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RMG Strategy
Purpose

· Research quality poses a continuous challenge in our business of doing research for development
· Rapid changes are taking place in the system: increasing breadth, increasing complexity, large projects with many interacting components, many partners. Multidisciplinary and multi-scale approaches becoming standard.
· More accountability as we are paid from development budgets and scrutinised more carefully.
· No time or mechanisms for self correction of science – scientists and projects are expected to produce ‘good’ results now. There is no time for future researchers to discover and correct flaws and errors.
· There are many dimensions of ensuring high quality research, and much Centre management is concerned with this. We focus on methods.
· Why methods: scientists are no longer experts in everything they do. Much commonality in principles and processes between diverse areas
· ESA integration provides the right climate for a joint unit, and integrated work in ESA will need coherent methods support.
Scope

· By ‘research methods’ we mean the tools and approaches for planning, and evaluating research, designing and analysing studies, and managing the resulting data.
· It is much broader than ‘biometrics’, with applications across sciences including social science

· Includes approaches and context 

· Example: embedding research in development activities

· Four areas for particular attention: research quality processes, study design and analysis, data management, spatial data. 
· A fifth area is capacity building in the region, as something a ‘centre of excellence’ can not ignore, when it is located in the region with acknowledged profound weaknesses.
Vision

‘Research teams’ meeting objectives through research of the highest quality….allowing them to contribute to innovative, effective, sustainable solutions to substantial development problems.
Mission: Provide support needed through a group which is valued, efficient, flexible, adaptive, and evolving. 

Long term: a group that is able to provide valued support to all those working on the integrated ESA programme, and recognised as the supplier of choice.
Goals
1. Centres using research planning and implementation procedures that are aligned with the needs of continued quality improvement.

2. Research teams have access to the technical skills and tools needed to design and analyze high quality research studies, with facilities continuing to meet the evolving needs. 
3. Centres using research information and data management policies and practices that maximize the long term value of research data. 

4. Sharing of generated spatial data products with partners and public as an IPG. Research and development projects using spatial information optimally.

5. Encouraging and supporting strategies to improve capacity for quality research within the East Africa region generally.

For who

· Staff, students and partners

· ILRI  and ICRAF worldwide

· Other centres that join
· The integrated ESA program of AARESA
· ESA generally (NARS and individual scientists committed to improving research for development)
Approaches

[Strategic approaches used to achieve the 5 Goals, with the key challenges they are designed to tackle. Note there is no 1-1 correspondence between challenges and approaches]
	Goal
	Key Challenges
	Approaches

	Research quality systems
	· Research processes often shortcut, particularly initial stages of problem analysis, due to the donor climate and need to respond to opportunities. Lack of realistic assessment of what might be achieved
· Ad hoc systems for planning, monitoring and reviewing projects
· No standards or common practices for documenting research processes and results

· Policies defining institutional approaches to research quality not in place or not followed

· Mixed messages to scientists about real priorities – science, development, just bringing in money,…
· Everyone is over stretched, hence resistant to anything that looks like extra unproductive work 
	· Learning from best practice in other industries and institutes
· Designing systems for improved planning, monitoring and review. (Harmonised across centres and between planning, monitoring and reviewing)
· Designing and using systems which are widely seen as helpful rather than a burden or intrusion
· RMG as coach not referee – developing systems with projects, producing guides, training, mentoring,  providing advice to senior management 

· Keeping research and research quality on the agenda of our institutes
· Introducing all students attached to the centres to the research process and what it takes to deliver quality results


	Design and analysis
	· Ad hoc involvement of RM specialists in design of studies 
· Limited support given to outreach stations

· Range of quantitative approaches needed and used is ever-growing – hard for a small group to keep up

· RMG tends to be used when a problem emerges rather than as part of the team. Hence we often know little about the background to a project

· Lack of awareness on the part of research groups as to the potential of RMG in their work
	· Being part of research teams, involved in planning, implementation, analysis and reporting
· Compiling and evaluating tools and guides to help scientists

· Facilitating access to newer research methods by training, developing guides,….
· Keeping lists of experts in particular methods both inside and outside the centres that can be linked to projects
· Identifying emerging priority methods needed to support the research and developing the expertise necessary.
· Designing statistical software policies and supporting key products

· Building networks with outreach stations

· Building technical skills of staff, students and partners.

	Research data management
	· Value of research data limited by not maintaining high quality archives
· Inefficient data processing due to poor understanding of management needs

· Data and other research documents not linked 

· Data vulnerable due to poor documentation, inadequate backup, few people who know about any dataset,…

· Projects with multiple partners often have no clear data ownership and sharing policy

· Technical tools to help in RDM not known or adopted

· All the above compounded by distributed research sites and teams

	· Develop aligned data management, ownership and access policies
· Assist all projects with integrated data management strategies that meet immediate and long term needs

· Provide tools and approaches to help technicians, scientists and managers assess and improve their data management
· Help centres establish and maintain long term research data archives

· Build mechanisms for allowing outreach scientists to be fully integrated into data management practice
· Create means of monitoring use of our data and getting feedback

	Spatial
	· Spatial, temporal and thematic redundancies and gaps in datasets at both local and global levels.
· Spatial information not well used when designing and implementing projects

· Spatial data products are not always available to users outside the institutes

· A wide variety and ever increasing range of software, much of it expensive, is needed in order to process spatial data.

· Spatial analysis needs continue to evolve and RMG and other analysts need to keep up

· Restrictions on access of data to users outside the two centres due to existing IT policy


	· Merging spatial databases and building common catalogues of data holdings to improve quality and delivery and reduce costs
· Spatial analysis services to research partners demonstrated and promoted
· Using web based GIS as an international public good delivery platform
· Rationalise software licensing across the institutes and investigate use of open source alternatives

· Diagnosis of the institutes and partners priority capacity needs of which are not met by other suppliers, and development of efficient means of meeting them

	Regional Capacity
	· Capacity of NARS to conceive and implement useful research often limited by experience and resources

· Universities use traditional teaching methods that do not develop innovation and critical thinking  

· Resources for using newer methods not known or used

· Capacity building in NARS often limited to demanding provision of training courses and the perceived training needs do not always match the real needs


	· Not just focusing on statistics and data management, but covering the whole research process from initial problem analysis to publication of research results and their impact.

· Also including topics such as gender, ethics, fraud and misconduct, research as a social process

· Not only working with biometricians, lecturers and supervisors, but also directly with a mix of researchers, students and relevant staff of government departments and development NGO’s
· Not going into the politics of changing the educational system, university reforms etc. but trying to motivate individuals how to  do things differently within the “lousy system”

· When working with lecturers and supervisors, stimulate them to think about different ways of teaching and interacting with students

· Distribute training and teaching resources in the most appropriate and cost-effective way (as much as possible for free) so that others can use them in their teaching and training.

· Also distribute training and teaching resources that exist already but are not widely known.



	Operating the RMG
	· Competitive centres

· Traditional narrow view of the role of biometrics both  inside and outside our centres acts against engagement with research teams
· Development agenda removes research focus few have a clear vision of  ways of blending the two

· Funding support services with diminishing core

· Working across 3 campuses and many outreach sites
	· Single unit

· Responsive to needs

· Adding value not policing

· Becoming part of research teams, involved in all stages and budgeted

· Advertising services, keeping all staff up to date with what we do
· Professional development of RMG staff to meet new challenges in emerging areas


How
· The RMG will is a joint, self-managing unit serving the needs of both ICRAF and ILRI.  ILRI and ICRAF management appointed an Advisory Group to oversee the RMG and appoint the head of the RMG. The RMG operates within the policies of ICRAF and ILRI as appropriate
· RMG has divided activities into 6 work areas:

	Research quality systems

	Project and study design 

	Data management

	Data analysis and reporting

	Training and Capacity Building

	Administration


Each has a leader responsible for developing work programs and monitoring results

· Devolved responsibility, expecting all staff to manage their own workloads, client contacts, etc
Staff

The human resources will be staff of centres who are allocated to work in the group. Centres will demonstrate commitment by allocating staff to work for it. Initially these are the biometrics, data management and GIS/RS service staff of the two centres.
In future we anticipate further human resources from: 

· Staff hired through project funded initiatives.

· Staff seconded to the Group from ICRAF and ILRI projects.

· Staff seconded to the Group from elsewhere. These may be NARS scientists seconded as part of capacity building strategies, or ARI scientists working on methods development.

Funding

Funding for RMG will come from several sources. These include:

· Budget lines of projects with large or special requirements

· Overheads charged to projects
· Core funds
· Special projects initiated by the group

Some of the work, such as that on research quality, is at an instructional level and is service that has to be supported from core funding. Support to funded projects will be paid for by those projects, the RMG operating with an approved chargeback policy.

The long term funding strategy will be developed to match clients’ requirements, but we anticipate this diversity being maintained, perhaps with varying proportions. The principle throughout will be that participating centres get the services they pay for. A practical, low overhead method of monitoring this, by type of service provided, will have to be devised. 
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