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Meeting the Demand for Effective Food, Agriculture and Natural
Resources Policy Analysis in Southern Africa:

Report on the FANRPAN Strategic Planning Workshop

26-27 September 2006

1. FANRPAN: Creation and Renewal

A total of 35 experts met in Pretoria, South Africa to help FANRPAN position itself to meet the
Demand for Effective Food, Agriculture and Natural Resources Policy Analysis in Southern Africa.
Participants consisted of stakeholders with experience in policy making (former Minister and
former Permanent Secretary in the Ministry of Agriculture), Policy advisors, policy analysts from
universities in the region, regional and international consultants in the FANR sector,
representatives from CGIAR centres in the region, farmers and farmer organisations, the SADC,
COMESA and NEPAD Secretariat, International donor organisations, as well as, social and
scientific research institutions. Alongside the two-day workshop, the strategic planning core team
members met with funding and technical partners from SIDA, DfID; USAID, IFDC; IFPRI;
GECAFS, COMESA. The output of such a vast knowledge base cannot be under-estimated.

The Workshop was intended to re-position the Food, Agriculture and Natural Resources Policy
Analysis Network (FANRPAN), in terms of institutional sustainability and ability to meet the
demand for policy analysis in a rapidly changing environment. It was part of a process that began
in June, 2006. Stakeholders from various sectors around southern Africa participated actively and
passionately to help renew and reposition the network.

WHO NEEDS FANRPAN? FANRPAN was created out of the need for a strong and informed
regional voice to support policy making in southern Africa. This need exists more than ever in a
time of rapid economic, political and technical change in the region. New institutions have
appeared that exert demands on the research and development agendas. Regional Economic
Communities (SADC, COMESA) require analysis in support of efforts to plug Africa into regional
and world markets. Africa-wide institutions (AU-NEPAD, FARA) and sub-regional organizations
are creating frameworks for agriculture (CAADP, FAAP, and RISDP). All of these frameworks
call for policy changes and the demand for policy analysis is derived from the demand for policy
change. But which policy changes? FANRPAN is poised to provide relevant analysis at the
national and regional levels.

ORIGINS OF FANRPAN The founders of FANRPAN were a group of economic and agricultural
economics research institutes in universities, public policy units or para-public research institutes.
Their regional network to encourage the exchange of skills, information and experiences and to
coordinate comparative research is a logical response where skills in the region may be
dispersed, there is little institutional memory and individual expertise is isolated. It was endorsed
by the Ministers of Agriculture and ten research and policy institutions signed the Constitution of
FANRPAN.

In order to achieve the original intention to promote appropriate agricultural and natural resources
policy, FANRPAN focused on: 1) improving policy research, analysis and formulation on key
themes in the southern Africa region; 2) developing human and institutional capacity for
coordinated policy dialogue, and 3) improving policy decision-making through the generation,
exchange and use of policy-related information. In recent years, FANRPAN has placed
increasing emphasis on managing policy dialogues and knowledge management, complementing
its research and analysis roles.



In its Strategy 2002-2007, FANRPAN highlighted priorities for policy research in seven thematic
areas: 1) technology development and adoption, 2) natural resources management as a source
of comparative advantage, 3) trade and market liberalization, 4) capacity building to enhance
productivity, 5) natural resource conservation, 6) land reform, and 7) information and
communications management.

Since the publication of the initial strategy in 2002, FANRPAN has carried out useful research
and analysis in four key areas, all consistent with its mandate and important to the region, but
primarily reflecting the willingness of donors to provide funding. These four areas were: 1)
markets and trade, 2) HIV/AIDS and agriculture, 3) biotechnology policy, and 4) rural livelihoods.

The critical issue of funding is highlighted in the nature of FANRPAN's activities and adaptation to
funding: 1) governance has been assured through the voluntarism of a few key board members;
2) coordination has been constrained by the lack of core funds for secretariat services at regional
and national level (in only one year out of four, has there been funding for a full-time coordinator,
and 3) the ability to develop and sustain longer-term research or to implement the full policy-
change cycle is compromised(over 30 short term projects commissioned, with only 2 with a
duration of over 15 months).

2, The Strategic Planning Process
The strategic planning process (June- September) has followed a six-step procedure (following

Bryson1), and leads into a 4-step implementation cycle that can be described as strategic
“management” (Workshop Workbook see www.fanrpan.orq ).

The planning has involved a review of FANRPAN’s mandate and mission, stakeholders’ needs,
diagnosis of the internal and external environments for policy research; a SWOT analysis
(strengths, weaknesses, opportunities and threats) and a discussion of alternatives for
FANRPAN's evolution. These were compiled in a background paper that was shared in advance
ofa stakgholder consultation with invited participants and other stakeholders not attending the
meeting.

Ideas contained in the background paper were developed into a Workshop Workbook for use in a
two-day stakeholder consultation. The Workbook recast information into a set of “assumptions”
that could be discussed in working groups and refined in a way that would affect the nature of the
plan that would result. Analytical detail was confined to Annexes and key ideas became the
subject of working groups. In this case, participants who had received a background paper in
advance and had reference material in the annex were not brainstorming from first principles but
adding value to the plan as they worked through the workbook in working groups and plenary.

The outcomes of these formative discussions were captured by rapporteurs and incorporated into
an internal Workshop Report that complements the original Workbook. In this way, the resulting
Plan, to be further elaborated by the core team, will be recognizable to workshop participants.

3. Value Added through the Stakeholder Consultation
Workshop participants contributed significantly to the development of the plan, such that the

workshop became an act of joint development more than a just a consultation or endorsement.
Significant changes included the revision of the Vision and Mission Statements; recognition of the

' Bryson, John M. Strategic Planning for Public and Non-profit Organizations (Rev. Ed.) San Francisco:
Jossey-Bass, 1995.

? Background paper: Meeting the Need for Effective Food, Agricultural and Natural Resources Policy
Analysis in Southern Africa.



need to include the development of the business plan earlier in the process to take account of
uncertain funding outcomes; and elaboration of several strategic thrusts.

Second, the importance of capacity building at the national level was reinforced. Most policy
requires implementation at the national level even if it is designed with regional objectives.

In return, the participants became aware of FANRPAN'’s situation: it is a connected organization
with links to 12 country networks supported by node hosting organizations. While it is poised to
coordinate and even take initiatives, its effective capacity to act is limited by its precarious funding
situation.

4. Meeting Needs of FANRPAN'’s stakeholders

A stakeholder is any individual or organization that can make a claim on FANRPAN'’s resources
or effort or is significantly affected by FANRPAN'’s output. FANRPAN has a wide range of
external stakeholders at the national, regional and even international levels. Many are “primary”
stakeholders...the users of FANRPAN'’s products or services; some are “secondary” in that they
must be convinced of FANRPAN's value for it to succeed and achieve sustainability. Participants
added the distinction of “critical stakeholder”...without whom FANRPAN would not exist. These
included donors who sustain the organization beyond the research they contract; member-
volunteers who contribute to governance and management; and the membership organizations
that deliver the goods.

The electronic consultation had confirmed the importance of FANRPAN's forum function and the
desirability of its brokering and information potential. It also highlighted stakeholders’ insistence
that the quality of FANRPAN’s work would determine its future role (and even existence).

A desk analysis of important stakeholders included in the Workbook® (such as ministries, RECS,
NARI directors, farmers’ associations, NGOs, scientific partners, donors, and agribusiness)
stimulated participants to identify additional stakeholders. This obliges FANRPAN to consider
carefully who are its “critical” stakeholders and the instruments that FANRPAN has to serve them.
Additions included: parliamentarians and parliamentary agricultural committees, chambers of
agriculture and industry; and scientific and professional associations.

A rapid questionnaire survey of participants generated increased detail of what different groups
expected from FANRPAN (Table 1):

Table 1. Mutual Expectations of FANRPAN by its Main Stakeholders

Stakeholder Expectation of FANRPAN Stakeholder Expectation of FANRPAN
NARI Director | Help with issues requiring Farmer Access to policy makers
integrated approaches Organization Research that improves
Market access research prices to farmers and market
Productivity-enhancing access
studies
Ministries of Research not available University-based | Independent research
Agriculture from SROs due to Members Funding channels
structural constraints Improved networking with
Timely and relevant policy like-minded colleagues
options Improved teaching material
Permanent Evidence-based and Information Information on FANRPAN;
Secretary, Ag | demand driven advocacy manager Knowledge for repackaging
Planning for change and dissemination

3 Workbook, p. 14-15.




Consultants Specific links to people and | CGIAR, IARCs Platform for interaction with

knowledge the sub-region
Forum for contact Forum for joint planning
Information on regional
priorities
Technical partners
Development Information on food Private sector Help transfer productive
Projects strategies, current situation knowledge from private

sector to poor farmers
Effective business
communication platform to
reach policy makers

Biotechnology | Policy and regulatory Agriculture and Technology assessment and
and harmonization; Health Projects health
Bioscience Harmonization of Impact of agricultural projects
Programs approaches to risk on health

assessment Approaches to cross-sectoral

collaboration.

The key words that are appropriate to a regional network demanding adequately funded

coordination, are “integrated”, “approaches”, “links”, “harmonization”, and “platform”.
5. The scope and roles of policy analysis

Participants agreed with several key propositions about policy analysis:

1. The demand for policy analysis is derived from the demand for policy change.

2. There are important differences between economic analysis, policy analysis, and policy
advice.

3. The demand for and provision of policy analysis and policy advice is not restricted to the
public sector.

4. The larger policy disequilibrium, the greater the potential gain from policy change and
presumably from policy analysis to get it right. The probability of effecting policy change
is influenced by the importance of the group desiring it, its geographic and political
concentration, and the nature of the gain or prevented loss.

5. Policy analysis may appropriately be in the form of 1) data and information, 2) ideas, and
3) advocacy. The nature of the analysis must be tailored to the context.

FANRPAN (its nodes and members) must prepare itself for the many roles and images that could
be ascribed to them or demands placed on them®. The Secretariat will be called to facilitate
capacity building in the areas where gaps exist in skills, knowledge, experience or simply
numbers. Some of these activities are more objective and “rational” (e.g. research, analysis;
design and recommendation; clarifying values and arguments) while others are process-oriented
and interactive (e.g. advise strategically; democratize; mediate).

6. The SWOT Analysis of FANRPAN

The Workbook presented the Strengths, Weaknesses, Opportunities and Threats of FANRPAN
as drawn from various exercises and critical knowledge of the core team®. Participants identified
a few additional strengths and various opportunities. Table 2 is an aggregate of the contributions
of four working groups and complements the original draft SWOT. Their views can be integrated
with those of the core team when assessing directions for FANRPAN.

* Following a taxonomy by Mayer, 1.S. (et al) 2004, “Perspectives on policy analysis”.
* Table 4.2.




Table 2. Additions to SWOT Analysis

Strengths Described Recommended Action
e  Forum for various stakeholders | ¢ Increase FANRPAN profile as a
to share information and dialogue forum of choice for
discuss stakeholders
e Regional organization e Continue to project this profile
developed by the region and
operating
e Strong association in some e Replicate in all other nodes;
national nodes e Upscale good practices: e.g., build
on national consultative forum
o Diversity and expertise creates | ¢ Capitalize on existing synergies to
synergy expand FANRPAN to new nodes
Weaknesses | Described Recommended Action

e Loose links with the institutions
it services at the national level

Increase awareness of FANRPAN
and what it can do for
stakeholders...value proposition

e Limited availability of skills in
some areas

Draw upon NARS, Universities and
seek synergies; Broker capacity
building

e Impact of FANRPAN is not
easily measurable or imputable

Develop appropriate instruments for
M&E to get more buy-in of
stakeholders, including donors.
Implement long-term programmes
than enable engagement in full policy
cycle.

e Regional environment in which
there are varied degrees of
interest at national level

Balance regional policy interests and
national interests: choice of activities
and by harmonizing regional and
national work.

Opportunities

Described

Recommended Action

e Globalization and formation of
regional trading blocs: changing
institutional environment with
regard to trade in agriculture

FANRPAN should reposition itself at
the national level to strengthen
national capacity to analyze the
regional challenge

e Increasing demand for research
and consultancies

FANRPAN should advertise its
services outside the region (vs.
FANRPAN should not be diverted
from priority thrusts to become a
consultant)

e Increasing demand for capacity
building in policy analysis from
all sectors

FANRPAN should refine its approach
to “policy analysis” and position itself
to strengthen its members and
others

e Advice and advocacy

FANRPAN should be an advocate
for the implementation of the Maputo
Declaration (and 10% budgetary
commitment to agriculture

Threats

Described

Recommended Action

e Numerous competitors,
“briefcase NGOs”

FANRPAN must provide quality
research, policy analysis and advice




and create a “brand image” as a
quality provider

e Competing priorities and o With CAADP, Gates-RF, and
diminishing resources recommitment of DfID seek new
sources of funding; Promote
priorities of members at national
level; Pursue regional funding

e Organizations such as NEPAD | ¢ FANRPAN is a means for each to

and SADC have mandate achieve research and analysis
overlap and domain consensus agenda. It should be possible to
problems (CAADP vs. RISDP) work with both of them.

Addition SWOT elements that were recorded without recommended actions were (Table 3):

Table 3. Other SWOT Elements

SWOT Element and Description

Strengths

e Commitment of Board Members working without pay

e Representative board (skills)

o Experience in cross-country comparative studies

e Support of top level economists in region

e Access to RECs

e Recognition and credibility

e Access to regional political and economic organizations (RECS)

e  Multi-partner organization (SACAU, Private Sector)

e Nodes functioning in spite of meager resources

Weaknesses

e Lack of resources to implement intentions

e Need to strengthen secretariat

e Links between country node and regional node

o Gap between expectations and expertise available

e Countries without node hosting arrangement

e Peer review of proposals to ensure realism

e Nodes receive meager resources

Opportunities

e Leverage location of Secretariat in South Africa: stability and efficiency

Strengthen communication

Help solve the gap in policy advisory sKills.

e Cross-country comparative studies

e Increased attention to natural resources management

Threats

e Mixed perception of FANRPAN: seen as both stronger and weaker than it really is

¢ No flagship activities that continue over many years; core business

e  Competing networks with “dialoguing mandate”

¢ Relationship with SADC not formalized: FANR recommends agreement across all directorates
but this is yet to be accomplished.

The above SWOT analysis by the Stakeholder Consultation is recorded in detail as part of the
workshop record. As a taxonomy, one could categorize much of this detail under headings such
as “human-resources”, “institutional,” “financial” and “brand image”. However, the detail is

relevant in cross-checking against the proposed agenda.




Vision, Mission and Goals The group reviewed several suggestions for the revision of
FANRPAN's vision, mission and goal statements. The suggested statements in the Workbook
stimulated considerable discussion. The consensus was that we should end up with more
focused vision, mission and goal statements. The vision could be a shared vision with other
organizations and relate to the achievement of the Millennium Development Goal number one-
reduction of poverty and hunger. As revised by the participants, the recommended vision and
mission statements are as follows:

Vision
Productive agriculture as a basis for widely shared food security and prosperity
using natural resources sustainably in Southern Africa

Mission

FANRPAN'’s mission is to promote, influence and facilitate quality agricultural and
natural resources policy research, analysis and dialogue at the national, regional
and global levels.

7. Strategic Positioning of FANRPAN

The Workbook presented several questions where FANRPAN would be required to make
strategic choices:

1. It would look at key policy constraints in the region and the role that policy analysis could
make to their resolution.

2. It would have to choose how far down the continuum from policy analysis to policy advice
to supporting the policy process it would go.

3. It would have to decide if its action would be focused on impact at the national level or
collective synthesis and policy action at the regional level.

4. Dependent on this determination, it would have to look at the skills found among its
membership and propose actions for capacity building.

Working group discussions confirmed the importance of current thematic priorities, some of which
remained unaddressed due to inadequate funding, while making adjustments and suggesting
new ones. The changing opportunities resulting from the CAADP process and FANRPAN's
collaboration with COMESA and SADC as well as growing cooperation with the NEPAD
Secretariat led to broad agreement on the themes listed in Table 4. However, clearly these need
to be further elaborated and discussed before any final decisions are made.

Table 4. Proposed FANRPAN Thematic Areas in support of CAADP,
RISDP and FAAP Frameworks

Thematic Areas Current opportunity

Regional trade policies Harmonization of policies

Regulatory frameworks

Biosafety policies and trade

Food security Policies and strategies for targeting the poor
Agriculture and health nexus HIV/AIDS, malaria, and the two-way link of
health to agricultural productivity: cross-




sectoral policy implications

Agricultural productivity Livestock-pastoralist and crop-livestock
systems

Contract farming

Innovation Systems (e.g., proposal to facilitate
the Southern Africa Agricultural Research and
Technology Transfer Network)

Transboundary issues Water, disease and pest migration, collective
action

FANRPAN co-leadership of Challenge
Program on Water and Food Limpopo Basin
Focal Project

Cross-cutting issues: Capacity building Improving the link between research, policy
analysis and policy making

The participants endorsed the relevance of all of these themes. There was no formal attempt to
prioritize, but rather an heuristic application of criteria such as the magnitude of the policy
disequilibrium involved, the numbers and economic importance of the potential beneficiaries of
policy change, and the ability of FANRPAN members to effect a difference.

8. The internal environment

FANRPAN has already carried out an analysis of its internal environment and constraints to the
achievement of its mission. The key tool, which maps well into the proposed balanced scorecard
approach, is the PIVA (Partnership Institutional Viability Assessment). A team of external
consultants assessed FANRPAN on six criteria: 1) governance, 2) operations and management
systems, 3) strategic planning, 4) resource mobilization strategy, 5) external relations and
advocacya.

In most of these domains, FANRPAN was considered to be in a “nascent” stage. FANRPAN has
set itself some targets, striving to reach 50% viability by the end of year 2007, and attaining full
viability by the year 2010. The actions to deal with the observations are underway but some
decisions depend on strategic positioning. For example, in an uncertain funding environment,
FANRPAN is unable to establish a permanent secretariat (three technical staff and administrative
support). This is where the recommendation of early development of a business plan
concurrently with the strategy is pertinent.

The key issue for the coming 18 months will be actions to strengthen the national nodes.
Participants were clear in confirming that action must take place at the national level. They
further were in alignment with the Workbook assumptions that 1) most national nodes lack critical
skills, 2) they have different degrees of “convening” power; 3) that there is a willingness if not
preference to source skills within the southern Africa region, 4) capacity building is a priority for all
nodes, 5) links need to be forged with international policy training institutions, and 6) facilitation of
training is in FANRPAN’s mandate.

The stakeholders are the owners of the national nodes. The PIVA has looked a two node hosting
institutions (Zambia-Agricultural Consultative Forum (ACF), Malawi-CISANET) and is a source of
some insights for the setting up of node hosting arrangements in other countries. The “Zambia
Model” is the achievement of a node-hosting arrangement with an established Agricultural
Consultative Forum. The credibility, viability and convening power of the ACF already exist; the
arrangements are designed to bring value added to both partners. The importance of “convening
power” was one of the motivations for FANRPAN-SA to shift the node hosting to the Agricultural

6 Sibanda, Simbarashe, Busi Ncube Francis Hale. 2005 Baseline. Assessment of Institutional Capacity of
FANRPAN.
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Marketing Council, a research and advisory group that has more convening power in policy
matters than the University of Pretoria. Working groups underlined the further importance for a
node host to have good communications, and a reputation for quality, objectivity and
independence in its work.

9. A balanced scorecard

The concept of the balanced scorecard was introduced to highlight the link between mission and
the effort that FANRPAN must put into four dimensions:

1. Customer performance: to achieve our vision, how must FANRPAN appear to our
clients?

2. Financial performance: to succeed financially, how should we appear to our clients?

3. Internal business systems: to satisfy our investors and stakeholders, what business
practices must we excel at?

4. Learning and growth: to achieve our vision, how will we sustain our ability to change
and improve?

The PIVA is consistent with the financial and internal business systems parts of the balanced
scorecard. The planning will have to look programmatically at how it satisfies customers.

Participants understood the pulls in various dimensions that the balance scorecard puts on the
Secretariat and the national nodes to manage the implementation of their commitment to the
vision of FANRPAN.

10. The way forward

In the final plenary, stakeholders provided suggestions on the way forward.

First, the planning team will use this communication and the incorporation of workshop
information into the Workbook as a document of record as a sign of its commitment to move
forward vigorously.

Second, it will concentrate on the development of a business plan within the next 4-6 weeks, to
guide action over the coming 18 months. This will give investors concrete actions to finance in
line with the Strategy: 1) support to a dynamic Secretariat for its coordination and promotional
functions, 2) accelerated diagnosis of the strengthening needs of the nodes and critical actions to
move them forward, and 3) program proposals in the priority thematic thrusts identified.

THANK YOU The CORE Strategy Planning Team’, under the leadership of Prof Haidari K. R.
Amani expresses sincere gratitude and appreciation to all stakeholders who have contributed to
the process both electronically and through face-to-face engagements. Special appreciation is
due to the USAID Regional Office for Southern Africa, for providing financial support for the
strategy planning process including the stakeholder workshop.

7 Strategic Planning Core Team members: 1. Prof HKR Amani-Team Leader; 2. Dr Howard Elliott-Lead
Consultant; 3. Prof J. Kirsten-FANRPAN Board; 4. Dr Lindiwe Majele Sibanda; 5. Dr Doug Merrey; 6.
Mr Fred Kalibwani.
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