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Toward a Strategy and Results Framework for the CGIAR 

 

Introduction  

 The Strategy Team was appointed on April 8, 2009. The teamôs tasks are defined by 

detailed terms of reference, approved by the Alliance of CGIAR Centers.  

 The CGIAR Strategy and Results Framework aimed for here is for the whole system and 

not just some of the Mega Programs. 

 Based on the already defined CGIAR vision and strategic objectives, the Strategy and 

Results Framework will describe how the CGIAR can most effectively use its resources 

to contribute to this vision, and will also address the question of total size of the CGIAR 

needed in the future in order to deliver the international public goods it is tasked for.  

 Developing and defining the CGIAR Strategy and Results Framework and its Mega 

Programs requires an iterative process of analysis and consultation and an evidence-

based, results-oriented approach. 

 While the focus will be to develop the Strategy and Results Framework of the CGIAR for 

the next six years, a long-run perspective for the R&D needs of the coming decades also 

guides the priorities.  

 The process and methodologies used will be well documented and replicable so they can 

serve the Consortium Board in future years when the Strategy and Results Framework is 

revisited and the programs expanded. 

 

Mode of operation 

 The Team is in regular communication by email and teleconferences. It held its first face-

to-face meeting on May 3 and 4, 2009, in Washington, D.C.  

 The Team draws on relevant documents, including those listed in the Terms of 

Reference. 

 Team members had extensive discussions at an Alliance meeting on May 14, 2009. 

 The Team will liaise with relevant groups both inside the CGIAR (including the Science 

Council and various committees, such as the team working on the mock-up Mega 

Programs) and outside the CGIAR (including the private sector, Global Partnership, 

Global Forum on Agricultural Research (GFAR), development investors, and others). 

 

Timeline for completing the CGIAR Strategy and Results Framework 

 

May 2009 

 Presentation of Progress Report No. 3 of the Strategy Team presented to the Alliance. 

 Draft Scope of Work (SOW) developed for modeling and analysis of existing data and 

information to identify areas of greatest need and potential for international agricultural 

research to have an impact, as described in section 2 of the Progress Report. SOW to be 

completed and contracted in early June, will include a Workshop, with first draft of 

analysis to be completed by early July for discussion at that Workshop.  Input from the 

Workshop will be used to prepare another draft, to be discussed at the next Strategy Team 

face to face meeting in late July. 
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June 2009 

 Based on Alliance comments on further work of the team, Progress Report No. 3 

prepared for presentation to ExCo, June 4-5. 

 SOW for modeling work completed and analysis conducted.   

o The basic unit of analysis will be systems, with thought given to agricultural 

system, ecosystems, and social systems, as well as global issues that might not 

arise in the modeling. 

o GIS will be used to overlay on the systems key variables related to CGIAR 

objectives ï poverty, hunger, gender, water constraints, deforestation, climate 

change, etc. 

o The characterization of systems should give a good sense of the major constraints 

and potentials and must be forward looking in terms of population growth, 

poverty trends, climate change, etc. 

 Questionnaires developed to elicit input from scientists and stakeholders information on 

key priorities and likelihoods of progress. Elicitation will draw on Delphi techniques, and 

level of detail needed at this stage is under discussions. A second type of elicitation will 

bring in perspectives from stakeholders on researchable themes that may be very 

important but are not quantifiable in the modeling work (July). 

 A list of scientific leaders and stakeholders, inside and outside of the CGIAR, will be 

complied for use in the July survey of research best bets.  The Strategy Team will consult 

with GFAR in the development of this list. 

 The criteria to be used for determining researchable areas and for prioritizing among 

them will be further refined by the Strategy Team. 

 

July 2009 

 A Workshop will be held in July to review the modeling work and drafts of the 

questionnaires.  The Workshop will include modelers and technical experts from the 

Centers, Strategy Team Members, and a few regional representatives with relevant 

technical expertise in analyzing global/regional food and environmental scenarios. 

 Based on regional needs and potential as identified in the modeling, and discussed at the 

July Workshop, best bets for meeting the CGIARôs objectives will be further refined 

through three pathways: 

o Consultation through the identification of options using questionnaires/surveys of 

scientific leaders and stakeholders, inside and outside of the CGIAR. 

o Additional modeling of options to determine the likely impact of different research 

topics and approaches and engagement of all Centers and others in this. 

o Application of the criteria for selecting and prioritizing among options. 

 The surveys will be sent out in early July so that initial results can be tallied and provide 

input to the late July Strategy meeting. 

 The Strategy Team will meet at the end of July to review the results of the analysis and 

scientific leader/stakeholder surveys to further refine the draft Results Framework and 

related set of results-oriented Mega Programs. 

 

August 2009 

 Based on the modeling work and survey results, the Mega program topics and Results 

Framework, as described in section 4E of the paper will be refined and produced in draft 
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for consultation.  This will include greater detail on the cause and effect links from 

hypothetical CGIAR activities through Mega Programs, results, outcomes/impacts, 

strategic objectives and the CGIAR vision. This work will make clear connections 

between the developing Mega Programs and how they fit within the Results Framework. 

 Consultations will begin, in a coordinated manner with GFAR and others and the TMT, 

on the draft Strategy and Results Framework. 

 

September 2009 

 The draft final report from the Strategy Team, including the Results Framework and 

recommended Mega Programs and a summary of the analysis and consultations 

undertaken will be completed by late September for review by the Alliance.  The report 

will also include recommendations for improving on the methodology for 

designing/revising the Strategy and Results Framework in the future. 

 The report for the Alliance may be a basis for even wider consultation with the research 

and development communities.  

 Revisions and presentation of the draft final document will be made at CGIAR events in 

late 2009 and 2010.  
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1. Objectives, tasks, and approach 

A. CGIAR vision and strategic objectives for framing the Strategy and Results 

Framework 

  

A world free of poverty and hunger, supported by healthy and resilient ecosystems is the vision 

the CGIAR holds for a better future. The CGIAR must contribute to achieving this vision, along 

with partners, stakeholders, and potential beneficiaries.  

 

CGIAR VISION  

To reduce poverty and hunger, improve human health and nutrition, and enhance ecosystem 

resilience through high-quality international agricultural research, partnership, and leadership. 

 

 

The Team will base its work on the approved CGIAR vision paper of June 2008. The Team will 

not revisit the vision nor will it come up with a new vision or strategic objectives. The three 

strategic objectives of the CGIAR, as stated below, start from a recognition that the CGIAR 

focuses on people, especially the poor, women, and the marginalized. The CGIAR takes a broad 

perspective on poverty, reaching beyond $1-per-day income poverty.  

 

STRATEGIC OBJECT IVES 

1. Create and accelerate sustainable increases in the productivity and production of healthy food 

by and for the poor. (ñFOOD FOR PEOPLEò) 

 

2. Conserve, enhance, and sustainably use natural resources and biodiversity to improve the 

livelihoods of the poor in response to climate change and other factors. (ñENVIRONMENT FOR 

PEOPLEò) 

 

3. Promote policy and institutional change that will stimulate agricultural growth and equity to 

benefit the poor, especially rural women and other disadvantaged groups. (ñPOLICIES FOR 

PEOPLEò) 

 

It is recognized that the strategic objectives can only be achieved with the contribution of other 

partners, government actions, and policies. The strategic objectives were designed to address the 

key development challenges facing the poor where the CGIAR has a comparative advantage.  

 

B. Defining the Strategy and Results Framework and the  Mega Programs and attending 

to transition management 

 

Definition of the Strategy and Results Framework: 

 

The results framework presents an organizationôs strategy for achieving its objectives. A 

Strategy and Results Framework details the way in which an organization focuses its work in 

order to achieve its vision via the development of tangible objectives, effective partnerships, and 

measurable results. It includes: 
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 Intermediate objectives that generate research outputs
2
 in support the strategic 

objectives. 

 Expected outcomes arising from outputs, in a cause-and-effect logic with related 

performance indicators. 

 Critical assumptions, specifically regarding financial resources and partnerships, which 

need to be in place in order that the CGIAR generates desired outputs that lead to 

expected outcomes and, ultimately, to impacts on poverty and other elements of the 

CGIAR vision.  

 Defined timelines. 

 

A results framework is not just a tool for initial planning but for continued management. 

Therefore, it needs to have clear procedures, methods, and the flexibility to adjust the strategy as 

research results emerge. Given that the CGIAR is primarily a research organization (and not 

primarily a development organization), an appropriate adaptation of the Strategy and Results 

Framework concept to the characteristics of research, for example, uncertainty of success, is 

necessary as is risk-taking for potentially high-impact, high-risk R&D investments. 

The CGIAR will have direct accountability for delivering its research outputs. Through the 

partnerships it establishes, it will also share with partners the responsibility for achieving the 

expected outcomes arising from its research.  

The Strategy and Results Framework will be developed for the entire system. After analysis and 

consultation, it is expected that a significant portion of current CGIAR activities will fall within 

the Strategy and Results Framework. At the same time, the analysis will likely identify gaps and 

new areas in which the CGIAR needs to develop new activities. Some existing activities that do 

not fit within the Strategy and Results Framework may need to be phased out.  

 

Definition of Mega Programs: 

 

The Mega Programs are an integral part of the Strategy and Results Framework located at the 

intermediate objective level, tied to the strategic objectives through a cause-and-effect logic. The 

Mega Programs can also be understood as the key delivery mechanism for the outputs and 

outcomes of the Strategy and Results Framework with due consideration given to medium- and 

long-term time horizons. 

The Mega Programs should constitute a coherent portfolio that integrates food, environment, and 

policy issues in relation to the CGIARôs strategic objectives and the Millennium Development 

Goals, namely halving poverty and hunger.  

Embedded within the Strategy and Results Framework, the Mega Programs will show the 

quantifiable outcomes and pathways to impacts of CGIAR research. The Mega Programs will 

indicate the range of partners with which the CGIAR will work and share responsibility for 

                                                           
2
 In this description of a Strategy and Results Framework, outputs are the direct results of research, for example, a 

new crop variety, management system, or policy concept. Outcomes are the use of these outputs by intended 

beneficiaries, including national programs or farming communities, while impacts are the effects of those outcomes 

on the elements of the CGIAR vision: poverty and hunger reduction, improvement of human health and nutrition, 

and enhanced ecosystem resilience.  
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outcomes and impacts, both within the agricultural and natural resources domains and in other 

related sectors, such as health, information technology, and education. 

 

The portfolio  of Mega Programs: 

 Constitutes a coherent agenda for the entire CGIAR system that addresses the high-level 

priorities for the CGIAR to meet its food, environment, and policy objectives. 

 Shows the quantifiable outcomes and ultimate impacts which the Consortium can co-

produce and deliver by being accountable with partners for research outputs and 

responsible with partners for outcomes and impacts.  

 Is designed so that each Mega Program is part of the portfolio, with explicit linkages to 

other Mega Programs.  

 Fully integrates gender issues and capacity building in the outcomes and indicators of 

each Mega Program in the portfolio. 

 

An individual Mega Program: 

 Addresses one or more of the three strategic objectives and makes a compelling case for 

results and impacts over time.  

 Is of sufficient scale to deliver high-level development outcomes and/or measurable 

development impacts (with associated development indicators).  

 Shows clear comparative advantage of the CGIAR in leading or catalyzing the research 

given the CGIARôs assetsðphysical, biological, human, intellectual, institutional, 

reputational, collective social capital, and so forth.  

 Effectively mobilizes resources, capacity, and synergies among program partners, both 

within and outside the CGIAR, so that the impact is much greater than the sum of the 

parts. This implies: 

 

o A special focus on ensuring synergies and integration across the CGIAR system 

that mobilizes its unique assets 

o Harnessing of the best of science from outside the system to address high-priority 

development impacts 

o Articulating the mobilization of complementary investments and partners to 

maximize development outcomes and impacts 

 Has a clear impact pathway. Thus, it is accountable, with all research partners, for 

research results and responsible, with a range of other actors, for the delivery systems 

leading to outcomes and impacts. To maximize the likelihood of uptake, partners are 

involved from the design stage. 

 Can be global (thematically or commodity-based) or regional with strong International 

Public Goods elements. 

 Has an investment time horizon of 6 to 20 years, with milestones along the way.  

 Has a simple and cost-effective management mechanism that does not result in a net 

increase in bureaucracy.  

The concrete task of developing and implementing a Strategy and Results Framework for the 

CGIAR system must take account of the systemôs complexity, and the challenge of transition 

management. A transition process of moving from the current system activities to the new 

activities under the Strategy and Results Framework and Mega Programs will need to be defined. 
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This entails the challenge of not only giving due consideration to the complexities of the system 

but also to the adjustment that will be required during the transition. The Strategy Team calls 

attention to the fact that the theoretical and managerial issues of transition management of 

complex systems are generally of tremendous weight. The Team emphasizes a strategy of 

incremental-but-rapid, not big-bang, changes.  

 

2. CGIAR strategy context  

The context for the CGIARôs Strategy includes both challenges and opportunities. These 

challenges and critical drivers of relevance to food security include: 

 population growth (6.7 to 9.0 billion from 2009 to 2050), 

 water and land scarcity, 

 dietary change, 

 urbanization and globalization processes, 

 climate change, 

 new pests and diseases, 

 biofuel production competing with resources, and 

 financial and food price crises. 

Their weights and interactions need to be carefully considered in the Strategy and Results 

Framework.  

Moreover, analysis is needed of what the world might look like in the coming decades with large 

increases in population in certain world areas. The Strategy and Results Framework needs to 

build on foresight regarding food and livelihood issues and emerging technological and 

institutional change, as well as the regional dimensions of these. 

An indication of the challenges with which the CGIAR system is confronted in its aim to reduce 

poverty and hunger can be seen in patterns of:  

 population distribution in the future (map 1 and Annex A),  

 the prevalence of hunger today (map 2),  

 the key role of agricultural production systems (map 3), 

 spread of technology (e.g. biotechnology) (map 4). 

 environmental sustainability (map 5), and 

 the limitations of governance-related performance (map 6). 

Further indicative mapping of other issues, including climate change impacts, increasing scarcity 

of natural resources, and expanding utilization of new technologies (such as genetically modified 

crops) may be considered in future versions of this paper.  

The maps included in this report at this early stage of the Strategy work are merely indicative 

placeholders and shall be much more refined and detailed as the analytical work progresses (see 

Chapter 4). Nevertheless, these maps provide an indication of the issues that will need to be 

addressed in more refined ways over time in relation to one another regarding the threats and 

opportunities in the global food and natural resource systems.  

The world is ever changing due to interactions between biophysical factors including climate 

change, water scarcity, land degradation, population growth (especially in the poorer countries), 

and a wide range of market forces that together determine the current and future distribution of 

the poor and hungry.  
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It is critical that the CGIAR be able to predict the potential consequences of such global changes 

and use research to provide effective responses including adaptive management strategies and 

options for policy responses that maintain and increase food production while sustaining the 

natural resource base and environment, It must also explore options that facilitate access to food 

and improved nutrition by the poor. These factors establish the overall context of the CGIARôs 

Strategy and Results Framework. 

It is clear from these maps that a regional perspective of the diverse innovation needs and 

opportunities in the different regions will be required.  

Set against this analysis of future need must be an analysis of future opportunity, which will arise 

from new technologies and new institutional structures. Both, the institutional and technological 

context in which the CGIAR operates is changing. The private sector innovation in agricultural 

domains is rapidly growing. Business and civil society organizations are increasingly aiming to 

include poor consumers and producers into their strategies while a decentralization of 

government changes the reach of public actors. Biotechnologies are offering new opportunities. 

Information and communications technology change the scope for knowledge transfer and the 

level of inclusion of the poor in value chains. Emerging technologies and policy frameworks 

arising out of energy scarcity and climate change will alter opportunities and incentive structures 

in the food and agricultural system. 

 

Map 1: World population: Countries resized relative to population in 2050 

 
Source: Worldmapper 2009.  
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Map 2: World map of hunger: 2008 Global Hunger Index (GHI) by severity  
 

 
Source: von Grebmer et al. 2008.  

 

 

 

Map 3: Agricultural p roduction 

 

 3a. Countries resized relative to cereal production (tones) 2008 
 

 
Source: Mapping Worlds 2009. 
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3b. Tropical livestock unit density 

 
Source: Thornton et al. 2002. 

 
 
 

Map 4: Spread of biotech crops 

 

Source: James 2009. 
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Map 5: Current areas of physical and economic water scarcity 
 

 
 Source: Comprehensive Assessment of Water Management in Agriculture 2007. 

 
 
 

Map 6: Governance quality  

 
Source: Kaufmann, Kraay, and Mastruzzi 2008. 

 

 


