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Objectives for today

ÅUpdate you on Consortium 
development

ÅShare current Alliance thinking

ÅSolicit your feedback
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Where we are

Key
meetings

Phase II: Detail
organization and 

strategy

Phase I: Set direction
and governance

Phase III: Continue to 
implement

Feb 2009 June 2009 Jan 2010

May 
11ς13

Alliance 
(Rome)

June 
4-5

CGIAR 
ExCo 
(Cali)

Dec
Business
meeting

Continuous change management, consultation and communication

Key
deliverables

ά.ŜƭƛŜŦǎ !ǳŘƛǘά

Consortium responsibilities
and roles.

Constitution, and CEO JD

Finalize Constitution,
Appoint Consm Board

Design shared services 
organization

Detail and start up 
Consortium Office

Transition roadmap

Transition and hire staff

Create legal entity

Become fully operational

March 
GCARD

April 29ς30
CGIAR 

informal 
donor 

workshop 
(London)
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Phase I

Maputo 

reform 

document

Beliefs audit

Possible high-level 

Consortium models

Based on Maputo, beliefs audit, 

potential value add and BCG expertise
Current draft 

Consortium 

model

Key questions on 

Consortium design

Discussed for stakeholder input

(including London donor workshop, 

on-line consultation, Alliance meeting)2009-04-29 Cons update for London mtg-Common format.ppt

Beliefs audit indicates general belief in value-add; on specific 
value-add, many favorable though there is variability

Note: Opinions based on BCG interpretation of statements during qualitative interviews
Source: Beliefs audit interviews with Alliance DGs, Board Chairs, and select DDGs (n=34), FebruaryςMarch 2009

Expected Consortium value-addExpected Consortium value-add

Political 
influence

Funding

Cost 
efficiency

Reduced 
bureau-
cracy

Research 
impact

Talent

Improve cost efficiency at Center level through shared functionsand 
research platforms

Represent the CGIAR system as a single voice to the outside world

Align and improve engagement with donors

Focus research activity around a single strategic agenda

Reduce transaction costs through consolidation of donor relations and/or 
reporting

Improve speed and effectiveness of decision making

Streamline system office and reduce central overhead costs

Increase overall and unrestricted funding 

Improve overall research impact

Create a CEO/ED position that will attract a prominent leader with access 
to policy conversations at the highest level

Increase responsiveness of shared functions/services to Centers

Consolidate Center footprint to decrease duplication and improve
efficiency

Pool talent development to increase CG attractiveness for top scientists, 
resulting in higher retention and recruitment levels

Not mentioned 

Tend to disagree

Neutral

Tend to agree

7525 1000 50

Interviewees (%)

Interviewee opinionsInterviewee opinions

Improve collaboration at project level by decreasing competition
for funding

Improve collaboration at the research level, within the CG and 
with partners 
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DRAFT: Work-in-progress
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Three potential Consortium models: High-level summary

Conceptual 
model

Primary 
goal

Driver and integrator of 
research agenda

Driver and integrator of 
research agenda Service allianceService alliance

Center 1 Center ...Consortium

Center 3

Center 2 Center 1 Center ...

Consortium

Center 2

i iii

Drive strategic agenda 
and manage Centers' 
execution ofresearch

Performance 
manager

Performance 
manager

Center 1 Center ...

Consortium

Center 2

ii

Drive high-level 
strategy and monitor 
strategic results 
framework

Improve cost efficiency 
and reduce bureaucracy

These models represent the range of current opinions;
all workable but will produce different outcomes

DRAFT: Work-in-progress
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How are decisions made on strategy/SRF/Mega Programs?

1

Consortium Board develops and 
finalizes strategy, in consultation 
with Centers, Fund and Partners

Final decision on CG 
strategy/SRF/MP portfolio is 
made by collective of Center 
representatives
(ie, current Alliance)

Proposed optionProposed option Alternative 1Alternative 1

Summary

Preference in 
April Alliance 
consultation 
calls

Donor view 

expressed in 

April 

informal 

workshop

ÅStrong agreement with proposed option

ÅAlternative 1 was generally perceived as status quo

Reflected in 

Constitution



2009-06-04 ExCo Consortium update-v4.ppt

A workable model

ά¢ƘŜ !ƭƭƛŀƴŎŜ ǳƴŀƴƛƳƻǳǎƭȅ ŀƎǊŜŜŘ ƻƴ ŀ ŘǊŀŦǘ ƻŦ ǘƘŜ 
/ƻƴǎǘƛǘǳǘƛƻƴ ǘƻ ŎŀǊǊȅ ŦƻǊǿŀǊŘ ŀǎ ŀ ǿƻǊƪŀōƭŜ ƳƻŘŜƭέ

ÅNot yet deliberated by most Center 
Boards
ÅRequires the other pieces too to make a 

responsible decision. 
ÅCenter due diligence is obligatory
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¢ƘŜ άtŜǊŦƻǊƳŀƴŎŜ aŀƴŀƎŜǊϦ ƳƻŘŜƭ

Conceptual 
model

Primary 
goal

Driver and integrator  
of research agenda Service alliance

Center 1 Center ...Consortium

Center 3

Center 2 Center 1 Center ...

Consortium

Center 2

Drive strategic 
agenda and manage 
Centers' execution 
of research

Performance 
manager

Center 1 Center ...

Consortium

Center 2

Drive high-level 
strategy and monitor 
strategic results 
framework

Improve cost 
efficiency and reduce 
bureaucracy

A Single Corporation "Alliance Plus"

Lean, but with 
significant leadership 

role and fiduciary 
responsibility.
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¢ƘŜ άtŜǊŦƻǊƳŀƴŎŜ aŀƴŀƎŜǊϦ ƳƻŘŜƭ

Significant decision-
making authority in 

leadership and cross-
coordination, ultimate 

responsibility for 
achieving results for 

the CGIAR as a whole, 
while leaving research 
expertise in Centers.
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¢ƘŜ άtŜǊŦƻǊƳŀƴŎŜ aŀƴŀƎŜǊϦ ƳƻŘŜƭ

ά¢ƘŜ 9ȄŜŎǳǘƛǾŜ .ƻŀǊŘ ƛǎ 
responsible for the 
management of Rabobank and 
its affiliated entities. It develops 
policy and strategy, ensures 
compliance with banking 
regulations and law, organises 
financing, and takes ultimate 
responsibility for achieving the 
objectives of Rabobank Group 
ŀǎ ŀ ǿƘƻƭŜΦέ

Genuine Excitement
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Key elements of the design
ÅThe roles of the Consortium:

a. How are decisions made on strategy/SRF/Mega 
Programs?

b. What is the Consortium's role in fund allocation?

c. How are Mega Programs and Partner relations managed?

d. What is the Consortium's role in organizational redesign?

ÅHow is the Consortium Board selected and what is 
its composition?

ÅWhat is the Centers' role in the Consortium?

ÅWhat is the role of the Consortium CEO?

1

2

3

4
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A workable model

ά¢ƘŜ !ƭƭƛŀƴŎŜ ǳƴŀƴƛƳƻǳǎƭȅ ŀƎǊŜŜŘ ƻƴ ŀ ŘǊŀŦǘ ƻŦ ǘƘŜ 
/ƻƴǎǘƛǘǳǘƛƻƴ ǘƻ ŎŀǊǊȅ ŦƻǊǿŀǊŘ ŀǎ ŀ ǿƻǊƪŀōƭŜ ƳƻŘŜƭέ

What should go in a constitution?
ÅIs it appropriate?
ÅDoes it tie the Consortium 
.ƻŀǊŘΩǎ ƘŀƴŘǎΚ
ÅAre the checks and balances 

in place?

Examples: CEO detail, Committees, Members rights

The legal language of a constitution 

does not and cannot capture the 

richness and scope of operational 

intent
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How are decisions made on Strategy/SRF/MPs?

ÅConsortium Board develops and finalizes strategy, 
in consultation with Centers, Fund and Partners

ÅReflected in Constitution in Articles 2.2 (line 57-
60), 6.4 (line 257-258), 6.5 (line 310-311); e.g. line 
310-311 on Consortium Board deliverables: 

ïFinal approval of Consortium objectives, strategy, 
Strategic Results Frameworks, Mega Programs (...)

1a
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What is the Consortium's role in fund allocation? (I)

ÅThe Fund primarily allocates funds across MPs

ÅConsortium Board primarily makes allocation 
decisions within MPs

ÅCenters funded through MPs and any other Fund 
windows; may also seek bi-lateral funding

ÅConsortium Board to collaborate with the Fund to 
develop more detailed funding framework

ïto determine additional funding windows for Centers, how 
Consortium Office is financed, etc.

1b
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What is the Consortium's role in fund allocation? (II)

ÅReflected in Constitution in Articles 6.4 (line 259-267) 
and 6.5 (line 311); e.g. line 259-264 on Board roles 
and responsibilities:

ïDevelop a framework for funding, in cooperation with the 
Fund, to structure funding flows to address programmatic 
and structural financing needs

ïDevelop proposals to funders regarding allocation of funds 
across Mega Programs (...)

ïReview and approve fund allocation within Mega Programs 
(...)

1b
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How are Mega Programs and 
Partner relations managed? (I)

ÅConsortium Board appoints Member Center(s) to 
lead MPs and coordinate the participation of other 
Centers and Partners

ÅConsortium Board/Office role is focused on 
performance management

1c

ÅSet up and use performance/ progress measurement tools

ÅEnsure best practice sharing across MPs

ÅCoordinate MP interdependencies/ overlaps, e.g. in Partner 

relations

ÅMonitor MP development, MP scope , etc. and determine timely 

interventions (e.g. align with SRF or change SRF)
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How are Mega Programs and 
Partner relations managed? (II)

ÅReflected in Constitution in Articles 2.2 (line 69-
73), 6.4 (line 272-280) and 9 (line 410); e.g. line 
273-280 on Board roles and responsibilities:

ïAppoint lead Members as delegated managers of Mega 
Programs (...)

ïReview and endorse Mega Program proposals including 
budget, project structure, performance measures, 
progress-tracking and reporting process

ïEnter into performance contracts with all Members 
involved in execution of the Mega Programs

ïMonitor Mega Program performance and decide on 
(dis)continuance accordingly

1c
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What is the Consortium's role in 
organizational redesign? (I)

ÅConsortium conducts analysis regarding organizational 
changes, including potential Center consolidation

ÅConsortium Board makes recommendations

ÅCenter Boards have formal authority to decide how to act 
on recommendations

1d

To give the Consortium Board constitutional authority to 
directlycompel Center consolidation would effectively 

require the formation of a single corporation (and thus the 
dissolution of Center Boards)

Current model invests significant informalauthority in the 
Consortium Board and Fund, through their ability to direct 

funding and Mega Program participation




