!ts is not.possible in such circumstan~es, 

dectolona relating to remedial action to. be taken in res• 

pect of areas of s~1ortfall are essentially impressionistic :l.n 

no.turJ. It 1b roaoUi's..•blf··C:ioo:t that ~he prtl3mt systotl'of 
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plannin~, measurement of performance' and, reporting does not 

provide the required desree of management control (as c.: 'net 

from expenditure control)~ 

7.6 l'roblen:r:- 'in M!lnar:~ement Control of R & D Based OrGanisation 

Before proceedinG any further, three problem areas in deve• 

loping an appropriate management control system of an 

R & D based orcanisation should be identified~ They are: 

(a) 

(b) 

(c) 

The demand for resedrch funds is much hi3her than the 
reSoUrces available for research projects. However, 
r~sources allocatin is .not backed up by determina.t1on 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 findin3s to production have a 
wide spectrum, and 

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

7.7 A Sur,cested ~ramework 

After taking into account the problem areas of management 

control identified earlier for an R & D based organisation, 

a broad approach in relation to the leAR operations ·could be 
.-· .. · 

-as fo llo~vs : 

(a) The organisational structure should provide for a 
forn: liced planning agency which decides upon not only 
the amount of funds allocated to the research institutes, 
but·o.lao incorporates tl.e estimated targets of achieve
ments during different stages cif .the research project. 
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(b) The formats for budgeting by the institutes as. ~11 
as of All India Coordinated ~roject~ should provide 
details of accomp1ishraent of targets and expenses to 
be incurred research projectwise (rather t,han a con• 
solidated budc;et developed accordinc to the traditional 
covernm~nt nccounting heads - salaries of officers, 
salaries of establishment, dearness allowance, tra~ 
velling expenses, leave salary, other. charaes, etc.) 
The draft budget should be prepared by the Director 
of the institute concerned or the ~eject Coordinator 
and should include the estimates relating to accom
plishments durin; different ·sta;-;es of the ptoj ect, 
includ~n0 the budget year. 

(c)· The Central Planning Committee should decide upon 
such budgets and the targets of accomplishment in the 
light of: 

(i) · the·funds available to it, 

(ii) in the case of new projects, the importance 
and criti~c!ity of the project, based on 
appraisal by c~mpetent sceientists, 

(iii) in the case of existing projects, the p~ 
bi!ity of successful completion as well as 
the estimated incremental costs of completion, 
and 

(iv) the req.uirements of funds for on-goizu. adminis-
. trative ex,enses (by way of salary of adminis
trative and ~intenanc.e staff), depreciation 
of buildings, equipments, etc., house keepinG 
expenses, etc.. · 

(d) The monthly elcpenditure statements received from the 
institutes and the annual statements received from 
other orr:;anisations should not raerely compare the 
actual expenditure with the buqget and show the variances, 
but also indicate the accomplishment of the project 
or in appropriate cases, the staRe of completion of 
the project (e.g., construction of hostels, libraries, 
·etc.) 

(e) The or3a.nisa.tion of the annual workshops must be 
structured in such a t;Ta.y tha.t a part of the workshop 
activity relates to assessment, in quantitative terms 
to the el~tent possible, of the succi:!SS achieved in 
respect of various resoarch projects acainst the 
ta.rseted achievement, as well as the probability of 
successful completion (a.;~ain spelled out in quanti .. 
tative terms to the extent possible) backed up by 
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estimated time and cost of completion. Such a for-
. mat for reportine ,.,ould also be appropriate in res .. 
p:!ct of the annual reports of the Institute. Obviously, 
for_. this prupose the scientific panels constituted 
by tne Council 'I'Tould have to be involved in the 
measurement of achievement as l-lell as. the detepnina .. 
tiori of t11e probability of. _successful completion and 
cost and time estimates for completion. (It is to 
be' e_~phasised that such a man~ement reporting pro
cedure would be appropriate only in respect of 
applied research). 

(f) 1n respect of pure baslC research, it would be quite 
adequate if the reporting is limited to actual expen
diture anainst budceted <:nq:Jenditure. 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 limitine such an exercise to one 
of accountin3 of historical expenditure and realloca .. 
tion of scientists. oanhours available for doing s_uch 
pure research projects to research projects of highest 
potential. . · 

(g) The role of the achievement audit committee would need 
subs.tantial modification so that they are also concer

·ried ~-Tith the evaluation of the achievement of or;;anisa• 
~ audited by. them essentially in terms of long tenn 
targets - say the achievement targets accepted for 
five year plans. The work of the achievement audit 
committee should be specifically structured to include 

· such mcasurenents of _long term performance as well as 
making recomr;:endations relating to continued provision 
of funds for such lonn term projects. 

7.8 Syst<!Ds lldministration 

7.8.1 In order to adninister the proposed management control system, 

it is essential that the primary L~agement control reports 

shoultl be made available to the i.ssistant Director-General 

concerned with the activity of the orcanisation concerned. 

The perioc!ic financial as ~rell as the accomplishment reports 

should be thoro~hly reviewed for identifying the areas of 
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shortfalls from planned tar::;ets and for suggesting 
• 

appropriate remedial action to the organisation concerned. 

The reports received from the ornanisations should be 

consolidated by the bssistant Directors-General concerned 

for transmission to the Deputy Director-General who is 

concerned ~nth that group of activities. The Deputy 

Directors-General should then consolidate their comments 

and suggestions alon3 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 .the Deputy 

Directors-General and Assistant Directors-General for 

purposes of providinG the necessary control as well as 

making available such·assistance and guidance in respect 

of areas of shortfalls of performance. 



PART IV 

SUMU.RY AND REC011l1ENDATIONS 
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B. Summary and Recoffi@endations 

a.l The study was undertaken at the request of the National 

Commission on Agriculture. This report studies the role of.lhe 

Indian Council of Agricultural Research in agricultural 

research, education; and extension and suggests an organisa• 

tional structure ~mich permits more effective long range 

planning, coordination, control and services. 

8.2 We believe there is a need to explicltly clarify the primary 

objectives of ICAR at the overall level, and the pdmary 

objectives of each constitu.ant. unit/Agricultural t.hiversity 

for three reasons. First, it will enable a better under.-

standing of .what ICAR is trying to achieve and become at an 

overall level on the one hand• and ,.mat each unit/univer,ity 

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

other hand, so that appropriate policies and decisions can be 

taken by each unit within the framework of their primary 

objectives. Seco~d, it will provide a meaningful framework 

within which to·analyse and assess the overall performance 

of leAR on the one hand and of the different units/univer

sities concerned on the other. Third~ it will help define 

boundaries of different institutions so that problems related 

to territorial encroachments are minimised and consequently 

conflicts are minimised. 



55 

8e3 In the 1966 reor.Jan:l.sation based on thE;! Parker Comnii.ttee 

report• leAR inherited several institutions with different 

backgrounds, h~stodes and adl:~inistrative practices which 

m!lde ·it difficuH to initiate net-T practices more suitable 

to a scientific culture. 

8.4 It is useful to make a distinction between the basic struc• 

ture and the operatin3 mechanisms which implement and rein-

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. 

8.5 If. the administrative and other operating mechanisms in 

ICAR do not change1 then chauges in organisation structure 

will not lead to improvements. The objectives of reorgani• 

sation were lareely not achieved because there were no 

tr~ining prograi!Uileaon a widespret~d basis w)lich would have 

helped in -preparin;:: people for the new roles, .. required by the 

reoraanisation. .·, 

8.6 The five maj<Jr areas, .interdependent and· inter .. related,around 
. ·. . 
which the problems of !CAR centred were: 

(i) LOng RrulGe· l?lann:i.ng'· '' 

(ii) All India' coordinutecl ?rojec' s 

(iii) Personnel 

(iv) Accountability 

(v) Centralisation 
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., .. 
8~ 7 These inter-related ~,roblems · t-Tere causing feelings of unhealthy 

':.': 

. B.B 
tj .c.r.:u!J • 

rivalry and c·orripetitiveness, perceptions of ad hoc and subjective 

u,se of authority; lac!.< of cO!!llilitment 1 and a tendency to blame 

each ot:1et. · 

L1 ICAr~ no adequate ·ot·;:&nisational :nechan:tsm exists for long 

range ,?la.nnin::; for i..:!entifying ::;aps and needs, monitorin0 new 

developmentS and :_;roviding a broad frame~·Iork to7ithiJ;~. Which the 

institutes and u::livcrsities can plan their olm research activities. 

13.9 7he ~Jay All Jndia Coo;:-d:!.ne.ted ::~ojacts are orsanioed 1 funded 

8.10 

!· 

:.....1 

~ :.; '•.'!. I ' 

·' ·-'- .. ( 

8.12 

and mann:ad, has spread a net Hork of unhealthy rivalry and compe• 

; . t,~tiy~nE!ss amo.n.,5 colleasues, rese::ttillents a;:;ainst headquarters and 

a wi,despread feeline o:E unfair practices of recruitment and 

~remotions. 

The problems of recruitment and promotions in Iehl:'. are dealt y.•ith 

!llechanica!ly. There are many :nissin3 lin~s in the personnel 

~olicy, t·rhich are required for the effective ::;ro1..rth and develop• 

ment o:: scientists. 

·rit:• r.1a:1y All ].·,dia ")>orclinated ?rojects, which are supposed 

to be tem?orc..ry in nature, the function o£ appropriately realloca• 

tinG parsons from projects to other activities assumes major 

!_::lroportions • 

The way functions are allocated in !;AR the responsibility is 
. ' 

in ona ;::roup and authority in another ::;roup and accountability 

is Confused. If 1:e5p0l1Sibility, authority and aCCOUntability 
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have to go together it is important that the activities 

should be so divided and put to;:;etheto that each Deputy 

Director-General can have control over the resources which 

he requires for effective performance nbd car. conse.quently 

be held accountable for results. 

8.13 O~~canisationally~ the only place where coordination ean take 

·place in !CAR is at the Director-General 1s l.e'lel. With .about 

30 Research Institutes, Laboratories• Centres, about 70 

I'rojects, and 17 Universities, :reAR must have a dee«rtrfJ.lised 

set-up. 

8.14 Dec.entraU.sation would mean ICAR headquarters providing broad 

policy and dealing with long range planning, .broad financial 

controls, review of activities, renewal of scientists, and 

other service functions common to the many constituent units 

and universities. 

8.15 There. should. be a ;.ong Range E'lanning Division to help iden .. 

tify future priorities and ciaps. This division should 

evaluate the 'mix 1 required of fundamental and applied research, 

and su3gest broad research themes (not projects) which require 

a 5 to 10 years ti~e span. The division will not allocate 

research procrammes to different institutions/universities 

and will not deal with evaluatinG research proposals submitted 

to !CAR regarding sanctions and funds relating to ::;hort term 

projects of one to three years duration. 
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1£ IC~ is to provide broad financial c::Jntrols in a decentralised 

set-up it will require cape.ble financial and budr;et analysts at 
' ' . 

both headquarters and at the unit levels - a problem most often 

ignored. 

'i'he relt.tions at the Centre-3tate level are of special importance 

and oi special sensitivity. This task should be a differentiated 

function a~d tha ~rimary responsibility o~ a given Deputy 

~irector-General. 

~t is recoouneflded that there should ba a Deputy Director-General 

with the primary task o:~ dealing Hi th international cooperation 

and collaboration betHeen agricultural scientists of India and 

. ~broad on a regu'!ar bas·is. This. is e, service function to all 

the different research in~titutions and Wliversities related 

to !CAlland raust,therefore, be inde~endent of any of, the Deputy 

Directors-G~1eral managinc sub-systems. 

8.19 Affairs of IChlt are of .public concern and in the public eye. 

8.20 

There are frequent ?arliam~ntary questions raised concernin3 

the ~10rkinc o::: ICalt and its units. It is recomended that a 

person is special:.y deline!;).ted to d~al ~lith ?arliaraenta.ry 

Affairs and !ublic Relations. 

Tha:re is need of e..ttract:f.ng riood scientific talent, of 

creat::.n . .:; ,:;o·.xl anci fair conditions of t'lor!<. and rewards, of 

evolvin:; better personnel practices for deal:J.na l'lith career 

plans of scientists. It is su33e3ted that Personnel/ 
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o·rganisatione.l Development• function -be separated from 

routine administretion and speeialists in personnel and 

or3anisational develo~ment be in charge of these functions. 

A Documentation ~ivision has been suggested. The person 

in charge of this Division must understand modern methods 

of storing and retrieval of information. 

8.22 J.nly 3 National Research Institutes should be in direct 

touch with the Director-General. The other research insti .. 

tutes/laboratories/centres are divided into thr~e_groups, 

namelyt (i) Crop Sciences, (ii) Soi1 1 Agricultural En_;ineering 

and Irrigation, ·and (iii) Aninel Science and Animal Husbandry. 

A Deputy Director-General should be in char2e of each ~POup. 

He should have his own administrative help and budgetary 

control personnel. 

8.23 The role of leAR vis-a-vis universities should be similar to 

the concept of aided institutions followed in Department of 

i•tomic Energy and Department of Space. There should be a 

Deputy Director-General in charge.of this function • 

3.24 
. :·, .. 

It is recommended that the primary responsibility of the 

Deputy Directors-General is helpinli the 3rowth and improving 

the effectiven~ss of the institutions under them1 and not 

bein3 involved in operatin,::; responsibility. 
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8•25 The Deputy Directors~;eneral must be scientist-generalists and 

not specialists, t~~t is; the Deputy Directors-General must 

perceive themselves as scientist administrators rather than as 

technical specialists. 

·8.26 

8.27 

8.28 

Tha manageme11t of All lndia Coordinated ?rejects be separated 

from the resr>onsibility of the 3 Deputy Directors--General. There 

should ba a Jeputy Director-General in char3e of the Project 

Ha.nasement Division ~rho is not eltpected to !?rovide specialised 

technical kno~ledge, but is expected to provide necessary help 

and resources required for the projects and to monitor their pro

eress. He should have his o~m administrative help and budgetary 

control personnel. 

The em?hasis in ?reject iana;:;ement is on integration and on the 

requirements o£ team t·Tork. The project lf'-n.der should be made 

fully responsible for ·the :!l&lege:nent of th~ project, for planning, 

holding and arrangin3 review meetings,and for other aspects 

related to the projects 1 successful missions. 

tie1e ~1hi le in charge of the pro jec ~· 

He should be full 

The Secretary, ICAR will be Secretary_ to Society, Governin3 Body, 

3tar;clin_; Committees and ~\dvisory· Board. li'inance and Budget 

has been separated.from· the work o£ the Secreta~; and put under 

a :?inancial i)Jntroller. ·.Also recruitment has been transferred 

to .the :P~rs~nnel Division. 
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The size of Governin0 Body should be small enough for members 

to interact in a cohesive fashion and large enough to bring in 

nececsary skills and com?etences required. It is suggested that 

the size of the Governin::; Body ::'.n<i its membership be revie~ied 

so that a. smaller and a more cohesive Body could be for:ued. The 

concept of a mi~~ed Boerd is also relevant in this connec tiono 

Present management conttol system in practice in the ICAR is 

essentially financial a~~~)eJ.1diture control oriented and provides 

little or no data for quantified targets to be achieved. Since 

periodic measurements of perfontance in relation to pre-determined 

targets is not ?OSsible-in such circumstances, decisions relating 

to remedial action to be ta:teu in x:espect of areas of short fall 

are essentially impressionistic in nature. It is reasonably clear 

that the present system of planning, measure:uent of performance 

and reporting does not provide the required degree of management 

control (as distinct frorn e~cpenditure control). 

}-Jhile allocatin3 funds to the research institutes, estimated 

tar.:;ets o£ achievements durin.:; different stac;es of the research 

project should be incorporated. The monthly ex:_Jenditure 

state:uents received from the institutes and armual state~ents 

received fro:u other organisations should not merely compare 

the actual ex~enditure with the oudget and show the variances, 

but also indicate the pr.esent d_egree of acco:uplishrnent of the 

project (indicatin.:; the probability of succ.essful com~)letion) 

and the revised estimates of time ~~d costs to complete the project. 
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8.32 The role of the Achievement Audit Co!lllllittee would need subs

tantial modification so that they are also concerned with the 

ev~luation of the achievement of organisation aud~ted by them 

essentially in terms of long term targets. 

8.33 Thefe is a big gap between designing a new organisation struc• 

1-.· 

8.34 

l 

tur~ on paper and bringing it into workinJ reality. The diffi• 

' culty of implementing reorganisation and structural changes 

is that it also involves changes 1n roles, relationships, 

patterns of communication, authority and power, behaviour and 

attitudes. Consequentiy, considerable thoueht: and,attent:ton 

, need: to be paid to' the series of steps that would lead the 

acceptance and implementation of the new organisation design. 

In the type of reor3anisation that· we have sucgested there 

is a:significant chance in the roles to be performed by senior 

headquarters staff. The most important change is that senior 

staff will have to withdraw from the day to.day problems of 

operating units and limit and concentrate their activities 

on overall plannins, review, control and coordination. 

8.35 Jf action for ir.tplementation is beinu contemplated, it w:I.U 

be important that sanior members of IC•\R are involved in the 

problem solving activities arisinG out of reorganication. 
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Appendix 
··.· 

List of Research J;nstitutes •. Iaboratories and Centres; • and All 
India Coordinated ?rejects under. ~R and List of Agricultural · 

Ihiversi ties 

1. · RE;SEARCH IN3TITUI'~ AND. U.BOR,ATORUS 

A. 

1. 
2. 
3. 

4. 
•. 

5. 

.7. 

a. 
9. 

10. 
11. 
12. 
13. 

14. 

15. 

. 16. 

B. 

Ar;ricul ture 

Indian i~gricultural Research Institute, Uew Delhi-12 
Central Arid Zone Research ln$titute, Jodhpur (Rajasthan) 
Cotton Tecnnolocical Research Iabor_atory, h:lem-1ala Road, 
;·ratun_;a, Sombay-19 
Indian .Grass land & Fodder Research Jnsti tute1 Jhansi 
( Ut.tar Pradesh) 
Institute of Horticultural Research~·· 255;· Upper ?aia.ce 
Orchards, Ban3alore-6 (11ysore) 
Jute Agricultur~l Research Institute, Nil3anj, 
?.o. Barrackpore Hlest Bengal) .. _ 
Jute Technolo-3ical Research laboratories, 12 Recent Park, 
calcutta-40 ("Hest Ben3al) 
Indian lac Research Institute, :.::.o,. ilamkum, Ranchi (Bihar) 
Central ?lanta.tion Crops Research Institute, ?ost Kudlu1 
Kasaragod (I(erala) · · 
Central ~otato Research Institute, Simla-1 ·(Himachal Pradesh) 
Central Rice Research Institute, Guttack-6 (Orisso) ·-
Central Soil Salinity Research Institute, f.arnal (Haryana) 
Indian Institute of su~rcane Research, Rai-Bareilli.JWad.._ .... -
?.D. Dilkus:lA, lJ.Jcknow-2 (Uttar ?Hldesh) 
Sur;arcane Breedin.3 Institute, lawley Road, Coimbatore•7 
(Tamil Hadu) - · 
Central Tobacco Research L1stitute, Rajahmundry .. 1 .Vmdhra 
!?radesh) 
Central Tuber Crops Research Iristitute, Trivandrum-10 
(;(erala) 

'Anir.ial Sciences 

17. Inciia..J. Veterinary. :~esearch Institute,-- lzatnagar .( Uttal:--~ 
... :?radesh)" -

-18. National Dairy Research Institute, Karnal (Haryana) 
19. -Central Inland Fisheries Research ·Institute·, ::?.O.Barrackpq_!:-e 

( i-Jest Bengal) 
20. Central i1arine Fisheries Research In-stitute1 Marine 

Fisheries :·. O.Mllndapam cacp, Distt. Ramanathapuram (Tamil Nadu) 
21. Central Institute of Fisheries Technology, ?.B.No.l039. 

Chitter Road, Erna.kulam, Cochin-11 (Kera1t:r) -~ .. 
22. -Central Sheep & Uool Research Institute, AVikana3ar 

(Rajasthan) 
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c. Statistics ··' 

23. Institute of i•gricultural Research Statistics, 
New Delhi-12. 

2. SOIL CONSERVt.TlOU lillSW.RCH DEMONSTRi·TION ii.ND TRtillH.NG CENTRES 

1. Soil Conservation Research, Demonstration and Training 
Centre, 37, Vijay NaGar Colony, i~ra. 

2. Soil Conservation Research Demonstration and Training 
Centre, Bungalow' No.25/52 Bellary (~sore State). 

3. Soil Conservation Research, Demonstration and Training 
Centre, House No.D-12/266, Sector-c, 23/A 1 Chandigarh. 

4. Soil Conservation Research, Demonstration and Training 
Centre, Saleem I~gar Colony, Hyderabad~32 (Andhra ~adesh). 

5. Soil Conservation Research, Demonstrati-on and Training 
Centre, Dehra Dun. 

6. Soil Conservation Research, Demonstration and Training 
Centre, Kotah (Rajasthan) o 

7 o Soil Conservation Research, DemOnstration and Training 
Centre, Ootacamund. .. 

B. Soil Conservation Research, Demonstt'Eition and Training 
Centre, Vnsad (vlestern .. Railway), Gujarat~: 

3. AGRICULTURAL UNIVgRSITl~ 

·••j 

1. Andhra :'radesh Jlgricultural Uliversity, Dilkusha, 
·Hyderabad • 

. 2. _..:>ss.am .t.gricultural thivers~tY. Jorhat-4. 
3~. P.ajendra i~ricultural Universi~y, ~tnao. 
4. H!l.ryana i~gricultural Uliversity, Hissar o. 
5. Jawaharlal Nehru Krishi Vishwa Vidyalaya,, Jabalpur. 
6. 11:lhatlll/l Ihule Krishi Vidyapeeth, Rahuri, pist.ilhmednagar. 
7 •.. i'unjabrao Krishi Vidyd.pceth, Krishi_ Na13ar, ilkola. 

· B. thiversity of i\gricultural Sciences, Bang~lore. 
9. · OJ:"iSsa !hiversity of Agiicuiture &.. Technology, 

'Bhubaneswar. · · · ··· · · . 
10. :i:.'unjab o\gricultural thiversity, tiidhiana •. 
11. lhiversity of U:laipur, lliaipur. . . 
12o Uttar -;:.>ra.desh Agricultural University, 28.ntna1jar, 

Disto Nainital. 
13. .lkliversity of Kalyani, ~-.o. Kalyani, Dist.· Nadia. 
14. Kerala il[;ricultural lkliversity, Hannuthy, ·Trichuro 
15~ . _T~_I)lil I~du ~"~.:;ricultural lliiversit:Y". Ccriinbatore-3. 

:· .· ... 
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ALL INDli• CX>ORDINATED RESEARCH i:ROJECTS 

J... 

1. 

2. 

3. 

Crops 

Food cropS 

lo Rice 
2. Hheat 
3 •. Barley 
4. Maize. 
s. Sorghum 
6. Millets 
7. I'ulses 

·. come.rcia 1 crops 

1. sugarcane 
2. Sugarbeet 
3. Cotton 
4. Jute 
5. Oilseeds 
6. Soya beans 
7. Tobacco 
a. Spices and Cashewnut 
9. Coconut and i\recanut 

Horticultur~ 

1. Fruits (includinc nanga ma.·lforma.tion and research 
· on citrus' die-back) 

2. . Tuber Crbps · 
3. ::·otato. · 

.. 
4 •. · Ve3etables 
5. Certification, :l.napection and ret;:l'.stration ·of 

virus free citrus treeS 
· 6. Establishment of regional research stations· for 

medical and aromatic plants . .. 
7. Floriculture 

' ·~ : ·. 

Others 

·. . 
1. Forage Crops . , · '· ... 

B. Research in ~oils, Agronomy and '•gric.ultut'al: Engineering 

Soil and Water Management 

1. 
2. 

Coordinated agronomic experiments 
Correlation :r soil tests with crops 

-.:: 

response 
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t :: 

-· 

3. 
4. 

. s·. 
.6. 
7. 

B. 

9. 

lO.o 

11. 
12. 
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Hicronutrients of soils · 
Soil structure 
11icrobiolo~ical decompooition of organic matter 
. Irrigation research in iiver valley .projects 
Research· on new cropping pa.t terns and l'later use in 
selected command aruas 
St~engthooing of research. on soil salinity, irrisa~ 
tion dEdnage and water management . 
studies on encineerin~.aspects of design and cons
truction of openwells/tubewells 
Dtrengthenin8 of research under rainfed conditions 
(Drylund l+_-;riculti.h·e) · 
Hationt."l.l Der.lonstrations on .ms.jor food crops 
Long term:fcrtilizur experiments 

R~ear~h on Farm :;.•ower and rilchinery 

13 • l!~.c:rtablishment of zonal research centres, for iraproved 
agricultural implements 

14. Jlilergy requirements of. intensive agt'.;l.cultural produc
tion ·pror;ranmes ~ 

. ; . ~ '); 

c. imimal Science Research 
;·!:. 

Veterinary and Animal Susbarid~J 

1. 
2. 
3. 
4. 
5. 
6. 
7. 
8~ 
9. 
10. 

. 11. 

12. 
13. 
14. 
15. 
16. 
17. 

cattle 
i3uffaloes 
Sheep for fine. wool . ;. 
Sheep for mutton 
Goats for Mohai~/~ashmina 
Goats. for milk ,: · 
~i;JS 

~oultry for eSGS· 
:;:>oultry for me4lt. 

.. . ~ . 

Investigation of ~:~ricultural by-pro9ucts and indus .. 
trial waste material for evolving· economic rations 
for livestock 
Scope cf synchronisation of· heat and superovulation 
in sheep and ~oats for improved ~roductivity . 
Foot and mouth diseases oentral 'l)ip:l.ng Laboratory · 
Rcsptrotory diseases of poultry and their control 
BiolOJY and control of stephanofilarial dermatitis 
Epizootolo:;Y of Nasal Schistosomiasis 
C£l.lf r.JOrtality 
Blood groups and biochemical polymorphism found in 
Indian Farc l.nicals 

_,.--- ...-···-
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Dairying 

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

2. Cost of chilling and transportation of milk to 
city dairies 

3.· EConomic methods of utilisation of surplus/sub• 
standard milk 

4 •. Technological and, economic· problems of operation 
in liquid milk plants 

.• !.1 

.(lnima.l Science Technology 

1. 

2. 

3. 
.. 4. 

5. 
6. 

Study of the technological problems in the commer-
cial production of dressed poultry and piggery products 
Studies o~ the utilisation qf -~~~ughter house by• 
products · · 
Utilisation of trash fish 
Study of technological problems ·of handling and 
transport of fresh fish 
Studies on cannary · colouration ·of Jndia wools 
Studies on the manufacturing trials of graded wools 
for the principal breeds of sheep 
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D. Fisheries Research 

Fisheries .. 
1. Investigation on riverine carp ~pawn prospecting 

·and collection techniques 
2. Studies on the ecc·lcgy and fisheries of fresh water 

reservoirs · 
3. Studies on marine prawn biology· and resources 
4. ?ropagation of stockin3 of fisn seeds of air breathing 

fishes for culture in swamps · · 
5e' ·Composite culture of Indian and exotic species 

for maximum fish production in the culture operations 


