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Background

FANRPAN has, over the last 2 years (2005-06), been involvead in a major process of strengthening and
revamping its ingitutional capacity — a process that has been supported by USAID-Southern Africa.
This process hasbeen characterizd by five main thrusts: (I) Strengthening FANRPAN’s governance
systems; (II) Strengthening FANRPAN's links with, and contributions o, key regional policy processes
and related regional institutions investing in policy reform; (III) Revitalizing FANRPAN county node
system and stakeholder cntributions in four pilot countries (Malawi, Mozanbique, South Africa and
Zambia) through training, policy dialogues, action research and new peer review partnerships, (IV)
Engaging nationd level analysts in policy research contrbuting © the harmonization of regional
policies relating to agricultural inputs trade; and (V) Develbping and implementing a sudainable
funding drategy r the regional FANRPAN network.

As part of this 5-pronged capaity-strengthening process, FANRPAN commissioned a baseline
institutional viability review, at bot national and regional levels, to establish and analyze FANRPAN'’s
current drengths, weaknesses, opportunities, and threats as a basis for desgning nev medium term
organizational and operational strategies. This baseline review was undertaken usng the Partner
Institution Viability Assessment (PIVA) tooland reviewed 7 main organizational elements: Governance
Sy stems; Operational and Management Systems; Programmes and Service Delivery Systems; Human
Resource Develbpment Systems; Financial Management Systems; Resource Mobilisation strategies;
External Relations and Advocacy .

The peak of this 2-year capacity strengthening and organizational review proces was a 2-day
drategic planning meeting (26-27 September 2006), organizd by the FANRPAN regional secretariat in
Pretoria, South Africa. The meeting brought together key stakeholders to discuss the lessons and
findings over the 2-yearsand to convert these into a new FANRPAN 10-y ear strategic and operational
plan (2007 —2016). The strategic planning meetingwas organized around 8 main elements:

Reviewing the evolution of FANRPAN

Defining the scope and role of policy analy s

Stakeholder analysis

A SWOT analy sis of Agricultural Policy in Southem Africa and of FANRPAN and its role
Areview of FANRPAN's vison, misson and goals

A review FANRPAN's internal environment

An assesament of the key strategic policy issues for FANRPAN o focuson

Linking performance to Mission and to Strategy : thebalance scorecard approach.

N AW

The guiding princples and critical ssues within these elements werepresented in a strategic planning
workbook — that quided stakeholde discussons at the meeting.

Stakeholder Participation

Stakeholder participation and involvement was central in both thereview and plaming processes.
National and regional level stakeholders were engaged both physically and electronically as part
of the assessment process. The stakeholder institutions represented at the planning meeting in
Pretoria included: SADC Secretariat, NEPAD Secretariat, COMESA Secretariat, National
Universities (Lesotho, Pretoria, Zimbabwe, Angolk, Mozambique, Venda), CGIAR centers (IWMI,
IFPRI, ILRI), FANRPAN country nodes (Angola, Malawi, South Africa, Zambia, Mozambique,
Tanzania, and Mauritius), Partner institutions (ODI, SAKSS-SA, SACAU, GWP, HSRC, SAfAIDS,
GECAFS, PBS, AficaBio); Consulants (O ctoplus, Headstart, Development Data; FOO DNCROPBIO,
Limited Edition, Auditing & Acaounting firm, IBIS-Africa), N@s (DP Foundation, NANGO-
Zimbabwe; legal advisers; and FANRPAN board members. All these inditutions articulated the
value-addition expected from FANRPAN in the form of value propositions, which FANRPAN will
translate into effective action.



The Strategic Planning Meeting
I Evolution of FANRPAN

The purpose of this session was to set the context for the strategy planning meeting and ensure
that: all participants appreciated the diversity of FANRPAN's clients and stakeholders and why
their effective participation was important for FANRPAN; that all participants shared the sense of
opportunity at hand in heping design and chart the future for FANRPAN; and that all participants
appreciated the history and ewlution of FANRPAN’s work in the region, a well as, the
organizational background.

Key outcomes

In this session Dr Lindiwe Majeke Sibanda, the FANRPAN CEO, presented the objectives of the
meeting and Prof Haidari Amani, the FANRPAN Board Chairperson, helped the participants
discuss and appreciate FANRPAN’s past, present and future scenarios. The following were some
of the key outcomes of the session:
1) FANRPAN is a policy body — set up for policy analsis in the FANR sector
2) Initial thinking began in 1994. The nework was constituted in 1997 and officially
registered in 2002
3) The network received endorsement fromthe SADC Coundil of Ministers
4) The driving forces for the creation of the network were: linking national and regional
policy reforms; and backstopping these reforms with a critical mass of policy analysts
5) The main purpose of setting up FANRPAN was three-fold:
= Pronoting the development of appropriate agricultural and natural resources policies
in the region through improved policy research, analysis and information generation
* Building human capacity in the region for policy analysis and development
= Setting up acommunication system for improving policy decisons
6) The need for a revised strategy isderived from three main factors:
= A new institutional landscape — RECs, NEPAD, FARA all bringing new processes and
targets
= A bmoader view of policy analysis — away from the narrow scope of agricultural
economic analysis that has characterzed FANRPAN research to date
= A SWOT analysis of FANRPAN as an institution
7) Relocation of FANRPAN’s regional secretariat from Harare to Pretoria hasopened up new
opportunities and linkages for resource mobilization for the netwak
8) The diversity of FANRPAN stakeholders places competing claims on FANRPAN — based on
multiple interestsand demands —and these may sometimes be inconsistent
9) The FANRPAN customersand clients are not necessarily the ones paying the bill
10) Sometimes FANRPAN partners are themselves competitors, e.g., IFRPI is both a partner
and conpetitor in policy analysis
11) There is need o articulate FANRPAN’s key achievements and milestones over this period
as a bask for dedgning future scenarios
12) There is need to clearly define and articulate the distinctions between four categories of
FANRPAN clients: (I) FANRPAN members, (II) FANRPAN stakeholders, (III) FANRPAN
partners, and (IV) FANRPAN nodes.

I1. Defining the Scope of Policy A nalysis

This sesson discussed the demand for policy analysis and the factors that enhance its impacts.
The underlying tieoretical frameworks for developing an effective strategic plan, as well as, the
scope and scale of policy analysis and policy advice were presented by Dr Howard Elliot Figures
1 and 2) as a basis for refining FANRPAN work. The framewaks were used throughout the



planning meeting as a basis for understanding the strategic planning process and the implications
of the scope and scale of policy analysis to FANRPAN's effectiveness.

Key outcomes

1

~

The strategic planning process was informed by 5 main elements (figure 1): an initial
agreement by both external and internal stakeholders that FANRPAN needs a new and more
focused direction; a review of FANRPAN’s mandate; a review of FANRPAN mission and
values; an assessment of FANRPAN's external and internal environments, and a critical
analysis of the strategic issues that FANRPAN needs o address over the next 10 years.
FANRPAN needs to engage in a conplete policy analysis cycle (figure 2) which consits of 6
major activities: Research and analyze; design and remmmend; advise strategically;
mediate; democratize; and chrify values and arguments.
Implementing each of these policy analysis activities requires a specific operational style, a
spedific thrugt and specific human resources that FANRPAN must have:
= In researching and analyzing policies — FANRPAN assumes a “rational style” —
and the driving force in this style must be: “what is good knowledge that the
stakeholders need to know?” In order to resarch and analyze effectively, FANRPAN
needs independent and objective researchers. The value-added in this mode is
scientific quadlity, reliability and validity of the findings.
= In designing and recommending new policies — FANRPAN assumes a “client
advice style” — and the driving force in this style must be, "what is good for the
client?” In this mode FANRPAN needs impartial advisors and independent experts.
The value-added in this mode wil be policy rdevance, usabilty and action-
orientation.
= In advising strategically — FANRPAN must focus on the “process.” The driving
forcehere must be: "What is good for the process?” In order © advise strategically,
FANRPAN needs good client counsdors. In this opeational mode the value-added
will be political effectiveness, workability of options proposed, pro-activeness and
personal goa achievement.
= In the mediation role — FANRPAN needs to assume an “interactive style” and the
driving force must be, “What is good for mutual undersanding?” In this mode
FANRPAN needs good faciliators, mediators and process managers and the key
value-added will be acceptance and learning, sharing of different perspectives, and
commitment to policy change.
= In the democratiang mode — FANRPAN must assume a “particpatory gsyle” in
which the driving force mustbe: "W hat is goad for democratic society?” In this mode
FANRPAN needs “democratic advocates” and the value-added is democratic
legitimacy, gpenness, transparency and effective representation.
= In darifying values and arguments — FANRPAN assumes an “argument style’
and the driving force in this case wauld be, ‘What is good far debate?” In this mode
FANRPAN would need good narrators, logicians and a code of ethics. The value-
added would be improved quality of debate and arguments, consisency, richness
and openness.
The demand for policy analysis is derived from a rea demand for policy change on the part
of some important client.
There are important differences between emnomic analysis (what & causing disequilibria),
poliy analyds (options), and policy advice (relevance). In this context its critical to isolate
when each of these is likely to be effective.
Thedemand for the provision of policy analyss is notrestricted to the public sector.
The greater the policy disequilibria —the greater the expected gain from policy change
Policy research may take the form of: dat and information; ideas; and advocag. It is
possble to cmmbine research and advocacy. It is important to assess whether the type of



policy engagement being undertaken is appropriate to the situation and the stakeholders
involved.

9. Analysis of the demands of advocacy groups will give an indication of the evidence base
required.

Participants in a working group session: Dr Charles Mataya (Maawi nodge) Mr. Richard Humplries South
Africa node); Dr Tobias Takavarasha (Zimbabwe node) and Mr. Innocent Modisaotsile (SADC Secretariat)
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II1. Stakeholder A nalysis: FANRPAN's Clients and Stakeholders

The purpose of this session was to describe the diversity of FANRPAN stakeholders and analyze
their claims on FANRPAN products and services.

Key outcomes

1

2

10.
11.

14.

. FANRPAN needs to adopt informed polty positions based on technical research.
16.
17.

18.

19.

21.

V.

Thediversity of FANRPAN stakeholders often places competing and sometimes @nflicting claims
on FANRPAN.

FANRPAN nedls to isolate a special category of “critical stak eholders” — those that directly impact
on FANRPAN's existence.

The “critical stakeholders” provide core support o FANRPAN and influence FANRPAN's strategic
plan.

FANRPAN neals a business pln with specific @re functions and activities funded by the “critical
stakeholders.”

In terms of effectiveness, FANRPAN stakehotlers can be chaacterized as either “primary or
secordary.” Some st&keholdas can swing beween primary and secondary depending on the
situation and level (national or regional).

Primary stakeholders are the ones that use FANRPAN products —while the secondary stakeholders
are theonesthathave o be mnvinced about FANRPAN.

A wiler growp of public insttutions and stakeholders, beyond the Ministries of Agriculture, is
critical, eg., parliaments and parliamentary committees.

Stronger operational partnerships with universities in developing countries are critical.
Partnerships with NGDs/CSOs should cover a wider scope, including trade unions, consumer
organizations.

‘Agribusiness’is too general —this needs b be lit into several drata o include SMEs.

FANRPAN needs to articulate he different instruments it requires o reach different stakeholders.
National governments and bilateral donors should be included in the list of donors.

. FANRPAN neads to identify and use ‘key change agents” that can influence policy chage and

support FANRPAN lobbying and advocacy activities.
FANRPAN needs to repond directly to the RECsagenda(SADC and COMESA).

FANRPAN’skey functions mustbe providing research and articulating policy .

Donars are mainly concered with FANRPAN having and exhbiting a clear deveopment purpose
for the region.

Who are theFANRPAN membe's and what's their stake? What is the stake of governments —is it
in setting of priorities? How does FANRPAN balance between colaboration with govemment vis-&
vis independence?

Stakeholdersinclude even those that might influence FANRPAN negatively.

What is the stake of SADC in FANRPAN?

Geographical coverage —is it SADC or Southem Africa? What is the implication of this on certain
stakeholders? To whom is FANRPAN responsible?

Who is a member of the network and who is a akeholder?

. FANRPAN membership condsts of stakeholders across 4 sectors: govemment, Farmer

organizations, policy research institutions, and private sector.

SWOT Analysis

This session discussed the current FANRPAN strengths, weaknesses, opportunities and threats in
the context of the current regional agricultural policy needs, stakenholder demandsand the theory
of effective policy analysk. This discussion was informed by three sets of analysis: the report on
the InterAcademy Coundcil (IAC) workshop on agricultural issues in the region; the FANRPAN
dectronic survey analyss; and an internal SWOT analysis undertaken by FANRPAN's drategic
planning core team. Some of the key outcomes included:

"Promote, infuence ard fadilitate quality agricultural and natural resources poliy research, analysis ard dialogue at the national, 9

regional and glola/ kevels”.



11.

12.
13.

14.
15.
16.
17.

18.

19.

20.

21

22.

23.

24.

New branding —the relocation of FANRPAN to South Africa has given FANRPAN a new
image —a new quality brand and an opportunity for attracting new resources. This new
branding needs  trickle down  the nodes.

Commitment by the regional secretariat and regional board — the core team at the
regional secretariat has demonstrated unique levels of tenacity, resilience and
commitment over the last 3 yearsin working withvery limited resources.

Finance Manager — FANRPAN urgently needs a fulltime finance manager based at the
regional secretariat. This has notbeen possible to date due to lack of core funds.
Research Director — FANRPAN needs a resident research director to ensure quality
control in FANRPAN research. Again this had notbeen possible due to limited funds.
Communication/ICT Manager — FANRPAN needs a resident communication manager to
handle the information and knowledge management component of FANRPAN's work .
There is a weak link between the secretariat and some country nodes. The two-year
capacity grant flom USAID focused on five of the twelve nodes The different country
nodes have different compositions.

FANRPAN carries out excellent policy research — but the reports need further distiling for
differentaudiences.

FANRPAN provides an excellent forum for regional information sharing, and provides
national level organizatons an opporunity to access regional organizations and
processes.

FANRPAN is well-recognized in the region and has high credibility.

. FANRPAN has been undertaking short-term projects thatdo not dlow sufficient time and

funding © assessimpact.

FANRPAN needs to establish a core regional peer review team to review its research
outputs.

FANRPAN provides a dialogue forum for various sakeholders.

FANRPAN has a regional character — a regional institutional framework for implementing
multi-country activities. FANRPAN is an organization that has been regionally grown.
FANRPAN has some very strong and credible node hosting institutions.

The FANRPAN network harnessesa diversty of skills in the region.

FANRPAN operates through loos linkages — which can sometimes affect longer-term
impact.

FANRPAN largely depends on external funding. FANRPAN needs o find ways of charging
for its services.

FANRPAN needs to develop more synergies with the Nationa Agricultural Research
Institutions (NARISs).

Because of the varied national interests, FANRPAN needs to focus on baancing regional
policy interests, and harmonizing the differences.

FANRPAN’'s impact, to date, is not easily quantifiable. FANRPAN needs a strong M & E
component.

The changing nature of international and regiona agricukural trade is an opportunity for
FANRPAN to intensify its trade reated policy analysis in the region, as wdl as respond to
national level trade challenges.

FANRPAN needs to increase demand for its products — by advetising its services even
beyond the region.

The increasing demand for capaity buiding in policy development in the region is an
excellentopportunity for FANRPAN to take the lead.

Tracking the regional policy commitments and pronouncements, e.g., monitoring the
quality and quantity of the Maputo declaration on 10% national spending on agriculture,
and implementation of CAADP and MDGsis an open oppartunity ©r FANRPAN.

V. A Review of Mission, Mission and Goals

"Promote, infuence ard fadilitate quality agricultural and natural resources poliy research, analysis ard dialogue at the national, 1 0

regional and glola/ kevels”.



The purpose of this sesson was to review FANRPAN's Vision, Mission and Goal statements and
assess if they adequately reflect the positioning that the organization was designed to be, as well
as, project what it envisages to be in the next 10 years. It was observed that FANRPAN's vision
must be distinct from those of other players (butbe a broadly shared one) and the mission must
reflect how FANRPAN wil implement what it is striving to achievein its vison.

Key outcomes

The participants proposed 5 vidon statements and mandated the “core strategy team” — to
further work these into afinal FANRPAN vision:
“Creating a Conducive Policy Environment for a Food Secure SADC”
“Creating a Conducive Policy Environment of Sustainable food Security in Southem Africa”
(This was followed by a protracted debate on whether FANRPAN’s geographical coverage
should be specified as SADC or Southem Africa. Each seemed to have its own merits and
demerits)
“A food secure Southern Africa managing natural resources sustainably and equitably”
“A southern Africa that has achieved sustainable livelihoods”
. "Productive agriculture as a basis for widely shared food seaurity and prosperity
using natural resources sustainably in Southern Africa”. (There was some general
consensus around this statement)

N

u bW

The following mission statements were proposed and the “core ttam” mandated to further work

these into a final statement:

1. “Coordinate, promote, influence, and faciligte policy research, analysis and dialogue at
national, regional and global levels —in order to reduce poverty, achieve food security and
equity — and contribute to agricultura growth and sustainable natural resource management
—in SouthernAfrica”

2. “Evidence-based policy analysis, dialogue and advocacy”

3. “Promote, influence and facilitate quality natural resources, agricultural and food
policy research, analysis and dialogue at the national, regional and global levels”.
(There was some general consensuson this satement)

The mesting resolved that, FANRAN would achieve this mission through three main channels:
= Generating evidence-based policy options (policy research)
= Building human and institutional capadty for policy development in the
region (capacity building)
= Providing appropriate policy information and advice (consultation).

6. The Internal Environment

The purpose of this sesdon was to review the existing evidence on the internal environment of
FANRPAN at 4 levels:

a) As a network of engaged policy analysts and users

b) As a secretariat serving adiverse group of clientsand stakeholders

c) As a network of networks — a regional network of national networks (national nodes)
with different national level needs

d) Asaregional institution - its governing mechanisms and operational strategies.

Key Outcomes

Building on the discussion of FANRPAN'svision, mission and goals — the following were some of
the outcomes esential for optima performance:
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1. The SADC position on the Regional Board — has not been adequately filled shce the
relocation of the SADC-FANR directorate from Harare, Zimbabwe to Gaborone, Botswana. Filling
this, as soon as possible, might ensure the required SADC endorsement of FANRPAN work .

2. Composition of Regional Board — needs  be revisted by defining the specific “purpose” of
the board. Is it for “raising FANRPAN's profile? Is it for “fund raising”? Is it primarily for proper
governance? What are the advantagesversus costs of a larger baard? What is the “value-alded”?

3. Node/Country-based Board versus Eminent persons/trustees type board — FANRPAN
needs to decide which type of board will give it leverage? Is it representation based or value-
based or both?

4. Agenda setting — research issues and priorities should come from the national node through a
representative regional board. The role of the Secretariat is manly implementation (coordinating,
fundraising, establishing linkages and regional representation).

5. Communication — a system of conthuous communication between the Sexetariat and the
nodes, on theone hand, and among nades, on the other, must be developed. This communication
must go beyond just joint studies — it must be on-going even when there is no specific joint
activity between a given node and the secretariat.

6. Country noce; Node hosting Institution and Node Coordinator /facilitatar —Although the
FANRPAN constitution attempts b define these - there is need for nore defnite and clearer
criteria to hep stakeholders distinguish between these three elements —as they tend to be used
synonymously — and in so doing - creating undue uncertainty. Country nodes are the national
policy research, analysis and dialogue coordination wnits established in each of the member
states. The node members mmprise of FANRPAN’s fur key stakeholder groups (government
minigries responsble for FANR, policy resarch units, private sector national umbrella
organizations that deal with FANR, national famer organizations. The country node members
designate one national organisation © be the node hoding insttution, which provides secretariat
services through a node coordinator. A facilitator who, in most cases, & a full ime employee of
the node hoding institution assists the Coordinaor.

7. Criteria for an ideal node-hosting institution — while the national contexts for policy
engagement differ across the different nationa landscgpes — itwas proposed that a good node-
hosting nstltutlon must have he following minimum attrbutes:

Convening capacity — capacity to convene high-level policy dialogue meetings for a
cross-section of sakeholders in the FANR sctor

= Respect/Recognition by Government — must have a well defined policy agenda
respected and remgnized by govemment and otherkey stakeholders

= Strong kadership/Governance — must be an arganization with its own drategic
direction and purpose — exemplified in strong leadership and governance sy stems

= Legal Institution — nust be a legal entity able underteke legaly bidding
agreements and MOUs with FANRPAN and other stakeholders

= Capacity to raise own funding — the node hosting instituion mus have
independent funding. FANRPAN cannot establish and fund a separate national level
institution. This type of structure would be too heavy for FANRPAN

= Communication System— must have a good communication system

= Independent - mustbe apolitical — able o play the role of an independent broker

= Interfae between Regional and National issues — nust have a policy agenda
to whichFANRPAN can provide a regional link — and vice versa

= Networking — must be an organization with a0 emphasis on networking and
building partnerships so that the link to FANRPAN ispart of its networking agenda.

8 ACF model — the Agricultural Conaultative Forum (ACF) of Zambia — that currently hosts the
FANRPAN-Zambia node — is an excellent nodakmodel. Achieving this requires heavy investment in
building capaity and stakeholder confidence. The Zambia model is very close © the CISANET-
modd in Makwi and the upcoming National Agricultural Forum in Mozambique & being nodeled
in a gmilar form.

7. Strategic Issues
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This sesdon wasaimed at refining the areas of focus that FANRPAN is and should be involved in.
The assessment was based on four key questions:
1. Why is it an issue and how is it related © FANRPAN’s vision, mission, mandate, internal
drengths, and external opportunties?
2. What would be the consequences of FANRPAN not addressing thisissue?
3. How and to whatextent s FANRPAN addressing this issue currently ?
4. What priority ranking should be given to this issue?

Key outcomes

The following were some of the outcomes of this session:
1. Scope and Scale — participants proposed the following ranking for FANRPAN:
a) Analysis of policy options based on availableknowledge
b) Managementof policy processes (policy debate)
¢) Providingpolicy advice
d) Economic and social science research
2. Gapsin Skils and Knowledge — participantsproposed that FANRPAN needs additional ills in:
a) Social analysis
b) Enhancing information shaing
3. Region relevance —participants felt that the region really needs a network like FANRPAN linking
the different actors and think tanks —and providing a platform for interface. They felt that the
region is bes served by an autononmous network that can nobilize resources in a “planned”
fashion — to provide policy services on a continuous basi and not short-term consultancy node
4. Thematic priorities — in terms of thematic priorities — participants observead that the lists
identified in the workbook could be collapsed into fewerbroad areas — from which FANRPAN could
draw thematic issues o address:
= Markets and Trade - including regional trade policy harmonization, input and output
markets development, cross-barder trade, smalholder supply chains (contract farming)
= Natural Resources Management — inclding traasboundary resurces such as
trandoundary river basins, aricultural water productivity; environmental change; and
biofuels (Land reformwas emphasized by some, but there was no agreement)
= Technology Development and adoption — Biotechnology; improved seed varieties;
irrigation
= Investment and Infrastructure — ftrans bounday infrastructurd develppment;
regional integration
= Capacity building far policy analysis —human and institutional capacity development
= Agricultural Information Systems - knowledge management (trends analysis);
market information
= Food Security — the link between agriculture and other sectors — e.g. Hedth and
Agriaulture (HIV and AIDS, Malaria, TB)
= Monitoring and Evaluation —of regional policy commitments — MDGs, CAADP, SADC
Heads of State Declarations
5 Links with other Policy Processes — two processes were identified for immediate FANRPAN
link up:
= NEPAD’s RE-SAKSS
=  CAADP-COMESA country round-tables.

8. The Balanced Score Card: Linking performance to Mission and Strategy

This session introduced the concept of balanced score card as a method for systematically
dentifying the most important points/issues of leverage for FANRPAN, as well as, the trade-offs
accompanying these issues. The balanced scorecard has four distinctive characteristics:
1. It is a top-down reflecton of the organization’s mission and strategy: It ensures that
local activities and processes undertaken in the name of FANRPAN will be relevant to the
overall strategy.
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2. Itis forward-looking: Itaddresses current and future success: how the Secretariat and
the other FANRPAN structures can improve performancein the next periad.

3. It integrates external and internal measures: It helps managers see where they have
made trade-offs between performance measures in the past and helps ensure that future
quccess on one measure does not come at the expense of another.

4. It helps an organization to focus: a baanced scorecard requires managers to reach
agreement on only those measures most critical to the success of a company’s strategy .

The balanced score card is, thus, a tool that will help FANRAPN respond effectivdy to three key

questions:
a) If wesucceed with our vision and strategy, how will FANRPAN lodk different to its

shareholders and customers; in terms of its internal processes; in terms of its ability to

nnovateand grow?
b) What arethe critical success factors in each of the four scorecard perspectives?

c) What arethe key measurements that will tell us whether FANRPAN is addressing those
success factors as planned?

Figure 3: The balanceScoreCard (A v eson. P, 1998)
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Conclusion

New Branding - The strategic planning meeting was a key milestone in the evolution of a new
“branding” for FANRPAN —a high performance organization bringing a new value proposition to all its
dients, customers and stakeholdas. The need for a revised FANRPAN strategy deives from three
main factors: a new institutional landscape including new demands and oppoartunities; a broader view
of policy analysis; and a SWOT analy sis of FANRPAN as an institution.

Conceptual framework - The strategic planning process was anchored on two conceptual
underpinnings: a 5-stage strategic planning cycle (figure 1) and a 6step policy analysis cycle (figure
2). FANRPAN nexds to engage in a conplete policy analysis cycle: researching and analyzing;
designing and re@mmending; advising strategicall; mediating; denocratizing; and clarifying values
and arguments.

Critical stakeholders - The diversity of FANRPAN stakeholders and clientele often places competing
and ometimes @nflicting claims on FANRPAN. FANRPAN needs © isolate a special category of
“critical sakeholders” — those that directly impact on FANRPAN's existence. The “critical stakenolders”
will provide core support to FANRPAN and significantly influence FANRPAN's strategic plan. FANRPAN

needs © develop a “business plan” with a speific “core” that will be funded by the “critical
dakeholders.”

New Opportunities - The relocation of the secretariat to South Africa has given FANRPAN a new
quality brand and an opportunity for attracting new resources. This new branding needs b trickle
down to the nodes. The changing nature of intemational and regional agricultural trade is an
opportunity for FANRPAN to intendfy its trade-related policy analysisin theregion, aswell as, respond
to national level trade challenges. FANRPAN needsto increase demand for its products — for example
by advertising its services even beyond the region. The increasing demand for capacity building in
policy development in the region k an excellent opportunity for FANRPAN t take the lead. Tracking
the regional polioy commitments and prorouncements — e.g., monioring the quality and quantity of
the Maputo declaration on 10% national spending on agricukure; implementation of CAADP and MDGs
—is an opportunity for FANRPAN to become more rdevant o the RECs and other regional processes.

FANRPAN’s Mission — there was unanimous agreement that the FANRPAN misdon mug be to:
“Promote, influence and facilitate quality agricultural and natural resources policy research, analysis
and dialogue at the national, regional and global levels.” FANRPAN would achieve this mission through
three main channels: generating evidence-based policy options (polcy research); buiding human and
institutional capacity for policy development in the regon (cgacity building); and providing
appropriate policy nformation and advice (onsultation).

Country node model — there was agreement that the Agricultural Conaultatve Forum (ACF) of
Zambia —that currently hosts the FANRPAN-Zambia node —is an excellent nodalmodel. This model is
vay cbs to the CISANET-model in Malawi and the upcoming National Agricultural Forum in
Mozambique — and should be documented and pronoted.

Thematic priorities —participants obsavel that the thematic issues identified in theworkbook could
be collapsed into fewer broad areas — fromwhich FANRPAN could drav thematic issues to address:
= Markets and Trade
Natural ResourceManagement;
Technology Devebpment and Adoption;
Investment and Infrastructure;
Capacity Building for Policy Development;
Agricultural Information Systems;
Food Sewrity;
Monitoring and Evaluation of Regional Policy Implementation
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