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List of study units 
covered in the rmodule: 

Study Unit 7. 1. 
Financing research 
programs and 
organizations 

Study Unit 7.2. 
Developing and 
evaluating research 
proposals 

Study Unit 7.3. 
Preparing budgets 

Study Unit 7.4. 
Managing funds 

Study Unit 7.5. 
Promoting research 
programs with funding 
agencies 

Financing and Budgeting 

Some of the most d;fTiwlt problem, f,e;"g ",,",eh m'"'g'" 
arise from the need to procure and allocate the resources needed to 
support the planned program of research. Forestry research is 
rarely well funded . Often a significant fraction of the manager's 
time is spent in developing budgets, justifying resource programs 
and needs to current funding sources, and developing relationships 
with potential new sources of funding. The success of research 
programs depend strongly on how well managers carry out this 
critical responsibility. The best laid plans in the world are of little 
use if funds are not available to implement the planned activities. 

In this module you will find out about potential sources of funding 
for forestry research programs and research organizations. You 
will find some helpful suggestions on developing, writing, and 
evaluating research proposals, essential skills needed by 
researchers and research managers worldwide. You will learn 
about ways to prepare and manage budgets to support your 
planned program of work. Finally, you will learn about the 
importance of promoting or selling your research programs so as 
to address the special concerns of funding organizations and attract 
additional funding . The five study units in this module will help 
you deal with the problems you will encounter as a manager of 
forestry research in funding and implementing your research 
program. 
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Skill & 
Knowledge 
Assessment 

Module 7
Financing and 
Budgeting 

If you would like to find 
out how much you 
improve your skills and 
knowledge by studying 
this module, we suggest 
that you complete this 
exercise before 
beginnning the module. 
This will establish your 
current level of skill and 
knowledge about the 
topics covered in this 
module. At the end of 
the module there is an 
identical skill and 
knowledge assessment 
form which you can 
complete once you have 
finished the module. By 
completing and 
comparing the before 
and after assessments, 
you can determine the 
extent to which you 
have improved your 
skills and knowledge. 

Below are listed a number of skill and knowledge statements 
derived from the objectives of the study units in this module. 
These are identical to those listed for this module in Study Unit 
0.3 - Self-assessment of Training Needs, which you may have 
completed initially to guide your course of study. Please read 
each statement careJidly and indicate with a checkmark the level 
that best describes your current skill or knowledge, from 1 to 5, 
using the following descriptions: 

1 cannot perform this skill, or 1 have not been exposed to the 
information. 

2 1 cannot perform this skill, but have observed the skill or have been 
exposed to the information. 

3 1 can perform the skill or express the knowledge with assistance {rom 
others. 

4 1 can perform the skill or express the knowledge without assistance 
(rom others. 

5 1 can perform th e skill or express th e knowledge well enough to 
instruct others. 

Skill or Knowledge Statement 

Your Level of Skill or 
Knowledge 

1 2 3 4 5 

a) Describe the advantages and disadvantages of 
long-term core funding and short-term project 
funding . 

b) Recognize the variety of sources from wh ich 
research funding is obtained. 

c) Structure and outline funding requests and 
proposals to address both the requirements of 
the funder and your own research institution. 

d) Describe a procedure that can be used to 
evaluate proposed resea rch projects and 
programs. 

e) Develop appropriate budget formats for research 
programs, projects, and studies. 

Q Use a matrix approach to cope with dual budget 
systems. 

g) Recognize potential problems encountered in 
annual budgeting. 

h) Understand the importance of closely monitoring 
expenditures in managing accountability in the 
use of funds . 

i) Recognize the need for and importance of 
period ically reconciling planned (budgeted) and 
actual expenditures. 

j) Explain the importance of marketing your 
research program and capabilities. 

19 Develop astrategy and plan for influencing 
potential funders of research . 
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Objectives 
When you have 
completed this study 
unit you should be 
better able to: 

• describe the 
advantages and 
disadvantages of long-
term core funding and 
short-term project 
funding; 

• recognize the variety 
of sources from which 
research funding is 
obtained; and 

• identify potential 
sources of additional 
funding to support 
your forestry research 
program. 

Financing Research 
Programs and Organizations 

te implementation of forestry rese"'" reqnites money. YOnt 
organization's research funding may come from a variety of 
sources; some may be associated only with specific projects 
("soft" or "project" funds) ; some may be allocated to maintain the 
basic operations of your organization ("hard" or "core" funds). 
Most likely your organization's funding will be composed of some 
combination of hard and soft money. 

It is probably no surprise that much of your time as a manager of 
research may be spent seeking funds or developing and 
administering budgets . With this in mind, we designed this unit to 
help you improve your knowledge of the variety of existing 
funding sources. We also stress the important roles of long-tem 
and short-term funding as part of your organization 's overall 
funding portfolio. We'll also help you identify potential sources of 
funding for your own organization. Finally, you'll learn of some 
problems and pitfalls commonly experienced when research 
programs are supported with funds from multiple sources. 

Financing Research 
Programs And 
Organizations 
Obtaining adequate funding to 
support desired research 
programs is becoming a major 
problem for forestry research 
managers in many developing 
countries. For example, 
government appropriations for 
the Forestry Research Institute 
of Nigeria (FRlN) dropped 
from the equivalent of US$I 0.9 
million in 1981 to US$0.2 

million in 1991 (Odeyinde and 
Abu 1992). FRlN has been 
forced to find other sources of 
funding to support research 
programs, including the sale of 
construction materials and 
other products produced by the 
institute , sale of consultancy 
services to industry, special 
research projects for other 
government agencies, and 
international donor agencies . 

According to avai lable survey 
results (Gregersen 1984), some 
10 to 15 percent of total 
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administrative time in developing country forestry research 
organizations is spent seeking funds. In many forestry research 
organizations, with less assured levels of funding, the time spent in 
seeking additional sources of funding may far exceed this. Seeking 
and cultivating new funding sources is a critically important part 
of the forest research manager's job. 

Funds needed to maintain the basic operation of a forestry research 
organization are called core or hard funds. For governmental 
organizations, these funds are usually obtained through the 
appropriations process . Additional funding may be obtained to 
operate specific projects for limited periods of time; this we call 
project or soft funds. In either case, some of the funds obtained 
may be tied or committed, and some are discretionary, in terms of 
the administrator's ability to shift them from one activity to 
another. 

Tied or committed funds are those that are earmarked for specific 
expenditure items, e.g., salaries of the permanent employees, 
monies granted or appropriated for specific buildings or 
construction, and various types of basic operating costs. 
Discretionary funds are those which can be allocated by research 
administrators at their discretion . They can be devoted to a variety 
of activities, depending on the needs and timing of such needs. 
Most managers maintain some discretionary funds in a 
contingency account to be used to meet unforseen expenses, such 
as unanticipated increases in costs, breakdown of essential 
equipment, storm damage, or any number of other contingencies. 

Need for Core Funding 
All forestry research organizations (FROs) need some long-term 
core funding to ensure their stability and sustainability through 
time. In order to attract and hold high-quality researchers, one 
needs to be able to make long-term commitments of resources over 
a period of several years. Long-term research, such as many 
growth and yield studies , hydrologic research, or broad ecological 
inventories, which may take a decade or more to complete, require 
a stable source of funding. It may take years to build up a 
competent staff of research scientists who have the capability of 
conducting a program of high-quality research in a particular area . 
Core funding is needed to support such long-term development of 
professional capabilities. Core funding also is required to 
maintain tbe research infrastructure and research support services 
that forestry research installations require. 

In most cases, core funding is obtained from the higher authority 
that governs the FRO, e .g. , a ministry, tbe university 
administration, or some other national-level decision-making body 
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--' in the case of independent research institutes. A good rule of 
:~j thumb is that core funding should not fall below 30 percent of total 

funding, or the organization will find itself in a vulnerable e ' 
position. Core funding around 50 percent is preferred and 60 
percent or more can be considered to be comfortable in terms ofE, I 
organizational survival and long term operation. In fact , however, 
many FROs are forced to operate with only 15 to 20 percent coreE funding. In some cases, as much as 90 percent or more of the core 
budget is tied to salaries and related fixed expenditures. Major

~. adjustments can come only through retirements or resignations, or 
through the transfer or dismissal of personnel. 

~. 
It is risky to rely upon short-term project-based funding in the 

E, 	 hope that such grants will be renewed repeatedly. Funders of 
short-term projects frequently are unwilling (or unable) to commit 
funds over a long period of time. Often they seek to fund projects E= 
that can create a highly visible product within a short period of 
time. Program emphasis can shift to entirely new fields of interestE 
and support, cutting off funding for projects previously supported. 

~ , i _ Then too, sources of funding may not match the research priorities 
developed in strategic planning. The resulting program ofI individually funded projects may be more a collection of diverse 
independent studies, than a coherent program to address national E~i' 
needs . 

E·~ 
Developing a sound, detailed funding plan is particularly critical ~r 
for the FRO operating on a small core budget in relation to total If ~i ~ funding. To keep the FRO running smoothly over time, advance ~ ;,I 
planning of funding and projects is essential. The governing body

-- of the FRO needs to be fully informed about the ratio of core to 

soft funds, so it can make appropriate decisions concerning future 

budget allocations. Contradictions in policy may arise and have to 

be resolved. On the one hand , policy may encourage acceptance 

of new project funding when it becomes available from outside 

sources; on the other hand, policy may require core funding to be 


-

- at some specified level in relation to soft funding, and that 


minimum ratio would preclude acceptance of more outside 

contract research. The governing body either can change policies 


-
 or it can increase core funding to let the FRO grow. 


In almost all cases, a public FRO has to submit a budget request 
for at least part of its funding to some higher governmental- authority. In some cases, the budget prepared by the FRO is 
submitted in total to the appropriate authority (ministry, - department, planning commission, etc.). That authority then 
decides on the funding level , given other budget requests. The-iii 
budget is, essentially, the funding plan in this case. But in other 
cases, the FRO will have to prepare separate budget requests for a - number of different potential sources of funding. In this case it 

-
~ 
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-
also will need a separate annual budget which consolidates all 
sources in relation to their application to funding needs. A matrix 
with funding needs as row or line items and sources as column 
headings can be a useful tool for keeping track of sources by 
needs. 

Potential Sources of Research Funding -
Most FROs obtain some funding through sources other than a 
regular government budgeting process. Table 7.1.1 provides 
information on sources of funding for FROs, based on a survey of 
both developing and developed countries (Gregersen 1984). It is 
interesting to note that on the average, forestry research 
organizations in both developed and developing countries obtain 
roughly 60 percent of their funding from regular budget 
appropriations, about 25 percent from public grants or contracts 
for specific projects, about 10 percent or so from private grants 
and contracts, and the rest from miscellaneous sources. 

Table 7.1.1. Percent of funding obtained from va rious sources by forestry 
research organizati ons in developed and developing countries, by type of 
organization and region. 

•..... 
Type and Location ot 

Organization 

Regular 
budget 

appropriations 

Private 
grants or 
contracts 

Public 
grants or 
contracts Other 

Number 
of cases 

Government 76.0 3.9 16.8 3.3 65 

University 40.1 18.5 40.4 10 45 

Other 39.0 212 23.4 16.4 7 

Developed 
countries' 

59.4 10.7 273 2.6 70 

Developing 
countries 

59.3 10.8 25.6 4.4 44 

Europe 55.2 9.6 315 3.7 48 

Latin America 465 10.7 36.4 6.4 18 

Asia (developing) 79.5 6.1 12.1 2.3 13 

Asia (developed) 68.8 15.1 16.1 0 14 

Africa 56.5 15.8 23.9 3.8 13 

Mideast 86.9 18 11 .3 0 3 

North America 69.0 9.2 21.8 0 8 

Source: Gregersen 1984 . 

• "Developed" includes Europe, Asia-developed, and Canada. 

"Developing" includes Latin Ameri ca, Asia-developing, and Africa . 

Often, research managers or administrators rely primarily on ~ 
traditional sources of funding, and fail to take advantage of some 
of the more nontraditional funding sources that might be available ~ 
to support their research programs. In some cases, of course, they 
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have no choice: they are restricted by law or regulation to specific 
sources. However, in most cases they have some flexibility to go 
out and seek additional funding from nontraditional sources. 

Since many sources are restricted to one kind of activity or 
another, proposals have to be matched to sources quite carefully. 
A danger is that FROs may develop proposals that fit the 
specifications and interests of potential source institutions, but not 
the real needs of the FRO or the nation which it represents. 
Hopefully, funding plans can be developed to fit the funding 
objectives of a potential source without compromising the basic 
goals and needs of the FRO. 

Table 7.1.2 (adapted from McGaughey and Gregersen 1988) lists a 
number of potential sources and mechanisms for generating funds 
and financing forestry research. Out of this list, the research 
manager may find only a few sources that appear to have 
immediate potential. However, other sources can be pursued over 
time. In many known cases, there is joint funding of forestry 
research by several sources, including, for example, national 
public agencies and bilateral international donors. In such cases, a 
joint funding plan needs to be developed which specifies each 
funder 's share of the total and the responsibilities of the forestry 
research organization in relation to each funder. 

Of the potential sources for research funding listed in table 7.1.2, 
the most likely ones to support public forestry research are: public 
sources internal to the country, public external sources 
(international bilateral and multilateral), and private external 
sources such as foundations and nongovernmental organizations 
within the country and international nongovernmental 
organizations. For a selected listing of some national and 
international organizations that are potential sources of funds for 
forestry research projects and programs, see appendix 7.1. The 
international sources deserve special comment. 

International bilateral and multilateral public sources 
Many FROs depend heavily on foreign sources of funding. Based 
on available surveys, percentages range from 40 percent 
international funding in the case of Africa to 5 percent in Asia. 
Overall , it is estimated that some 20 to 25 percent of public 
forestry-related research in developing countries is funded by 
international donors. The proportions vary widely among FROs, 
but the point still remains: international funding of forestry 
research is important, and some effort needs to be devoted to 
developing strategies for obtaining international funding. 





Integrating internationally-funded research into the overall 
program of a FRO in a developing country can be a significant 
challenge. Quite often, research funded by international agencies 
is much better supported than the domestic component of a 
program, thus leading to potential jealousies among personnel. 
There also is the potential danger of isolation and lack of 
integration in the overall program, and of pressures from outside 

~~ i 	 to shape and direct the foreign-funded research in ways not 
particularly compatible with the FRO's overall research plan. The~ ,. 
research manager has to face these challenges without 

~ J compromising the overall strategic plan for the FRO. From a very 

-
early stage the manager has to start planning for a smooth 
transition once the outside funding tenninates. 

Er '. If managed appropriately, funding from foreign sources can - provide significant benefits. This is especially true if it providesE '. teclmical assistance and experienced expatriate researchers who 

E . ,: 	 can augment and complement existing national scientists . Foreign 
funded research can help strengthen national research capacity. 

~. -.. Foreign involvement can lead to longer term opportunities for 
· . 

.. networking and contacts with the rest of the scientific community 
working on similar problems. It also can involve training abroad 

~, -• which, if properly handled, can lead to eventual benefits. Often, 
,. the foreign funding agency will provide expatriate scientists to fill 

~. III 

in during absences of key domestic scientists involved in training 
programs .• ~ • 
In seeking foreign funding and support for research programs, a 

~ I . manager with no prior experience with such sources is well 
advised to discuss a plan of action with others in the country who 

~ -- , .. have had experience. Agencies such as FAO have experts with 
. .... 

experience in designing and managing research-related programs, 

8' • 
who can be contacted for advice. Many developed country forest

II .• 

services have scientific expertise that is available for free on a 
short-tenn basis to advise developing country FROs on the

&'1"" : technical content of proposed programs. Such sources of expertise 
should be sought and utilized in designing funding proposals for1":.". ,' 
foreign sources. 

Ii' ..~.'~ 

International nongovernmental sources 
Most international nongovernmental organizations (NGOs) are notE in a position to provide funding for public forestry research 

I 
organizations. Nevertheless, there are opportunities to connect! ' 

~ I a 
with many of them in joint research and development projects and 

- . thus to obtain inputs of technical assistance and support in kind. 
• I:. I- Such groups as CARE, the World Wildlife Fund, and various 

Canadian and European NGOs are involved with applied forestry 
research in many developing countries . There always are 
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opportunities to develop relations with such organizations that can 
further the interests of both the NGO and the domestic FRO. 

There are many large, nonprofit foundations that fund significant 
amounts of research in developing countries . Some, such as the 
Rockefeller Foundation, the Ford Foundation, The MacArthur 
Foundation, and others, have made major investments in forestry 
research in developing countries. It is important to make contacts 
with these groups in order to explore areas of potential common 
interests. Consulates of major donor countries can provide 
information on the groups that are located in a particular country. 

Activity 

~ 

Domestic public sources other than 
parent ministry or agency 
Often there are national level public agencies outside of the 
forestry and forest products sectors which could be tapped for 
funding for specific types of forestry research. These may include 
agencies associated with forest policy, agroforestry, watershed 
management, forest products, and forest utilization. Such sources 
should be sought out and contacts initiated. If the strategic plan 
for research has been prepared in the proper fashion , it should 
contain sections which relate the proposed research to such 
broader national development and conservation issues as 
employment, energy, environmental protection, and food security. 
Such a plan thus provides a starting point for contact and 
discussion with agencies outside of forestry. 
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Activities 

STUDY UNITA CTI V I TI E S 

Activity 1 

~ 

Some forestry research organizations orient their research 
agenda toward their donors ' research priorities, rather than 
developing an agenda that is compatible to the needs of their 
country and matches the capacity of the organization. How is 
this a problem? In answering this question in the space below, list 
some ofthe negati ve impacts that you think might be the result of 
this kind ofpractice. 

\. 

2. 

3. 

4. 

.
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J. The forestry research organization might lose focus by 
~ conducting low priority research inappropriate to the 
STUDY UNIT ACTIVITI ES organization 's mission, goals , or objectives. 

Comment 1 2. 	 Research results obtained might not be of use in the country, 
since the research activities focused on the donor's needs and 
desires (and perceptions of national needs) rather than being 
derived from stakeholder views. 

3. 	 National problems might not be addressed, since scarce 
human and material resources were devoted to problems of 
the donor's choice. Further, opportunities for change and 
improvement are lost when scarce resources are diverted. 

4. 	 Because the research organization might have taken on 
research activities for which they were ill prepared to 
conduct, the research results obtained might be of poor 
quality, and thus be of little use to the donor or national 
stakeholders. 
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What are the advantages and disadvantages of short-term---' STUDY UNIT ACT I V I 11 ES 
project funding? Use the table below as you ans wer this 
question.Activity 2 

~: ~. ~ 
~.. 1-_ -
~ 
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STUDY UNIT ACTI VITI ES 

Activity 3 

~ 

Advanlages of Short -Ierm Funding Disadvanlages of Short -Ierm Funding 

What are the advantages and disadvantages of long-term 
funding? Use the table below as you ans wer this question. 

Advantages of Long -Ierm Funding Disadvanlages of Long -Ierm Funding 
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STUOYUNITACT I V I TIE S 

Comment 2 

Advantages 01 Short -term Funding 

• 	permits expansion of research 
program 

• 	allows for research on discrete, 
short-term projects 

• 	enables the purchase 01 equipment 
that might be used to lurther other 
activities once the short -term 
funding terminates 

Disadvantages 01 Short -term Funding 

• 	project sometime chosen for 
visibility, rather than need 

• 	 pressure to conduct research of 
donor choice, rather than 
stakeholders 

• 	short-term nature not suitable for 
long -term forestry research 

• 	 risky to depend on short -term funds 
being renewed 

• 	difficult to maintain staffing levels as 
short-term funding fluctuates over 
time 

• 	are tied to specific projects, 
restricting managerial flexibility and 
initiative 

• 	considerable staff time spent 
preparing proposals and funding 
applications 

STUOY UNIT ACTI VIT IES 

Comment 3 

Advantages of Long -term Funding 

• 	Permits long-term planning 

• 	Allows for long -term research 
programs appropriate for forest 
systems 

• 	Promotes stability among research 
personnel staffing patterns 

• 	Assists in the maintenance of 
research infrastructure and research 
support services 

Disadvantages 01 Long -term Funding 

• 	Can be tied to specific projects, 
reducing managerial flexibility and 
initiative 

• 	Difficult to obtain 
• 	Large percentage tied to salaries and 

fixed costs, again limiting managerial 
flexibility and initiative 
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Five (5) sources of funding for forestry research organizations 
might be: 

STlJOYUNIT ACT I VITI E S 
I. 	 Regular budget appropriations of the national government; 

Comment 4 2. 	 Multilateral donors; 

3. 	 Bilateral donors ; 

4. 	 Private industry; and 

5. 	 Private donors, nongoverrunental organizations (NGOs) and 
foundations . 

There are other sources offunding as well. What others can you 
think of 

How well is your organization tapping these sources? 

STUDY UNIT ACT I V ITI E S 

Mechanisms by which forestry research is financed might be: 

1. Direct goverrunent expenditure; 

2. 	 Grants and subsid ies;Comment 5 
3. 	 Government loans through development banks; 

4. 	 Cofinancing with the private sector, multinationals, etc. ; 

5. 	 Loans; 

6. 	 Aid in kind (technical assistance, food, etc.); and 

7. 	 Direct private investment. 
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Summary 

As a research manager, much of your time and attention is 
focused on the funding of your organization's research 
activities. Funding for forestry research can be obtained 
from a variety of sources, and is channeled through a 
number of mechanisms. Research funding may be 
associated only with specific projects (soft or project funds), 
be allocated to maintain the basic operations of your 
organization (hard or core funds), or be composed of some 
combination of hard and soft money. 

This study unit examined ways in which forestry research is 
financed. By completing this study unit, we hope that you 
better understand the sources from which research funds are 
derived , and the mechanisms through which these funds are 
channeled. By clarifying the advantages and disadvantages 
of short-term and long-term funding, you are better able to 
build a funding portfolio that better suits the needs of your 
organization. And by achieving a deeper understanding of 
some of the opportunities for financing research activities, 
you should be better prepared to identify and solve funding 
and financing problems, or avoid them before they occur. 

For further infonnation about the financing of research 
programs and organizations, you may wish to refer to some 
of the references cited at the end of the module. A key 
article directly related to the topics covered in the module , 
and cited in the text , is reprinted for your use in the section 
on readings at the end of the module. 
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Objectives 
When you have 
completed this study 
unit you should be 
better able to: 

• structure and outline 
tunding requests and 
proposals to address 
both the requirements 
ot the tunder and your 
own research 
institution; 

• identify key criteria 
and/or requirements 
which the potential 
tunding organization 
considers to be 
impot1ant to project 
approval; 

• describe a 
procedure that can be 
used to evaluate 
proposed research 
projects and 
programs; and 

• use this evaluation 
procedure to judge 
research project 
proposals. 

Developing and Evaluating 
Research Proposals 

1dmlop' pOlOnti,1 funding 'ou'" into ,n ",",I funding 
provider, you will be required to prepare and submit a well-written 
proposal. When preparing proposals, research managers must 
understand and take into account not only their own organization 's 
goals and objectives, but also the motivations and objectives of the 
funding organization, the amount of money potentially available, 
the restrictions and limitations of the funding organization, and the 
key decision points and decision makers in the organization. But 
successfully securing research funding takes more than just 
writing a grant proposal. A successful funding effort is really a 
multistep process that requires extensive planning and evaluation 
of ideas, and the gathering of internal and external support prior to 
writing the proposal. The ability to craft a successful grant 
proposal is an important and necessary skill of researchers and 
research managers al ike. 

In this unit we'll take you through the basics ofproposaJ writing . 
You'll learn the fundamental steps to take before you even begin to 
write. We'll suggest tips on how to structure and direct your 
proposals, while alerting you to be sensitive to the requirements of 
the funding organization. We'll also point out some common 
problems when proposals are matched too closely to the 
requirements of the funding sources, and not to the real needs of 
your research organization or yow- nation. 

As part of your job as research manager you may be required to 
evaluate research projects or programs proposed by your staff or 
by others. Time is always short, and funds are normally not 
available to conduct a complex, formal evaluation of these 
proposals. Managers need simple, quick methods that can be 
easily used to evaluate research proposals. While efforts have 
been made to develop quantitative methods to evaluate research 
proposals (for example, Bethune and Clutter 1969, and Claxton 
and Renzi 1972), most have proven to be complex and difficult to 
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apply and have seldom been used in practice (Lundgren 1986). 
Thus, in keeping with the practical nature of this training course, 
in this unit we'll show you how to use a more qualitative approach 
to evaluating research proposals that other research managers have 
found useful. 

If you are interested in learning about simple but effective guides 
for preparing and evaluating research proposals, then proceed 
ahead to complete this unit. Although it is oriented primarily 
towards proposals being submitted for external funding, the same 
general principles apply to preparing research proposals for 
funding within the organization . 

Developing Research Funding Proposals 
The ability to develop well-crafted grant proposals is an 
increasingly important skill required to obtain funds to finance 
research projects or programs. This unit provides an overview of 
the research funding application process. It also provides a brief 
introduction to proposal writing , focusing on the essential 
components that should be included in any proposal: title page, - , 
summary or abstract, problem statement , objectives, methods, 
budget , dissemination plans, and attachments. Much more detail 
about grantseeking techniques is given in books such as Bauer 
(1988) and Reif-Lehrer(l989). 

The funding application process 
There is considerably more to developing a research proposal than 
simply writing it. Work is required both before and after the 
proposal is written. In developing research proposals, one must: 

Locate potential sources of funding. Research managers often 
spend a considerable amount of their time in locating potential ...... 
sources of funding. Experienced research managers generally 
have developed a good awareness of both public and private 
sources of funding, both within and outside of the country. Some 
potential sources of funding are suggested in study unit 7.1 (see 
also McGaughey and Gregersen 1988). 

Contact likely funding sources. Once potential research funding 
sources have been located, initial inquiries or contacts to 
detennine their areas of interest may help to identify the most 
likely sources . These contacts also bring your interests and 
organization to the attention of potential funders. Funding 
programs of organizations change, and it is always possible to 
influence future programs, if existing programs are not already 
related to your research interest. Or, it may be possible to reorient 
your planned programs to take advantage of funding that is 
available. 

-- ---- ..--- 
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Clarify qualified research areas supported, eligibility 
requirements, and application procedures. Before writing the 
research proposal, it is critically important to make sure that the 
research being proposed will fit the program areas supported by 
the funding source, that you and/or your organization are indeed 
eligible to apply for funding , and that the application procedures, 
including the required format and content of the proposal, are well 
understood. It is discouraging to prepare a proposal , only to find 
out that what you are proposing is not what the grantor had in 
mind. 

Evaluate your research capabilities and interests and compare 
with the interests of potential funders. Once the details 
regarding what research is acceptable to each potential funding 
source and the appl ication procedures are known and understood, 
it is necessary to evaluate your research capabilities and interests 
and compare these to the interests of each potential funding source 
to determine whether or not you are eligible to apply for the 
funding. Preparing research proposals can take a considerable 
amount of time and effort, and is not to be undertaken lightly. It 
will be up to you, the research manager, to decide which of 
perhaps several sources of funding is most likely to meet your 
needs and provide funding. Before investing a lot of time in 
preparing proposals, you will want to be sure that you have 
selected the most promising sources of funding. 

Cultivate personal contacts within funding agencies. Once 
contacts have been made with funding organizations, it is well to 
develop and cultivate an ongoing personal relationship with one or 
more key personnel of those organizations to keep them informed 
about your research interests and capabilities . Having people 
within an organization personally informed about you and your 
organization can be an advantage when decisions must be made 
among competing proposals. 

Marshal internal and external support for your application. 
Before submitting any proposal for external funding, it is well to 
ensure that it has the support of your own staff and any required 
approval by higher-level administrators and others in your 
organization or agency who may be concerned about the proposed 
research. This is especially true when there is a need to provide 
matching funds from within the organization, commitments of 
personnel, or other contributions to the proposed research. Letters 
of support from peer groups, research user groups , or others, 
testi fying to the importance of and need for the proposed research , 
and to the research capabilities of your organization, often are 
required by the funding source. 
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Write the proposal. It is well to plan out, step by step, the 
process by which the proposal will be prepared. Time must be 
allowed not only for preparing the initial draft, but also for any 
required or desired reviews, revisions, preparation of the final draft 
together with supporting documents , and transmission of the 
documents to the funding organization. The exact format to be 
followed in writing a proposal may be specified by the funding 
agency. The following section suggests some of the information 
that a proposal should contain, in case no format is specified. In 
writing the proposal, the potential viewpoints of the funding 
organization, and of potential reviewers who may be asked to evaluate 
the proposal, should be kept in mind. As the writing progresses, you 
may want to consult your contacts in the funding organization to 
clarify important points, and to get their input on key questions . 

Submit and follow up on the proposal. Deadlines on submitting 
proposals are often firm, and failure to submit a proposal by the 
specified date may invalidate your application. In planning for the 
preparation of the proposal, enough time must be allowed to 
complete the proposal in its final form for submission before the 
due date . After submission, it is wise to check with the funding 
organization to make sure that the proposal was received, and to 
get updated information about the decision process. Periodic 
contacts with key people in the funding organization will keep you 
informed about any changes in funding procedures, and will 
indicate to them your continued interest in the outcome. It is well 
to keep informed about the proposal decision process. 
Organizations have been known to lose or misplace things. If 
something like this happens, it is well to be aware of it as early as 
possible, so corrective action can be taken. 

Format and contents of a research proposal 
Although the exact format for a research proposal may vary, 
depending upon the requirements of a funding agency, most 
proposals should contain the following information: 

Title page. Some granting agencies have standard formats for the 
title page. Whatever the format, the key to the title page is to 
include all required information and more. The title page should 
contain: (I) the name of the program you are applying to, (2) the 
address of the office that handles the program and the name of the 
contact person, (3) your return address and phone number, and (4) 
the title of your proposal. The title for a proposal is very 
important, because it is read first. A poor title may result in your 
proposal not receiving adequate attention . An ideal title: (I) 
describes the proposed research project or program, (2) expresses 
the end result of the project rather than the methods, (3) indicates 
the benefits to clients, and (4) is short and easy to remember. 
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Summary or abstract. The summary should motivate the 
reviewer to continue. If the summary does not capture the interest 
of the reviewer, the rest of the proposal may not be read. It should 
be succinct, summarizing the key points of the proposal rather 
than repeating them. The summary should be written after the rest 
of the proposal is completed. 

Problem statement. The problem statement should create a sense 
of importance and immediacy about the proposed project. It is 
important not to assume that the funding agency has the same 
level of concern or sense of urgency about the project as the grant 
seeker. This sense of urgency should be created by documenting 
the need for the project rather than expressing your opinion about 
the need. Such documentation may include statistics from past 
research, quotes from experts in the field, and statements of need 
or statistics from the funding agency 's own publications. At the 
end of the needs statement, the case can be made that your 
research organization is best suited to deal with this problem, i.e. , 
you have the expertise, staff, and facilities needed to successfully 
carry out the project. 

Objectives. Objectives are the specific , measurable results which 
the proposed research project or program is designed to achieve 
within a given time frame ; they tell the funding source what will 
be accomplished at the end of the project and who will benefit 
from the research . Objectives are tangible outputs that address the 
problem identified in the preceding section. A common mistake is 
to discuss tasks or methods in the objectives section of a proposal , 
rather than emphasizing end results and outputs. 

Methods. The methods section describes how the objectives will 
be accomplished. It should describe the activities that will be 
undertaken and how they fulfill objectives, research methods that 
will be employed, staffing and responsibilities for the various 
activities, and materials and equipment needed. In some cases, 
separate sections following the methods section may be desirable 
to describe the time schedule (sequence and flow of activities) and 
project staff (assigning responsibility to specific individuals for 
each part of the project) . 

Budget. The budget should be closely tied to the description in 
the methods section of activities that will be undertaken. The 
funding source may provide guidelines for preparation of the 
budget. If not, the budget should include at minimum the 
following items: 
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I. Personnel Expenses 
• salaries and wages (specify for each of the individuals 

involved) 
• fringe benefits 
• consultants/contracted services (specify) 

Subtotal of Personnel Expenses 


2. Nonpersonnel Expenses 
• equipment (specify) 
• supplies 
• travel (specify) 

• other nonpersonnel costs (specify) 

Subtotal of Nonpersonnel Expenses 


3. Project Total 

Each of the budget categories should be broken down by total 
expenditure, the amount donated or in-kind, and the amount 
requested from the funding source. If your organization is 
providing funds, personnel, or other resources, and if there are 
other funding sources contributing to the proposed research, it may 
be necessary to clearly indicate for each category of expenses just 
how much each would contribute towards the total expenses of the 
project. 

Dissemination plans. It is important to specify how the results of 
the project or program will be disseminated to users, through 
research publications, technology transfer or extension 
publications, training courses, sponsoring a seminar or conference, 
presentation of results at regional, national, or international 
conferences, or other means. A separate line in the budget may be 
added for funds needed to carry out dissemination activities. 

Attachments. Materials that back up your proposal should be 
included in the attachments or appendix. Attachments could 
include copies of your organization 's publications that relate to the 
proposal, the vitae of key personnel, letters of endorsement, a list 
of other funding sources that will be approached for funding, and 
so on. A separate contents page should be included for the 
attachments. 

Proposal cover letter 
In submitting your proposal to an outside funding agency, the 
cover letter accompanying your proposal is an important part of 
the documentation . The purpose of the cover letter is to 
reintroduce yourself to your contact at the funding agency. You 
should have had previous contact with a particular individual on 
the funding organization's staff, and you may want to remind them 
of this contact and the changes you have made in your proposal 



based on their input. Generally, cover letters should be short, but 
they should motivate the recipient to give serious consideration to 
your proposal by pointing out the importance and need for the 
proposed project or program and your or your organization's 
ability to successfully carry out the proposed research. 

Writing tips and style 
It is important to follow closely any guidelines provided by the 
potential funder, even if they do not appear logical. Your writing 
style should reflect what the funding agency wants and what the 
reviewers will be looking for. If you have questions regarding the 
style of writing, it may help to contact appropriate individuals at 
the funding agency to obtain clarification before the proposal is 
written. Such contacts may also help to gauge their level of 
familiarity with your proposed area of research. 

Evaluating Research Proposals 
Many criteria have been suggested for evaluating and assessing 
research proposals. For example, the National Science Foundation 
of the United States has used four criteria to evaluate research 
proposals submitted to them for funding!: 

I. 	 Research performance competence 
• Are the investigators capable? 
• 	Is the approach technicall y sound? 
• Are there adequate institutional resources available? 

2. 	 Intrinsic merit of the research 
• 	 Is it likely that the research will lead to new discoveries or 

fundamental advances within its field of science or 
engineering, or have substantial impact on progress in that 
field or in other scienti fic and engineering fields? 

3. 	 Utility or relevance of the research 
• 	 Is it likely that the research can contribute to the 

achievement of a goal that is extrinsic to or in addition to the 
goals of the research field itself? 

• 	 Is it likely to serve as the basis for new or improved 

technology, or assist in solving societal problems? 


4. 	 Effect of the research on the infrastructure of science and 
engineering 
• Does this research have the potential to improve the 

understanding, quality, distribution, or effectiveness of the 
nation 's scientific and engineering research, education, and 
manpower base? 

'From appendix 8, attached to NS8-81 -384, National Science Foundation, 
Washington, D.C. Approved by the National Science Foundation 8121181. 
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These four criteria provide an excellent basis for judging research 
proposals. However, because they were developed to fit the national 
program objectives of the National Science Foundation, which 
includes a considerable amount of basic research, they omit some 
criteria that may be important to an applied research organization with 
a more specific mission and program of research activities. 

The following criteria, based in part upon those given above, may 
be better suited to judging research proposals within forestry 
research organizations: 

• Is the proposed research scientifically sound? 
- Do the proposed research methods for conducting the 

research and analyzing the results follow generally accepted 
scientific principles? 

- From the standpoint of research methodology, if the research 
were carried out as described, would the anticipated results 
be achieved? 

-	 Is the proposed research judged acceptable by scientific peers? 

• 	 Does this research problem fit with the organization's research 
mission? 

- If the research were successfully completed, would this help 
to achieve the organization's goals? 

-	 Can the choice of this proposed research be justified to those 
who will be asked to fund the research? 

• Could the proposed research be carried out successfully in time 
to be useful? 

- Are the technical skills and other human resources required 
available? 

- Will the funds, facilities, equipment, supplies, and other 
resources be available when needed? 
Is there a reasonable chance of success? 

-	 If not, are the potential gains, if successful, large enough to 
offset the low probability of success? 

• 	 If the proposed research were carried out successfully, would the 
results be used by the intended users? 

- Could the results be used by the people for whom they are 
intended? 


- Are they likely to be used? 


• Would the proposed research solve a problem that is important 
to science or to society? 

- Would the results be widely used? 
- If the results were widely used, what differences would it 

make? 
- What activities would be affected, and to what extent? 
- Who would be affected by the adoption of the research results? 
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• • Would the environment be adversely impacted by either the 
research itself or by the adoption of the research results? 

Will the research help maintain and enhance thei!jI .~ 
environment? 

What adverse environmental impacts are likely to result (if
e:· 
any), and where? 

How severe would the impacts be? 
~ ~ :3 
How widespread would they be? 

Who would be affected, and over what time period? 
~! ~ 

~:! • Will the benefits to society from the proposed research exceed 
the costs? 

~I - What are the costs of implementing the research and 

i- disseminating the results? 
- What benefits to science or to society are likely to follow I: :~ from adoption and use of the expected results? a=1 - Are the expected benefits large enough to justify the costs? 

~'" These seven criteria can be summed up by the following questions 

I that should be asked of every research proposal: 

I - • Is it scientifically sound? That is , are the proposed research 
methods acceptable to the scientific community?'i 3 • Is it appropriate? 	That is , does it fit with our research unit's 
mission, goals, and research program? 

• Can it be done? 	That is, is it something that our organization 
could do within a reasonable time, with the resources available, 
and with a reasonable chance of success? 

• Could it and would it be used? 	That is, if the research were 
successful, could the results be used by the people for whom 
they are intended , and would they be used? 

• Is it important? 	That is , would the results make a substantial 
contribution towards solving an impo11ant problem in science or 
in society? 

• Are there unacceptable economic, social, or environmental 
impacts? That is, if the research is successfully completed, and 
the results widely adopted, is there likely to be an unacceptable 
level of economic, social, or environmental impacts? 

• 	 Is it worthwhile? That is, will the expected benefits to society 
from the successful completion of the research and subsequent 
adoption of its results offset the costs of carrying out the 
research? 

These questions provide a minimum set of criteria for judging 
proposed research . They are questions that individual scientists 
should consider in developing a research proposal. To be 
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acceptable, any proposed research should pass all of the above 
screening questions. If the answer to anyone of the above 
questions is "no," then the research proposal should be rejected, 
modified so as to be acceptable, or set aside for further 
consideration, unless there are strong reasons to decide otherwise. 

If scientific peers judge that the proposed research is not 
scientifically sound, as stated in the proposal, then there is reason 
to question the acceptance of the proposal. 

If the proposed research does not fit the unit's research mission, is 
not part of the approved program of research, and does not 
contribute towards the goals of the research organization, there 
may be grounds for not accepting the proposal. A research 
organization that relies too heavily on outside funding of research 
projects is in danger of having its research program driven by the 
availability of funding, rather than by the research needs of society 
and science. Research programs driven by funding alone can 
become fragmented, with no overall strategy for addressing the 
critical problems facing the people it serves. It can become driven 
by the priorities of the various donors, rather than the priorities 
established within the society it exists to serve. The results 
produced may not be relevant to meeting the needs of the 
organization's clients. If this happens, it may erode support for the 
organization within its own society. 

If the resources needed to carry out the proposed research (for 
example, qualified scientists or technicians, special facilities and 
equipment, funding) are not available now, and are not likely to be 
available in time to carry out the research, then regardless of how 
scientifically sound it may be and how well it fits with the 
organization's goals and research program, the research proposal 
may have to be set aside until the necessary resources do become 
available, or the proposal is modified to utilize the resources that 
are available. 

If the results produced by the proposed research cannot be or are 
not likely to be used or adopted by the intended users, then there is 
reason to question the wisdom of accepting the research. If the 
expected adoption and use of the proposed research is not known, 
then there is reason to attempt to find this out before accepting the 
proposed research. 

If the problem that would be solved by the proposed research is 
judged to be of relatively little importance to either science or 
society, or if the results of the research would be adopted by 
relati vely few of the intended clients for the research, there is 
reason to question whether the research should be done, unless 
other considerations (for example, training of inexperienced 
researchers) weigh strongly for acceptance. 
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1:. 	 If the research is likely to result in a high risk of an unacceptable 

level of adverse environmental, social , and economic impacts, 


~. 
I -.., either from the research itself, or from the future adoption and use -=.' ~ 

of the research results, then a more thorough analysis should be 
e~~ - made of the potentia I impacts on society. 


Finally, if the best available information indicates that the expected E! 
~J 

gains to science or to society from the adoption of the expected results 
of the research do not outweigh the costs of the research, there may be 

-I good reason to reject the research proposal. In judging the 
contributions of proposed research to science or to society, it should 

~. be recognized that if the research is primarily basic, and the intended 
users are mainly other scientists, then the important values to beE ~ I 
considered are the potential contributions that this research might 
make to science. Judging the potential contributions to science is best 
conducted by scientific peers. In contrast, if the research is mainly 
applied, and the results are intended to be used by forest landowners, ~~! managers, and/or users to change the ways in which forests and 
related natural resources are managed or used, then the important 
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values to be considered are the anticipated kinds and intensities of 
changes, and the extent of their social, economic, and environmental 
impacts. Judging the potential contributions to society is best 
conducted by the potential adopters and users of research results, and '~i 	 by those who are likely to be affected by the use of the results. 
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~I Answering the set of questions outlined above will not provide an 
1; automatic judgement as to whether or not a particular research 

proposal should be accepted. However, the answers to these 

f! I- ...., questions will provide research managers with information that 
will be helpful in making an informed decision as to whether or 
not the proposed research is acceptable.~.,-

f! These or similar criteria can be used to develop a simple rating 
format that may be helpful in judging research proposals . For

I example each person rating a given research proposal could be 
i,.'!" 	 asked to indicate (by checking the appropriate box) the rating they 

would give to the proposal for each criterion being used to judge 
proposals. A simple three-value scale of low, medium, and high , 
(or acceptable, acceptable with specified revisions, or 
unacceptable) with space for intermediate ratings if desired , could 
be used . Often, a simple scale such as this is adequate for 
screening out those proposals that are obviously undesirable or 
unacceptable, and is more easily understood and applied than a 
more complex scale. An example of a format that could be used in 
rating research proposals for a given set of criteria is provided in 
table 7.2.1 . In this example, a proposal that ranked high for every 
criterion is a promising candidate for acceptance. A proposal that 
rates low in any of the criterion being used to judge the proposal is 
a potential candidate for rejection, and should be examined 
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carefully to determine if the low rating is offset by some other 
desirable characteristics. 

A rapid method to screen research proposals can be developed using 
the following four questions to be answered for each proposal: 

• 	 Does the proposed research fit the research mission and strategic 
plan for your organization? 

• 	 Can the research be done by your organization? 
• 	 If your organization does conduct the research, are the results 

likely to be used? 
• Even 	if the research results will be used, will this make enough 

of a difference to justify the time and expense of conducting the 
research? 

If the answer to any of these questions is no, then the research 
proposal would be rejected unless there is some other overriding 
consideration to justify accepting it. 

An important argument for developing some such formal 
evaluation scheme is that it provides a consistent system for 
judging all proposals. Such a system also can be used to guide the 
development of research proposals so that they are more likely to 
meet the criteria being used to judge them. 

Table 7.2.1. Format for rating research proposals, using a specified set of criteria. 

Criteria 

Rating 

lI1N Medium High 

Scientific soundness 

Appropriateness 

Feasibility: 

availability of human resources 

availability of other resources 

probability of obtaining useful results 

timely completion 

Useability: 

by government agencies 

by society 

by science 

Importance: 

to government 

to society 

to science 

Environmental protection 

Net benefits from adopting research results 



Below are the stories of two hypothetical research managers 
and how they go about trying to secure research funding 
support from outside donors. Review the descriptions and 
answer th e questions which follow: Activities 

Situation Analysis 

Research Organization A 

The research manager for this organization just heard about a new grant program 
launched by a major international forestry research donor. The manager is very 
excited about his organization's prospects for tapping into this new and large 

~ source of money, and immediately writes to the donor organization for the 
application guidelines, which he receives shortly thereafter. After holding a few 
meetings with his staff to determine the priority research topics they would like 
included, he begins to write the proposal, adhering to the guidelines requested by 
the funding organization. As he submits the application a few weeks later, well 
ahead of the application deadline, he feels cheerfully confident that his 
organization's request will be successful 

Research Organization 8 

The research manager for this second organization has also just heard about a new 
grant program launched by the major international forestry research donor. The 
manager is also very excited about her organization 's prospects for tapping into this 
new and large source of money, and immediately calls the contact person at the 
funding organization and requests further detail about the new program, introducing 
herself and briefly describing her research organization's research program At the 
same time, she requests the application guidelines, which she receives shortly 
thereafter. The research manager then conducts a few meetings with her scientific 
staff to determine their priority research topics, and to determine whether their 
proposed research is needed, solves important problems (important to both the 
research organization and the donor), and can be realistically implemented by the 
research organization. As she begins to prepares the application, she frequently 
calls the contact person at the funding organization to request clarification on 
particular requirements, and attempts to build a working relationship with the 
donor. She also contacts other people she knows in other organizations to gather 
additional information regarding the donor organization and its agenda. Now she 
begins to write the proposal, adhering to the guidelines requested by the funding 
organization, and orienting the entire proposal in a way that addresses the donor's 
priorities as well as the research organization's. She also attaches supportive 
letters of reference from prominent persons of authority, descriptions of her 
organization's past research accomplishments, and extensive resumes of her 
scientists and their accomplishments. As she submits the application package 
some time later, just by the application deadline, she feels cheerfully confident that 
her organization's request will be successful. 
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STUDY UNIT ACT I V I TI E S 

Activity 1 

~ 

STUDY UNITAeTi vIT/ E S 

Activity 2 

~ 

Which organization of the two above do you feel has a better 
chance to secure funding from this international donor? Why 
do you think so? Please write your response in the space 
provided below: 

What could the research manager of organization A have done 
to better prepare the grant proposal? Please write your 
response in the space provided below: 

-
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STUDYUNlT ACT I VITI E S 

Comment 1 

STUDY UNIT ACT I V I TI E S 

Comment 2 

We hope you choose organization B as the more likely to secure 
funding I The research manager of this organization understood 
that the process of applying for research grants includes a number 
of steps. First, she made sure the proposed research was important 
to both her research organization and the donor. She checked to 
ensure that her organization had the resources to conduct the 
research. Then she cultivated a personalized relationship with the 
donor organization, communicating with them right from the 
beginning and throughout the application process. She gathered 
important support from both within and outside the organization. 
Finally, when she did write the application, she made sure the 
research addressed not only her own organization's strategic goals, 
but those of the donor's as well. And she supported the 
application with extensive references, resumes, and past 
accomplishments of her research organization. With this kind of 
thorough preparation, organization B clearly has a much better 
chance at obtaining funds (though nothing is guaranteed!). 

Research manager of organization A needs to learn that applying 
for research support grants is not simply a process of writing the 
grant proposal. Far from it! Applying for research grants is a 
process with specific, critically important steps, including: 

• evaluate the relevance and importance of the research proposed 
and your ability to implement it; 

• get to know the funding organization, its own agenda, and 
involve the donor organization 's staff in the process of preparing 
your proposal; 

• gather internal and external support for the research; and 

• draft, revise, and submit the proposal , structuring the proposal 
according to the guidelines and to some extent, the agenda of the 
granting organization. 
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STUDY UNIT ACT! V IT I ES 

Activity 3 

~ 

STUDY UNIT ACT I V I TIE S 

Activity 4 

~ 

When faced with a similar situation, what approach does your 
organization take when applying for research support grants? 
Please write your response in the space provided below: 

Self-assessment Activity 

How could your organization improve its proposal preparation 
approach and methods? Please write your response in the space 
provided below: 
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SruDY UNIT ACT I V ITI E S 

Comment 3 

STUDY UNIT ACTI VIT IE S 

Comment 4 

We can't anticipate how you ' ll respond to this question, since 
we're not familiar with your organization . But we hope you 
thought about thi s carefully, since research funding from donor 
organizations provides critically important support for much of the 
forestry research being conducted worldwide! 

Again, we can 't anticipate how you'll respond to this question, 
since we're not familiar with your organization. However we 
hope that you ' ll list some of the approaches discussed in the 
comment to Activity I . 
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Research managers often are asked to review research 
sruOY UNIT A C TI V III E S 

proposals from their own scientists and colleagues. What 
criteria do you think are important to use when evaluating Activity 5 
research proposals? Please write your response in the 5pace 
provided below: 

~ 



STUDY UNIT A C TI V I TI E S 

Comment 5 

When you prepare grant proposals you use nearly the same criteria 
you would use to evaluate them. But to review, there are several 
relatively simple criteria you can use to quickly evaluate whether a 
research project should be conducted. Stated as questions, they are: 

• 	 Is it scientifically sound? That is , are the proposed research 
methods acceptable to the scientific community? 

• Is it appropriate? That is, does it fit with our research unit's 
mission, goals, and research program? 

• 	 Can it be done? That is, is it something that our organization 
could do within a reasonable time, with the resources available, 
and with a reasonable chance of success? 

• 	 Could it and would it be used? That is, if the research were 
successful, could the results be used by the people for whom 
they are intended, and would they use it? 

• Is it important? That is, would the results make a substantial 
contribution towards solving an important problem in science or 
in society? 

• 	 Are there unacceptable environmental impacts? That is, if 
the research is successfully completed, and the results widely 
adopted , is there likely to be an unacceptable level of 
environmental impacts? 

• 	 Is it worthwhile? That is, will the expected benefits to society 
from the successful completion of the research and subsequent 
adoption of its results offset the costs of carrying out the 
research? 
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Sumn1ary 


Securing research funding is of vital interest to forestry 
research organizations around the world. Funding support 
from granting organizations makes it possible to implement 
critically important forestry research on a large scale. Thus, 
it is of utmost importance that research managers be familiar 
with the process of developing grant proposals. Preparing 
grant proposals is essentially a four-step process. First, 
evaluate the research topic, its importance to your 
organization and to the donor, and your ability to implement 
it. Second, find a likely funding source, matching the 
research program to the donors own agenda and interests. 
Third, gather internal support for the proposed research to 
ensure adequate commitment to the research within your 
organization, and generate external support for your 
proposaL Then draft the proposal, addressing the donor's 
application guidelines, requirements, and interests. 

As research manager, you will need to evaluate research 
proposals from time to time. A rapid method to screen 
research proposals utilizes the following four questions: 

I. 	 Does the proposed research fit our research mission and 
strategic plan? 

2. 	 Can the research be done by our organization? 

3. 	 If our organization does conduct the research, are the 
results likely to be used? 

4. 	 And even if the research results will be used, will this 
make enough of a difference to justify the time and 
expense of conducting the research? 

If you would like more infonnation about developing and 
evaluating research proposals, we encourage you obtain and 
review the interesting articles identified in the literature 
cited and other references listed at the end of the module. 
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Objectives 
When you have 
completed this study 
unit you should be 
better able to. 

• describe different 
approaches to and 
types of budgeting, 

• develop appropriate 
budget formats for 
research programs, 
projects, and studies, 

• use a matrix 
approach to cope with 
dual budget systems; 
and 

• recognize potential 
problems encountered 
in annual budgeting. 

Preparing Budgets 

As, «s""h m'"'g", ' good poet ofyout tim' is sp,nt 
preparing, defending, and implementing budgets. Budgets are 
required whether your organization is requesting long-term core 
funding, or short-term project money. Budgets reflect in a 
concrete manner the activities that the research organization 
intends to implement. Thus, budgets are essential to planning, to 
financial control , and as a means to improve awareness of the 
scarcity of funds facing the organization . 

By completing this study unit, you ' ll examine in detail the process 
by which budgets are prepared. You'll learn about budget 
categories and how budgets are organized and presented . We 'll 
show you an easy method to prepare budgets and track 
expenditures when the donor agency 's reporting system differs 
from that of your research organization. You ' ll also learn of a 
quick means to control budgets and critically appraise potential 
budgetary changes. Finally, we ' ll discuss some potential problems 
that may arise with budgeting. 

Good luck with this interesting and practical unit! 

agency, they are required to 
prepare annual budgets as a The Function of 

Budgeting 	 basis for obtaining annu al 
appropriations. When they According to a survey of 
submit proposals for funding, forestry research institutions 
whether for individual research reported by Gregersen (1984), 
studies, major projects, or about 20 to 25 percent of the 
broad programs, accurate forest research manager's time 
budgets for anticipatedis spent developing and 
expenses must be prepared.working with budgets for 

various purposes within their 
organization. If these 
institutions are a government 
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Annual budgeting fulfills several important functions (Amon 1989): 

• 	 Annual budgets are key planning instruments. The budget is the 
main tool with which research is planned in the short-run and 
resources are directed into those areas that conform best with 
research policy and the strategic and program plans. Budgeting 
requires that concrete decisions be made about the most 
effective use of scientific, technical , and support personnel, and 
research facilities and equipment. Managers are compelled to 
make hard decisions, such as striking an appropriate balance 
between basic and applied research, long-term and short-term 
research , and research on various problem areas. Strong 
guidance on these decisions should be provided in strategic and 
program planning, but specifiC monetary values are assigned in 
the annual budget. 

• It is a tool for financial control. Careful budgeting, planning, 
and periodic review of the status of the budget keep 
expenditures in line with the approved allocations of financial 
resources . 

• It increases awareness of the scarcity of resources facing the 
organization, and increases concern over efficient use of 
resources throughout the organization. 

Drucker (1980) suggests that organizations should have two 
budgets, " ... an operational budget for the things that are already 
being done, and an opportunities budget for proposed new and 
different ventures ." The operations budget is used to manage 
existing operations . The opportunities budget is developed so that 
one has a provisional budget ready to take advantage of promising 
opportunities that are likely to come along. Drucker points out that 
the operations budget would be much larger and more detailed 
than the opportunities budget, which would normally be only a 
few pages. However, a different approach would be used in 
developing the two budgets. 

In developing the operations budget one should ask of each item, 
"Is this expenditure absolutely necessary?" If the answer is yes, 
then ask, "What is the minimum expenditure necessary to prevent 
a serious malfunction?" If the answer to the former question is 
"No, the expenditure is not absolutely necessary," then ask, "How 
can we avoid making this expenditure-how can we get out of this?" 

In contrast, in developing the opportunities budget, one would ask, 
" What is the optimum amount of resources that this opportunity 
could put to productive use?" , and "Who is the right person to 
carry out thi s work?" 

According to Schick (1971), budget systems must serve three 
functions : planning, management, and control. However, rarely 
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does anyone particular budgeting system work equally well with 
all of these functions . For example, budgets that are set up to 
account for and control various categories of expenditures, often 
are not well adapted to planning or management, where concern is 
more with relating actual expenditures and accomplishments with 
planned goals and objectives. In contrast, budgets that are set up 
to keep track of expenditures by functions or projects may not be 
well suited to keep track of particular items of expenditures, such 
as travel or telephone use . Annual budgets for funding a particular 
research administrative unit may be of little help in planning and 
evaluating multiyear projects . 

In practice, budgets usually try to combine features useful for both 
management and control, notably through the use of specific 
expenditure categories within a given organizational unit or 
project. In that way, total expenditures over time for each 
individual organizational unit or research projects can be 
developed, and expenditures for particular items can be 
documented by aggregating across management units. 

General Approaches to Budgeting 
Two basic approaches to budgeting-incremental budgeting and 
zero-based budgeting -deserve some discussion because they differ 
considerably in the way in which they handle budgeting decisions. 

Incremental budgeting starts with a given level of funding for an 
organization or program activity, perhaps the level of last year's 
budget, and is concerned primarily with documenting and 
evaluating marginal changes in the budget-additions to or 
subtractions from that budget. It assumes that a base or current 
level of funding, which has been approved in the past, is 
acceptable without much further attention or challenge. In 
determining funding , attention is focused on only those items in 
the budget that are expected to change, either additions to or 
subtractions from the budget. The advantage of such an approach 
to budgeting is that it greatly reduces the amount of detail that 
must be considered in an annual budget. The disadvantage is that 
this approach does not easily permit an examination and 
evaluation of the total program-only changes in that program. 

Zero-based budgeting evaluates every item in the budget as 
though it were a new proposal. In essence, it assumes that the 
current budget level is (or should be) zero , and that each line item 
in the budget must be justified anew each time the budget is 
considered for financing . The advantage of such an approach to 
budgeting is that it enables those who are funding programs and 
activities to look at the entire package that is being funded, and at 
all of the components of that package, to determine which items 
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are worthy of continued funding at this time. The disadvantage of 
this approach is that it requires a vast amount of data, which 
requires large investments of time and funds to produce. It also 
requires large amounts of time and energy to digest, evaluate, and 
choose among the many alternatives being considered. Although 
complete zero-based budgeting has proven to be too cumbersome 
to be widely implemented in practice, some aspects of zero-based 
budgeting are used by forestry research organizations. For 
example, in preparing and evaluating research budgets proposed 
for special or outside funding, one should consider the total costs 
of the proposed activity, including the cost of the contributions of 
personnel, time, and facilities provided by the research 
organization. This would be, in essence, a zero-based budget. 

Within each of these two general approaches to budgeting, there 
are two basic types of budgeting systems that may be used by 
public organizations (Gordon 1992): 

Object-of-expenditure budgeting is oriented towards providing 
fiscal controls over specific categories of expenditures, such as 
salaries, travel, equipment, to name a few. For example, such 
budgets would contain allocations for total amounts of funds for 
salaries, travel, supplies, etc. for the entire organization or research 
unit, not broken down by research program, project, or study 
activities. The primary focus is on control of and accountability 
for various types of expenditures . Some form of object-of
expenditures budgeting is used within almost all budgeting 
systems. It provides a framework for estimating and accounting 
for various expense items normally encountered in managing any 
organizational unit or research project. The drawback to this 
budgeting approach is that it may provide little information about 
the costs of specific activities so they can be compared to the 
expected or realized benefits of those activities. 

Performance budgeting is directed towards keeping track of 
expenditures in such a way that the performance of organizational 
units or project activities can be evaluated. The focus is on 
providing information for managing various organizational 
activities. An organization using the more traditional object-of
expenditure system of budgeting for a given research organization 
as a whole may find it difficult, if not impossible, to determine the 
actual costs of anyone particular research activity that is 
conducted over a period of years. Performance budgeting is 
concerned not only with tracking the quantities of various expenditure 
items used in the performance of work, but also with what was done 
with those funds. In forestry research, for example, the concern 
would be with budgeting and accounting for expenditures in such a 
way that the cost of a given research study could be determined and 
linked to the anticipated or actual outcomes of that study. 
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A third type of budgeting, tern1ed Planning, Programming, and 
Budgeting System (PPBS). was developed by the U.S. Department 
of Defense in the early 1960s as a means of improving infom1ation 
needed to make funding decisions (Borsting 1982). This is a 
systematic system of budgeting designed to provide infom1ation 
useful in planning and decisionmaking. It was intended to make 
programs, not organizational units, the focus of the budget 
process, and to relate those programs to broad national goals 
(Gordon 1992). Although PPBS was made mandatory for all 
government agencies in 1965, it was never successfully 
implemented because of political conflict and other factors. 
Although it proved impractical to implement, PPBS is listed here 
because it has considerable appeal to planners and analysts, and 
reference is still made to it in the literature. 

The Process of Annual Budgeting 
Annual budgeting is a cyclical interactive process. For the 
purpose of describing the process , however, we can say that 
budgeting for anyone year begins with the director general and 
other research managers developing initial alternative budget 
proposals for the relevant fiscal year, usually a year or more in 
advance. These proposa ls are based on several factors , including: 

• advice received from goverrunent budget authorities about what 
budgetary increases (or decreases) can reasonably be expected . 
If no such advice is received , the director must develop realistic 
estimates based on the prevailing financial climate , the level of 
political support for research, and so on; 

• ongoing or assured funding from other sources for specific 
research projects, activities, or expenditure items; 

• the research organization 's goals and needs, determined largely 
by strategic and program planning, plus unforeseen 
opportunities and threats that may arise. Budgeting involves 
hard choices, and a well-thought-out statement of the 
organization's mission and goals can help guide those choices; 

• the existing budget and allocation of resources across programs 
and projects . The immediate program is determined to a large 
extent by work already in progress , so changes associated with 
preparing alternative budget proposa ls are often confined to 
changes at the margin rather than drastic reallocations 
(Goldsworthy 1987); and 

• proposals for new research initiatives developed by team leaders 
and researchers or suggested by external stakeholders. New 
research programs, projects, or major new studies within an 
existing project must be budgeted. Ideally, this process works 



from the smallest units of research upwards, with researchers or 
team leaders preparing detailed estimates of budget 
requirements for each proposal (Amon 1989). Managers and a 
technical review team then select the most important proposals 
for inclusion in one or more of the al ternati ve budget proposals. 

As these five factors indicate, the process of developing alternative 
annual budget proposals should be both a top-down and a 
bottom-up process, similar to program planning (Study Unit 5.2) . 
Budget advice from higher authorities and the organization 's 
strategic and program plans are the main sources of top-down 
input, and the current budget and research proposals for new 
projects and studies are the main sources of bottom-up input . 

Early in the process of developing a budget, whether for the entire 
organization or for individual research proposals, research 
managers should work closely with personnel from the budget and 
finance administrative division of the organization. Since they are 
the people who will administer the budget and account for 
expenditures , their advice and assistance in developing an 
appropriate workable budget can be essential. Also, their 
experience and advice can help avoid making costly mistakes. 

Based on these factors, the formal budget request is then 
developed and submitted, and budget negotiations with the 
ministry begin . The formal budget request should contain 
proposals for adjusting the research program in the event that 
resources are greater or less than anticipated (Goldsworthy 1987). 
In the budget negotiation process, adjustments to the proposed 
budget are often required . Eventually, the budget proposed for 
forestry research becomes a part (a very small part) of the overall 
budget of the government. This budget is then acted upon, and 
modified, in the legislative appropriation process. Eventually, the 
funds are appropriated and made available to the research 
organization after passing through administrative channels. Once 
the research organization receives an allocation of funds for the 
designated fiscal year it in turn allocates funds to programs and 
research projects according to the annual plans, adjusted as needed 
to correspond to the actual amounts appropriated. 

Research managers should not attempt to micromanage the budget, 
or take on duties more appropriate for budget and finance 
personnel. Managers should instead manage the budget, insisting 
on frequent expenditure reports, and ensuring that spending for 
research activities proceeds according to plan. 

Periodic financial reviews of research projects and the entire 
organization should be held throughout the year to review status 
and make adjustments as needed. A budget monitoring process 
should provide managers with up-to-date information on money 
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spent, materials used, etc. , in a usable form. This should provide 
managers with information they need to make informed decisions 
regarding program and project management. Team leaders should 

. also receive budget reports for their individual projects at regular 
intervals, so they can monitor expenditures and budget balances. 

It should be noted that managers are always concerned with 
several annual budgets at anyone time: developing budgets for 
future fiscal years, administering the current budget, and 
reviewing, reconciling, and reporting on previous budgets. 

Budget Formats 
It is difficult to suggest any formal outline for research budgets. 
Every public and private organization has its own particular 
system of setting up accounts to meet its needs. In preparing and 
reporting on budgets, each research manager must follow the 
format prescribed for the organization. Budget categories vary 
greatly depending upon the type of organizational unit involved . 
For example, a forestry research organization, with many 
buildings and facilities, might have a detailed and complex budget 
that includes facility maintenance, electrical services, heating or 
cooling, research support services, administrative services, among 
many other things. In contrast, a budget prepared for a small 
short-term research study may be relatively simple, with only a 
small amount of operating funds . 

In preparing budgets for proposed research programs, projects, 
studies, or other activities, it is essential that a thorough job be 
done in anticipating and allowing for all categories of 
expenditures. The failure to anticipate expenses on research 
projects can lead to headaches and nightmares for research 
managers and administrators. Research managers should make 
every effort to ensure that those who prepare budgets follow 
detailed guidelines regarding categories of expenditures that must 
be accounted for in any planned project. Although it is difficult to 
generalize, it can be said that the following types of expenditures 
should be considered, one way or another, in developing a budget 
for a research program, project, or study: 

• Salaries and wages-may be broken down into various 
categories of employees (research scientists, technical support, 
clerical assistance, etc.) or types of employment (permanent 
full-time, temporary part-time, etc.). 

• 	Fringe benefits-includes retirement benefits , health 
benefi ts, etc. 

• Travel and transport- may be broken down into categories 
such as domestic and international , etc. 
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• 	Equipment-includes purchase, repairs, maintenance; 
equipment items may be itemized, and a statement made as to 
disposition of the equipment once the project is terminated . 

• 	 Supplies and materials-this may be a general estimate, or 
special supplies required on the project may be itemized, 
depending upon the situation. 

• 	General office expenses-includes cost estimates for telephone, 
fax, mail, photocopying, etc . 

• 	 Utilities-there may be a general overhead charge for utilities 
(electricity, water, etc. ), or special charges for providing special 
utility services required by the research . 

• 	Contracts-includes contracts and payments for services with 
outside individuals, firms, organizations. 

• 	Maintenance of Facilities-this may be a separate charge, or it 
may be included in a general overhead charge to cover janitorial 
services and general maintenance of the buildings and facilities 
occupied and utilized by the program or project, etc. 

• 	Construction- this would include detailed cost estimates of 
facilities to be constructed for the project. 

• 	Technology transfer-includes costs of preparing, publishing, 
and distributing publications and other materials to intended 
audiences, and for other technology transfer activities. 

• 	Contingencies-generally a small percentage (perhaps 5 
percent) of project expenses as a reserve to cover unanticipated 
expenses, including items overlooked and cost overruns. 

• 	Hospitality allowance-some forestry research organizations 
explicitly recognize the need for a small fund to cover the cost 
of providing refreshments and extend hospitality to clients and 
other visitors, and are able to include this as a specific budget 
item. In other organizations, because of particular rules or 
regulations, these costs may have to be funded by outside 
donations or in other ways. 

• 	 Administrative (overhead) expenses- an important element of 
the budget, frequently overlooked by research scientists in 
developing a research budget, are the expenses an organization 
incurs in administering a research program -sometimes called 
overhead expenses. Sometimes these are stated as a fixed 
percentage of the operating budget. In some cases 
administrative charges are flexible, and may even be waived. 
Those preparing program, project, or study budgets should be 
aware of the need to allow for administrative expenses, and 
should consult with administrative personnel to determine if this 
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charge is needed, and if so, how it should be estimated. This is 
particularly important in developing budgets involving outside 
funding, because such expenses can be substantial for new and 
expanded programs and other research activities. Often, this 
expense item is subject to special negotiation separate from 
negotiation over the operating budget. 

Not all of these items may be applicable to anyone particular 
activity or organization. For example, for a research study, it may 
be necessary only to be concerned with providing special 
operating funds, but not with salaries. 

Each forestry research organization will, of course, have its own 
special budget categories, usually specified by higher 
administrative levels , that differ from the general categories given 
above. Box 7.3. J provides an example of the major budget 
categories used by the Papua New Guinea National Forest 
Authority for Forest Research Services. 

Box 7.3.1. Major budget categories used by the Papua New Guinea 
National Forest Authority for forest research services. 

111 Salaries and Allowances 
112 Wages 
113 Overtime 
114 Leave Fares 
121 Travel and Subsistence Expenses 
122 Utilities 
123 Office Materials and Supplies 
124 Operational Materials and Supplies 
125 Transport and Fuel 
127 Rental of Property 
128 Routine Maintenance Expenses 
135 Other Operational Expenses 
141 Retirement Benefits, Pensions, Gratuities and Retrenchment 
142 Membership Fees and Contributions 
221 Office Furniture and Equipment 
225 Construction, Renovation and Improvement 

Source: Personal communication from Dr. P Srivastava, former Director, Papua 
New Guinea Forest Research Institute, December 1993. 

Generally, the amount of detail and particular categories of 
expenditures required depends upon the nature of the project and 
the requirements of the funding organization and the research 
organization. In some cases it may be necessary to develop 
precise estimates of each budget item . In many cases 
approximations of costs are adequate. The ability to develop 
precise estimates may be affected by the size and length of the 

Module 7 49 



project (it may be more difficult to obtain precise estimates of 
expenses on lengthy projects), and the nature of the expenditures 
(some expenses may be easier to estimate than others). It also may 
not be as necessary to develop precise estimates of each budget 
item if the funding agency or organization allows some flexibility 
in transferring funds among budget items. 

When the initial budget is developed by research scientists or 
others who are not familiar with financial management procedures, 
the experienced manager checks to ensure that all relevant budget 
categories are accounted for, and that the amounts budgeted appear 
to be reasonable estimates on the basis of personal experience. 
Everything always seems to take longer and cost more than we 
anticipate. Some allowance should be made for the almost 
universal tendency to underestimate the time and costs of 
completing proposed research activities. Some allowance in the 
budget to cover contingencies-unexpected happenings-is 
almost always required. 

Problems with Conflicting Budgeting Systems 
A difficulty arises when outside funding is sought and you, as a 
research manager, are required to prepare budgets not only in the 
format of the granting organization or agency, but also in the 
format of your own organization. A manager is usually required to 
follow internal budgeting and financing procedures and guidelines 
in developing budgets. At times, a granting organization may be 
willing to accept your organization's budget categories, even 
though it suggests a different format. However, at times the 
grantor insists for its own internal accounting procedures that 
budget expenditure reports be prepared in a format that differs 
from the FRO's format. In such cases, it may be necessary to 
prepare a budget for each of the two budget systems, and to report 
expenditures in both formats simultaneously. For doing this, a 
matrix table format is useful. To illustrate this procedure, a simple 
hypothetical example of a project to host a research conference 
will be used (box 7.3 .2). 

By setting up a matrix table, using both sets of budget categories, 
one can develop a useful tool for keeping track of project 
expenditures that will satisfy both organizations (see table 7.3.1). 
In this example, the budget categories of your research 
organization are shown as column headings across the top. The 
budget categories of the funding organization are shown at the far 
left side, heading each row in the table. The budget items 
according to the categories used by the research organization are 
given in the bottom row of the table (see the original budget in 
Box 7.3.2). Each budget item then has to be distributed within the 
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column to correspond to the budget categories of the funding 
organization. 

Box 7.3.2. Proposed project to host a research conference. 

Funding is being sought to host a research conference that will include a number of 
international participants. Some of these participants will be presenting papers, for 
which a modest honorarium is being paid. Travel expenses for those participants 
will be covered. A proceedings of the conference will be published. Funding will be 
needed to cover the salaries of those organizing the conference and preparing the 
proceedings (the principal investigators of this conference project), and to provide 
clerical assistance before, during, and after the conference. You estimate, using the 
budget categories required by your organiza tion, that the following funds will be 
required for the conference: 

A. 	 Salaries of Principal Investigators $10,800 
(includes fringe benefits) 
Dr. XYl $ 5,000 + 1,000 fringe benefits 
Mr. III $ 4,000 + 800 fringe benefits 

e' B. Clerical salaries $ 2, 000 + 300 fringe benefits $ 2,300 
(includes fringe benefits) 

C. 	 Contracts (rental of meeting room, honoraria) $ 4,500E'j 
D. 	 International travel of participants $ 8,000 

E. 	 Domestic travel $ 4,000~ :i participants $ 2,000 
staff $ 2,000e' ~i ' 

F. 	 Office expenses $ 3,000E-

E'I- TOTAL BUDGET 	 $32,600 

I Unfortunately, the potential funding organization does not accept these budget 
i ~"',z categories, and requires that you submit your budget, and report on expenditures, 

using the following categories.~,·I . 1 	 Total SalariesD:I' 2 	 Fringe Benefits 

i ' 	 3 Conference (includes meeting and participant travel expenses) 
4 Publication of proceedings 
5 Other Travel 
6 Telephone & Fax 
7 Postage 
8 Office and other Supplies 
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Table 7.3.1. Hypothetical set of budgets for a research organization and a funding 
organization for a project to fund an international research conference, to illustrate 
a matrix approach when budget categories differ between funding and requesting 
organization. 

Budget 
Categories 01 
Funding 
Organization 

Budget Categories, Research Organization 

TOTAL. 

A. 
Salaries of 
Principal 

Investigators 

B. 

Clerical 
salaries 

C. 
Contracts 

(room rental, 
honoraria) 

D. 

International 
travel 

E 

Domestic 
travel 

F. 

Office 
expenses 

1 Total salaries $ 9,000 $ 2,000 $11,000 

2 Fringe 
benefits $ 1,800 $ 300 $ 2,100 

3. Conference 
expenses $ 4,500 $ 8,000 $ 2,000 $ 14,500 

4. Publication of 
proceedings $ 2,200 $ 2,200 

5. Other travel $ 2,000 $ 2,000 

6. Telephone, 
fax $400 $400 

7. Postage $ 200 $200 

a OHice and 
other 
supplies $200 $200 

TOTAL $ 10,800 $ 2,300 $ 4,500 $ 8.000 $ 4,000 $ 3,000 $ 32,600 

For example, budget category A. Salaries of Principal 
Investigators was $10,800, including a base salary of $9,000 and 
fringe benefits of $1 ,800. These items are entered in the 
appropriate box, under column A opposite the budget categories of 
I. Total Salaries and 2. Fringe Benefits. Similarly, the budgeted 
amount for clerical salaries is distributed between total salaries 
and fringe benefits, domestic travel is divided into domestic travel 
for conference attendees and travel of staff (other travel), and 
office expenses are shown for the categories prescribed by the 
funding organization. Then the items in each row are totaled and 
entered in the far right column. These, then, become the 
breakdown of budget items to be submitted to the funding agency. 
They should, of course, total the same as the budget items for the 
research organization. The only difference is that they are broken 
down into different categories. The boxes inside the table with 
funding amounts shown then become the budget categories for 
which expenses must be kept. This may require some extra 
bookkeeping on the part of your organization, so that expenditures 
can be reported as required by the funding agency. Expenditures ..
for each of those boxes can be summarized at appropriate 
intervals, and compared with budgeted amounts. Those 
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expenditures can be totaled both by rows and by columns for 
reporting purposes to the research organization and the funding 
organization. 

Controlling Budgets 
When funding is tight, and must be carefully controlled, there is a 
need for organizations to systematically analyze older programs to 
determine if they are still serving their function , and to abandon 
those that have become unproductive or are obsolete . When 
resources are scarce, one way to control expenditures in 
developing a budget is to require that every new proposal for 
funding expenditures by a unit of the organization be accompanied 
by a proposed reduction of existing programs equal to the new 
proposed expenditure (Drucker \980). If a person asks for 
additional funds, you ask them, "Then what do you propose to 
give up in exchange for the new funding?" In essence, this mode 
of budgeting assumes that in any organizational unit there is a mix 
of programs and activities, some of which are more productive 
than others. The presumption is that any new activity or program 
that is proposed must be better in some sense than some of the 
existing programs. If that is so, then why not substitute this new 
productive program for one that is less productive or useful. If the 
proposed program is not better than existing programs, why would 
one want to fund it? 

In considering any program changes, the following set of 
questions have been found to be useful: 

• What are we doing now that we should continue to do? 

• What are we doing now that we should stop doing? 

• What are we not doing now that we should start doing? 

Additional Problems With Annual BudgetingIi ·· ~ 
Having to plan and budget research on an annual basis has serious El 

I .II1II\ 	 shortcomings because of the long-term nature of research . 

Fluctuations in funding from year to year can destroy the 
~ I : 	 effectiveness of the budget as a tool for planning. A productive 
research program requires continuity and stability of funding over 
several years, at a minimum. The productivity and morale ofE researchers wiJI suffer greatly if projects are abruptly cut or 
terminated due to fluctuations in annual funding. Stability ofE funding from year to year is a major concern in many forestry 
research organizations in developing countries (Bengston and E Gregersen 1988). Despite the problems with annual budgeting of 
multiyear research activities, annual budgets approved by 

E legislatures or other government authorities are required in most 

E 
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countries. While annual appropriations are the rule, an unofficial 
commitment of management support for individual projects and 
studies over their planned duration should be given whenever 
possible. 

The use of the budget as a planning instrument is also often 
limited by a relatively large proportion of the budget being 
allocated to fixed costs, especially salaries, and by the need to 
maintain a minimum of activity in each program area. Inadequate 
operational funding relative to funding for salaries is a widespread 
problem, resulting in inadequate travel funds, maintenance of 
equipment, fuel for vehicles, and many other items needed for 
research. In some agricultural research institutions, up to 90 
percent of the total budget is spent on salaries (Elz 1984). An FAO 
(1984) survey of forestry research institutions in Africa found that 
inadequate operational funds-as indicated by operational funding 
falling below 100 percent of personnel costs-was a serious 
problem for the majority of countries. Managers need to carefully 
balance the amount of money committed to relatively permanent 
salaries against the need for operating funds to make effective use 
of the people who are available to do the work. Without adequate 
funds to support their research, research scientists will be unable to 
make effective use of their capabilities. 

Funding that is designated for or tied to particular research 
projects or activities can further restrict the manager's flexibility to 
carry out strategic and program plans. Before accepting such 
funding , managers should recognize the constraints this may put 
on carrying out the strategic plan and reaching the goals and 
objectives of the organization. 

Another problem commonly encountered is that the budget 
categories used for fiscal accountability and reporting often are not 
well-suited for project management. Thus, records kept for fiscal 
reporting and financial control may not be very helpful in meeting 
information needs for personnel management , monitoring and 
evaluation, etc. In such cases it may be necessary to prepare a 
budget with the categories you need to manage the project, and 
keep rough unofficial records of receipts and expenditures by these 
categories, and compare these periodically against your budgeted 
items. Unfortunately, the keeping of such records is often frowned 
upon (if not expressly forbidden), even though the official records 
do not meet the needs of research management. 

An additional problem for research administrators can arise when 
some funds or legislative appropriations are designated for specific 
categories of expenditures in particular locations, or when specific 
expenditures are forbidden or severely constrained. Often such 
funding restrictions are based primarily on political considerations, 
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e I 	 and may bear little relationship to the organization's strategic planI 

or program plan. Such designated or restricted funding can greatly 
reduce the manager's flexibility to allocate funds among research 
programs, For example, funding for the construction of a new 

~ 

research facility, such as a field laboratory, in a specific location 

may not include adequate funding now or in the future to staff, 


J:: ' • operate, and maintain the facility. If additional funding is not 


I " ~ 

~ 1-, . 
available, then existing funds (and/or personnel and equipment) 

E- ..,. 	 may have to be reallocated from existing research programs in 

order to meet the new demands for resources, Managers may be 

able to make these problems known to higher administrative
E;; .' • 	 levels, but may be able to do little to correct the situation, 

A major consideration in armual planning and budgeting is theE .' . 
timing of funding, This can be a particular problem with outside ... funding that is provided in relatively equal increments, on perhapsE · 
a semi-annual or quarterly basis, but where expenditure needs vary 

... substantially over time, Funding must be available to cover~ 
expenses when they are incurred, If a research project requires a 
sizeable amount of funds to pay for initial activities, perhaps the~ ..· 
installation of experiments, or purchase of expensive equipment, 
then the budget should reflect that need and insure that the fundsi will be available when needed. Serious problems can arise if the 
flow of funds is not well-matched to the pattern of expenditures,, .E! ln preparing budgets and planning expenditures, managers should 
compare flows of expected incomes and expenditures, andE; ·• compensate for any potential deficiencies by requesting a change 
in the pattern of income flows, and/or changing the pattern of

E • expenditures, 

In estimating expenses and preparing budgets for work to beE 
carried out in the future , one cannot rely solely on today's costs, 
Allowance must be made for future increases in salaries and otherE. · · costs, inflation, changes in exchange rates (where applicable), and 
other changes that will affect costs (Austin 1990). Cost estimatesi • 
must be based on the timing of project expenses, particularly if the 
rate of change is rapid. A delay of even a year in funding orE • implementation can make substantial changes in funding needs. If 
there are delays, budgets may have to be changed and renegotiatedIE · to reflect changed costs. 

E! .. 

~ ! There is a particular need to develop a strategy for dealing with the 
problems brought about by unexpected changes in funding.

EJ .. Because of politica1or other events, a manager may be faced with 
unanticipated cutbacks in funding partway through a fiscal year. 
Salaries or medical insurance, or retirement benefits may be 

E! 
increased partway through the fiscal year, or worse, made 
retroactive to an earlier date. Conversely, the manager may be told• 
that unexpected extra funds are available a short time before the! 	 - 
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end of the fiscal year, and must be spent within a relatively short 
period of time. In either case, the manager should be prepared to 
adjust research programs, projects, and other activities to meet the 
challenges brought by such changes in funding . For example, one 
strategy to deal with unexpected increases in funding is to have 
some research project proposals at least partially prepared in 
advance and "sitting on the shelf," so that when funding 
opportunities arise you are in a position to quickly take advantage 
of them . 

Finally, excessive budgetary regulations and control may result in 
a heavy burden on researchers and team leaders: " It appears that a 
concern for fiscal responsibility has often been carried to the point 
where it becomes an excessive burden on research productivity" 
(Ruttan 1981). Arnon (1989) notes that professional support for 
financial management is often inadequate, resulting in the 
inflexible application of budget control and related problems. 
Managers may want to consider delegating more expenditure 
authority (if permitted by law) to subordinates who have 
demonstrated a capacity and ability to manage funds responsibly 
and , where possible, relaxing reporting requirements. 

Activity 
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Activities 


STUDY UNrr AC T I VITI ES 

Activity 1 

~ 

STUDY UNrr ACTI VITI E S 

Activity 2 

~ 

When considering program changes that require changes in 
budgeting, what three questions should research managers ask 
prior to approving or implementing the changes? Write them 
in spaces provided below. 

l. 

2. 

3. 

You have been asked to prepare a budget for a special study 
which examines the use of native plant communities as 
predictors of soil/site characteristics. What general 
expenditure categories would you include in this budget? List 
them in the space provided below. 

How would these expenditure categories change iJyou were 
developing an annual budget for your entire research organization? 

Module 7 57 



STUDY UNIT ACTI V I TI ES 

Comment 1 

Three (3) questions that research managers should ask prior to 
approving new research programs or implementing changes in 
budgets are: 

I . What are we doing now that we should continue to do? 

2. What are we doing now that we should stop doing? 

3. What are we not doing now that we should start doing? 

General expenditure categories to be included in a study budget 
might include: 

sruDYUNIT ACT I VITI E S 
1. Salaries and wages 

Comment 2 2. Fringe benefits 

3. Travel and transport 

4. Equipment 

5. Supplies and materials 

6. General office expenses 

7. Contracts 

8. Technology transfer 

For annual budgets that include all activities of the research 
organization, you might want to include other categories, such as : 

• Utilities 

• Maintenance of Facilities 

• Construction 



II 

_1 
Two general approaches to budgeting, and two basic types of

STUDY UNIT ACT IVIT IES• j  budgeting, commonly used by public organizations were... described in the text. Please list these in the space below, brieflyActivity 3:J 
 describe each and list their advantages and disadvantages. 


General approaches to budgetin g:t:-] ~ I.E j
E::] 
E •]
E· 
E~ 

] 2. 

~i 

~i 

ij 

• 


eJ Bas ic types of budgeting: 


E:! - I. 

i· -'''' J
E··· 

-~ 2. 
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The two general approaches to budgeting include: 

STUDY UNIT AC T I V IT I E S 1. 	 Incremental budgeting-builds on previous budgets and 
documents marginal changes in the budget. The advantage of 

Comment 3 	 incremental budgeting is that it greatly reduces the amount of 
detail that must be considered in an annual budget. The 
disadvantage is that this approach does not easily permit an 
examination and evaluation of the total program, only changes 
in that program. 

2. 	 Zero-based budgeting- the budget includes all items, and 
requires justification for each expenditure item. The 
advantage of zero-based budgeting is that it enables funders to 
look at the entire package that is being funded, and at all of the 
components of that package, to determine which of the items 
should be funded at this time. Its disadvantage is that it 
requires a large amount of data, which require considerable 
time and funds to produce. It also requires much time and 
energy to evaluate and decide among the many funding 
alternatives. 

The two basic types of budgeting include: 

I. 	 Object-or-expenditure budgeting-in which expenditures are 
classified by type of expenditure. The advantage of this type 
of budgeting is that it helps managers and administrators keep 
track of and control specific categories of expenditures. Its 
disadvantage is that it may provide little information for 
attributing costs and benefits to specific activities. 

2. 	 Performance budgeting-in which expenditures are linked to 
outcomes. This helps the manager measure organizational and 
individual performance. The disadvantage of performance 
budgeting is that it may not provide the detailed information 
needed to control particular types of expenditures. 
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Carefully read the follo wing budget description and answer the
STUDY UNIT A eTI VITI ES 

question that follows . 

Activity 4 
Situation Analyses 

Funding is being sought to implement a series of studies that examine the economic 
potential of a number of products derived from intact, native tropical forests. This~ is pari of a larger program of research examining the workability of the concept of 
extractive reserves as an allernative to achieve sustainable forest use. You estimate 
the studies will require two scientists and a technician two years to complete on a 
pari-time (50%) basis. Your organization 's current funding le vels are not sufficient 
to fund this work, thus, you are obliged to seek funds from external sources. 

Using the budget categories required by your own organization, you estimate that 
the following funds will be required annually to implement these studies. This 
format will be required for reporling to your organization, should funding be 
received. 

A. 	 Researcher Salaries $29,000 

Dr. ABC $15,000 + 1,000 fringe benefits/year 
Dr. LMN $10,000 + 800 fringe benefits/year 
Technician $ 2,000 + 200 fringe benefits/year 

B. 	 Clerical Salaries $3,000 + 300 fringe benefits/year $3,300 

C. 	 Contracts (forest product collection, equipment rentals , 
laboratory fees) $5,000 

D. 	 Materials/Equipment $6,000 

E. Supplies (nonoffice) $2,000 

F International Travel (2 senior scientists to 1 conference/yr) $8,000 

G. 	 Domestic Travel $4,000 

H. 	 Publication/Research Resul/s Dissemination $2,500 

I. 	 Office Expenses/Miscellaneous expenses $J.QQQ 

Tolal Annual Budgel 	 $62,800 

Tolal Funding Requesl (2 years) 	 $125,600 
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Unfortunately, the potential funding organization does not accept 
these budget categories, and requires that you submit your budget, 
and report your expenditures, using the following categories: 

I. 	 Total salaries 

2. 	 Fringe benefits 

3. 	 Materials expense (include contractual, materials, equipment, 
and supplies) 

4. 	 Publication/dissemination expenses 

5. 	 Travel 

6. 	 Telephone and fax 

7. 	 Postage 

8. 	 Office and supplies 

Use the matrix table on the next page to include both budget 
reporting formats . Fill in the budget categories and enter the 
appropriate dollar figure in the corresponding cell in the matrix. 

..
-." .. 

-iiiii;' 

-
-~-
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Budget Categories 
of Funding 
Organization 

Budget Categories, Research Organization 

A. 
Researcher 

Salaries 

B. 
Clerical 
Salaries 

C. 

Contracts 

D. 
Malerials & 
Equipment 

E 
Supplies 

(non office) 

F. 
International 

Travel 

G. 
Domestic 

Travel 

II. 
Publication 

Expense 

I. 
Office & 

Misc. Exp. TOTAL 

TOTAL 

en 
w 

II I 
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s: This matrix records expenditures and presents budget information when the budget categories differ between the funding agency o c. 
c: and the requesting organization. m 
" 

Budget Categories 
of Funding 
Organization 

Budget Categories, Research Organization 

A. 
Researcher 

Salaries 

B. 
Clerical 
Salaries 

C. 

Contracts 

O. 
Materials & 
Equipment 

E 
Supplies 

(nonoHice) 

F. 
International 

Travel 

G. 
Oomestic 

Travel 

H. 
Publication 

Expense 

I. 
Office & 

Misc. Exp. TOTAL 

Total salaries $ 27,000 $ 3,000 $ 30,000 

Fringe benefits $ 2,000 $ 300 $ 2,300 

Materials $ 5,000 $ 6,000 $ 2,000 $ 13,000 

Publication $ 2,500 $ 2,500 

Travel $ 8,000 $ 4,000 $ 12,000 

Telephone $ 1,200 $ 1,200 

Postage $300 $300 

Office and supplies $ 1,500 $ 1,500 

TOTAL $ 29,000 $ 3,300 $ 5,000 $ 6,000 $ 2,000 $ 8,000 $ 4,000 $ 2,500 $ 3,000 $ 62,800 

It is important to note that the total sum found in the lower right comer of the matrix must be exactly the same whether one adds 
across the base of the matrix , or down the right side. If the sum of these subtotals do not agree, then budget amounts either have 
not been included, or were entered incorrectly. 

rl1 II) rl r ~ W ~ ~ ~ ~ ~ ~ ~ ~ m m ~ ~ m rn m 
;\tl (;j~~~:I ,~j.,~._l-,._"f~ .~"_4_1_'_·I_'t_'j_ ~_~~ 
W ~ ~ ~ W ~ ~ ~ W ~ WW w w w w w ~ w w 



-[ Summary 
t ~i 

JI 

I 
JI 

I
• 
I
• 

I •
I 

Budgets and budgeting are an essential and inevitable part of 
forestry research management. Research managers spend up 
to 40 percent of their time preparing, defending, and 
managing their organization's budgets. Thus, sharpening 
your budgeting and financial management skills is essential 
to your administrative performance and that of your 
organization. 

Budgets specifically reflect the organization's research and 
other activities it intends to implement. Thus, budgets are 
essential to planning, to financial control, and as a means to 
improve awareness of the scarcity of funds facing the 
organization. 

In this study unit, you examined the process by which 
budgets are prepared. You also learned about budget 
categories and how budgets are organized and presented. 
We showed you an easy method to prepare budgets and track 
expenditures when the donor agency's reporting system 
differs from that of your research organization. And we 
gave you some tips on how to control budgets, to critically 
appraise potential budgetary changes, and to be aware of 
some potential problems that may arise with budgeting and 
financial management. 

If you would like more information regarding budget 
preparation, we encourage you obtain and review the 
interesting articles in the literature cited and other references 
listed at the end of the module. A key article directly related 
to the topics covered in the module, and cited in the text, is 
reprinted for your use in the section on readings at the end of 
the module. 
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Objectives 
When you have 
completed this study 
unit you should be 
better able to: 

• understand the 
importance of closely 
monitoring 
expenditures in 
managing 
accountability in the 
use of research funds; 

• recognize the need 
for and importance of 
periodically 
reconciling planned 
(budgeted) and actual 
expenditures; and 

• discuss the 
advantages and 
disadvantages of 
delegating expenditure 
authority. 

Managing Funds 

ono 0 f tho most "iti,,] jobs of tho ""'''h '"''''gee is 
managing the flow of funds that are needed to support ongoing 
and planned research activities . To do this effectively, the 
manager must keep close track of all expenditures and obligations 
for future expenditures to ensure that they are in line with 
budgeted amounts and available funds . 

This study unit addresses this research management problem . [n 
this study unit, you ' ll review the need for and importance of 
accounting for the expenditure of research funds entrusted to the 
research manager. You ' ll learn about the importance of 
periodically reconciling the differences between the amounts of 
funds budgeted and the amounts actually spent on research 
activities. Finally, you ' ll learn about some of the advantages and 
disadvantages of delegating authority for expenditures . We hope 
that you'll find some useful management tips in this short study 
unit. 

must become financial 

Managing Funds: AKey managers . They cannot evade 

Responsibility of the responsibility for managing 
the funds at their disposal. AnManagement 
evaluation of their performanceThe planning, budgeting, 
as a manager will be strongly authorizing, and overseeing 
influenced by the way in whichexpenditures of funds is a key 
they discharge their part of management. Although 
responsibilities in thi s area . many of the day-to-day ta sks of 

keeping financial records can 
be delegated to qualified Managing Accountability
assistants , the ultimate Managers of research projects 
responsibility for the handling are held accountable for the 
of funds rests with the manager. way in which funds allocated to 
Regardless of how distasteful it their unit are expended. They
may be to some managers , they must be aware of the legal 

Module 7 67 



limits and constraints that surround expenditures of public funds . 
The diversion of funds from one project to another to cover 
unanticipated expenses may in some cases be allowed, and in other 
cases forbidden. If illegal diversions occur they could be subject 
to criminal penalties. It behooves the manager to not only keep 
close track of all reported expenditures to ensure that they are 
charged to the proper accounts, but also make sure that the 
expenditures reported accurately match actual expenditures. 

Managers need to closely monitor research expenditures to ensure 
that they follow legal guidelines, are appropriate for the planned 
activities, and do not exceed budgeted amounts. In carrying out 
this financial management responsibility, the manager often is 
hampered and frustrated by the lack of timely and useful 
information on the current status of receipts and expenditures. In 
many cases, categories of expenditures are dictated more by the 
administrative reporting needs of the organization or the 
government as a whole, than by the management needs of the 
research manager. Individual expenditures within a given category 
may be lumped together, regardless of the research activity for 
which they were incurred, and reported only as totals, without 
specific identification of origin. It may be difficult, ifnot 
impossible, to keep close track of expenditures using official 
records and reports. 

When there is a need to keep more detailed records than the formal 
recording system allows, it may become necessary to keep 
informal records of one 's own in order to keep better track of 
incomes and expenditures . Managers will sometimes find it 
necessary to keep such records, because they are held accountable 
for managing the funds entrusted to them, but are not given 
through official channels the information they need to carry out 
that responsibility. However, managers of larger organizations 
with accounting staff should avoid the temptation of 
micromanaging the accounts, and questioning every expenditure 
item. The manager's job is to oversee the accounts, not to do the 
accounting themselves. To keep on top of this job, they should 
meet regularly with accounting personnel to review the broad 
schedule of balances and spending rates in the various accounts. 
This is a good time to discuss any potential problems that may be 
emerging, such as overspending in particular accounts or dealing 
with an impending cutback in funding levels, and develop plans 
for resolving problems before they reach crisis proportions. 

The Role of Auditing 
All governmental organizations are subject to some form of 
external auditing of income and expenditure accounts. How 
auditing is done, the frequency with which it is done, and the 
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organizational responsibility for doing it will vary from country to 
country. However, the basic reason for auditing remains the 
same-to compare planned expenditures with actual expenditures, 
check on compliance with existing laws and regulations relating to 
incomes and expenditures, and detect possible fiscal irregularities 
in the handling of funds. Larger forestry research organizations 
rarely rely upon external auditing for all of their auditing. Because 
managers know they will be subject to an external auditing and 
accounting for expenditures of funds , they want to ensure that their 
accounting practices will stand such scrutiny. To do this they may 
maintain their own internal auditing department to conduct audits 
on a regular basis, or hire reputable private firms to carry out this 
task. Overseeing this auditing function to ensure fiscal integrity is 
an important part of management . 

Reconciling Budgets and Expenditures 
In planning research projects funding requirements often must be 
estimated well in advance of the work and before finn cost 
estimates can be obtained. Later, when the actual work is done, 
there may be substantial differences between budgeted and actual 
costs . Estimates of research costs developed as part of project 
proposals and project study plans are notoriously unreliable. 
There seems to be a universal tendency among all organizations to 
underestimate the amount of funding that will be required to 
complete a planned piece of work. As the work progresses, it is 
discovered that despite careful planning the outputs expected from 
the research cannot be produced on time because of unforeseen 
delays. Too often the manager is faced with the need to make 
some difficult decisions: Should we terminate the work after all 
funding is exhausted, even if the outputs are incomplete? Should 
we continue to work to complete the outputs as planned , regardless 
of the additional costs? If so, where will the funding to cover 
these additional expenses come from? Sometimes the planned 
work is flexible, and there is little problem with continuing work 
on a project until it is completed. Occasionally it is possible to 
renegotiate contracts with funding agencies to supplement and/or 
extend the grant to allow for completion. However, in some cases 
no additional funds are available to cover additional work, and the 
research will have to be halted before completion. This can reflect 
poorly on the accomplishment record of the organization, and 
should be avoided wherever possible. 

Managers must be aware of these discrepancies between budgeted 
amounts and actual expenditures, and take steps to resolve the 
differences. It may be possible to secure permission to reallocate 
funds among budgeted items, or to redesign planned work to better 
fit the existing budget. Most funding agencies recognize the need 
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for some degree of flexibility in keeping within budgeted amounts, 
but in some circumstances the laws and regulations governing this 
may be very strict and inflexible. 

Every manager fears the catastrophic situation of a particular 
project running out of money because the next allotment due from 
the funder has not yet arrived. Sometimes the reason for the 
lateness lies with inefficiencies of the funding organization. More 
often, however, funds are withheld because the research 
organization does not submit the proper documentation or reports 
on time , or because the funding organization has serious concerns 
about the way the research organization is administering the funds . 

Thus, in order to achieve smooth interorganization coordination, 
each organization must meet all deadlines for reporting and 
documentation. Further, close and constant communication is 
required to smooth over minor differences and clarify 
misconceptions, with a primary goal being the avoidance of 
funding problems and delays. 

The astute manager recognizes that regardless of what amounts are 
budgeted for a research activity, what really counts is the amount 
of money that is available when it is needed to cover expenses that 
have been incurred. The flow of funds, or authority to expend 
funds, to the research organization must be synchronized with the 
rate at which expenditures are incurred. Forestry research 
organizations often have several sources of funds. Each of these 
funds should be managed as though it were a separate account. To 
be financially accountable for these separate funds, it is necessary 
to keep track of incomes and expenditures for each fund by itself. 
Funds provided to finance one particular research project should 
not be diverted, even temporarily, to fund other projects that may 
be temporarily short of funds due to the failure of funds to arrive 
when expected. The mixing and pooling of funds from various 
sources can lead to serious organizational and personal problems, 
and should be avoided . Managers must remain fully informed 
about the status of current and expected inflows and outflows of 
funds from established accounts, so that they can anticipate and 
take steps to avoid potential shortfalls. The key word here is 
anticipate. The manager must be able to recognize emerging 
problems far enough in advance to take effective action, perhaps 
by alerting funding agencies of the need for accelerated payments, 
rescheduling of lower priority work, purchasing, contracting, or 
other activities that involve outlays of funds. In some cases this 
may involve some serious and difficult decisions, such as 
canceling scheduled activities , terminating research projects, and 
reducing hours of personnel or terminating employment. 
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Field office managers should maintain their own records so they ~" 
can more closely monitor expenditures. Such records often can 
provide a more up-to-date reconciling of accounts than can be~ 
provided by central accounting offices. It also can serve as a 
useful check on central accounting records, and as a basis forE 
resolving any apparent discrepancies in the accounts. 

E In developing study plans and annual budgets, research managers 
prepare estimates of expenditures by various budget categories. 

E! 3 Once the research project or program is approved, and funding is 
I provided for each approved category of expenditures, then the 

manager knows how much funding is available for each~ 
expenditure category, and can plan for that expenditure. However, 
the manager cannot assume that actual expenditures will take ~ 
place as plarmed. Unexpected delays, changes in persorUlel 
assignments and/or pay rates, changes in costs of equipment, ~ 
materials, supplies, and services, all may change the anticipated 
pattern of expenditures. As work progresses, managers find it 

~- necessary to continually reassess the financial balance sheet of the

~I- research programs for which they are responsible. They may be 

i ~ forced to rebudget and readjust expenditures for particular 
research activities throughout the year or research period as new i· = information on funding balances becomes avai lable. It is well to 
do this frequently, so as to detect early warning signs of anyE problems before budgets and expenditures become too far out of 
line. ~.I -;i ~ 

- Delegating Spending Authority..-.... 
Delegating responsibility without the authority and resources -~ needed to carry out that responsibility is irresponsible! 

Because research managers have the responsibility for keeping -- expenditures within budgeted amounts, they would like to have as 
much control as possible over project spending. For this reason, 
they tend to favor centralized control of spending. Some may 
insist that all expenditures require their personal approval and 
authorization, or that of a specially designated administrative 
officer within the organization. They may favor centralized 
purchasing of all supplies, equipment, and other goods and 
services. Although centralization provides the manager with a 
greater sense of control over expend itures, in many cases it can 
create bottlenecks in carrying out research projects, and resu lt in 
the purchase of supplies, equipment, and services that do not fully 
meet the needs of those doing the work. 

Delegation of spending authority to subordinates who have 
demonstrated that they can be trusted to expend funds wisely in 

Module 7 71 



carrying out their research responsibilities can have several 
positive benefits: 

Those who are closer to the work being performed usually are 
in a better position to ensure that the supplies, equipment, and 
services purchased for that work will actually meet their needs . 

If responsibility has been assigned to a person, then delegating 
to that person the authority necessary to carry out those 
responsibilities should improve organizational performance. 

With adequate authority, subordinates can develop their 
managerial capabilities, and relieve the manager of some of 
the more routine recordkeeping and reporting requirements. 

Delegation of authority can be an official recognition of 
achievement and status in the organization, and be looked 
upon as a reward for excellent performance. 

There are disadvantages to delegation as well : 

In delegating spending authority, managers will suffer some 
loss of control over expenditures. 

Delegation of authority may result in inefficient expenditures, 
due to the lack of familiarity of alternative sources and prices 
for goods and services. 

Economies of scale in purchasing large amounts of commonly 
used supplies might be lost. 

Delegation of authority can be misused. Unfamiliarity with 
purchasing regulations and other legal requirements related to 
expenditures of government funds can lead to unintended 
misuse of funds or, in the worst case, to deliberate diversion of 
funds from their intended purpose. 

The delegation of authority to subordinates is a serious step for 
managers . It is not to be undertaken lightly. However, when it is 
undertaken, the delegation should be clear and unambiguous , with 
a real transfer of power (Peters 1987). A half-hearted delegation 
of authority, with continual checkups and monitoring of 
performance, is in reality no delegation of authority at all. 
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Situation Analysis 

Juan is a manager of the Division of Forestry Research in the Department of Forest 
Resources. Having been manager for some time, Juan likes to keep control of 
things, particularly money He insists on approving all expenditures for his 
division's activities, a requirement that causes significant bottlenecks in allocation 
and disbursement of funds, and poor timing of purchases. In fact, several studies 
have temporarily ground to a halt because of a lack of distribution of funds already 
received by the division, causing great frustration among scientists and research 
personnel. They view Jaun's reluctance to delegate expenditure authority as an 
indication of his distrust of their competence and honesty 

For all this control, Juan 's monitoring of expenditures for particular proiects can be 
described as being somewhat loose. Even though he reviews every expenditure, he 
really hasn 't structured a good system to periodically monitor expenditures against 
budgeted amounts. His oversight of the amount and rate of expenditures is 
inadequate, in part because he is so busy micromanaging expenditures and because 
of the lack of appropriate accounting systems. Juan blames cost overruns on 
underestimates of proiect costs, since proiects often seem to run out of money 
before they are completed. During the past year, Juan has salvaged many of these 
underfunded proiects by shifting money received from outside donors for particular 
projects to the accounts of the deficient studies. He then uses funds from newly 
approved proiects to replenish the depleted accounts of the proiects supported by 
outside donors. 

-
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Activity 1 

~ 

STUDY UNIT ACTI V I TI E S 

Activity 2 

~ 

What advantages might Juan enjoy if he were to delegate 
expenditure authority to certain scientists and researchers. 
Write your response in the space provided below. 

I. 

2 

3. 

4. 

What disadvantages might Juan experience by delegating 
expenditure authority to several of his subordinates? Write 
your response in the space provided below. 

I. 

2 

3. 

4. 
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Advantages of delegating expenditure authority to certain 
scientists and researchers might include: 

STUDY UNIT ACT I V IllES 
I. 	 The purchase of supplies, equipment, and services would be 

Comment 1 	 more appropriate to the actual needs of the people doing the 
work. 

2. 	 Bottlenecks and temporary cessation of research activities due 
to delays in expenditure approvals would be eliminated or 
significantly reduced in frequency and severity. 

3. 	 Organizational performance should improve because of more 
timely completion of research projects/programs, and because 
of the greater authority of research team leaders and scientists 
who better understand the particular needs of their research 
programs. 

4. 	 A reduced workload for Juan, allowing him to focus on 
developing a more efficient and effective system to track 
overall division expenditures. 

5. 	 A more highly motivated staff who perceive that upper 
management trusts them and believes in their competence. 

Some disadvantages of delegating expenditure authority to certain 
scientists and researchers might include: 

sruDY UNIT AC TI V III E S 

Activity 3 

~ 

Comment 2 
I. A definite loss of control that Juan cunently has over 

expenditures. 

2. Some expenditures by project personnel may be inefficient, 
due to their inexperience or lack of knowledge of sources and 
prices for goods and services. 

3. Expenditures by project personnel might not tap economies of 
scale, and thus would be greater for the same goods and 
services than through a centralized purchasing unit. 

4. There is always the danger of misuse of this authority, either 
intentionally or through incompetence. Managers who 
delegate expenditure authority must strike a balance between 
being overly intrusive (with continual checkups), and being 
irresponsibly lax in financial oversight. 

Activity 4 

~ 
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E: ; What do you think of Juan's practice of using funds from 

STUDY UNIT A C 11 VIII E S 
projects to pay for funding deficiencies in others? Write your 

. - response in the space provided below. ~ . - Activity 3 
-

~". - ~ ~ ---I -
Iii I ; 

~ 1 _ 
I • 

I _I = 
~: ! ~ 

II. ~ ! ~ 

-I 'J =_ 

..~ : . ~ 
:J • 

How would better financial management procedures help to 
STUDY UNIT AC T I VI TI E S reduce the problem of funding shortages preventing 

•I = • completion of research projects? Activity 4 ~! ~ 
~! ~ ~ 
~il ~ 

-

-

-
• 
-
-
-

-

-

-
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Juan's practice of salvaging research projects deficient in funding 
by using funds allocated for other projects is a dangerous and often 

S UDY UNIT A eTl V III ES 
illegal practice. Audits will eventually expose this practice and 
might result in serious penalties, donor reluctance to continue Comment 3 funding, and considerable disruption of the division 's research 
programs. 

Comment 4 


By designing and implementing better expenditure monitoring 
procedures per project, Juan can avoid dipping into other accounts 
to cover funding deficiencies . Projects that are exceeding their 
budgeted funding levels must be quickly identified in order to 
make mid-study corrections to reduce expenditure levels to that 
which is budgeted. And better planning when proposing projects 
for funding, with realistic estimates for implementation costs, and 
generous contingency accounts would also help to reduce the 
problem of funding shortfalls. 
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Summary 


Managing funds is one of the most important, and to some 
managers one of the more distasteful, responsibilities of 
research managers. Managers must keep close track of all 
expenditures and obligations to ensure that budgets are 
adhered to and the research agenda is completed as planned. 
A difficult responsibility to be sure, though we never said 
that research management was easy! 

In this short study unit, you learned of the importance of 
closely monitoring expenditures of research funds to ensure 
that budgets and expenditures are periodically reconciled. 
We showed you that the monitoring of expenditures can be a 
management tool used to track the progress of research 
activities. Yet you also learned that excessive monitoring or 
centralized control over expenditures can stifle productivity 
and employee moral. Finally, we showed you some of the 
advantages and disadvantages of delegating expenditure 
authority to subordinates. 

If you would like more information about this topic, we 
encourage you to obtain and review the literature cited and 
other references listed at the end of the modu Ie. A key 
article directly related to the topics covered in the module, 
and cited in the text, is reprinted for your use in the section 
on readings at the end of the module. 
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Objectives 
When you have 
completed this study 
unit you should be 
better able to: 

• explain the 
importance of 
"promoting"your 
research program and 
capabilities; and 

• develop astrategy 
and plan for 
influencing potential 
funders of research. 

Promoting Research 
Programs with Funding 
Agencies 

In ,dd;tion to th' gee" do,] oft;m, ee"",h m,n'g'" sp,"d ;n 
developing the research program, they also devote considerable 
time to gaining support for their research program and 
organization. More than ever before, managers of research 
programs must active ly promote their research programs to attract 
attention and financial and political support. They must promote 
the importance of forestry research, the capability of their 
organizations, and the utility of the research results. To attract the 
attention of funding organizations, managers need to understand 
the motivations and objectives of the funders, the amount of funds 
avai lab le , restrictions or limitations associated with each funding 
source, and the key decision criteria used by those who make 
funding decisions. Managers that neglect to aggressive ly market 
their research programs could find their organizations with 
declining and more erratic funding, and reduced political and 
popular support. 

Th is study unit , though short, is extremely important. In it , we'll 
briefly highlight some of the more important things to think about 
as you go about sell ing yo ur research program. You'll also learn 
severa l practical means to ga in support from funders . Finally, 
you ' ll find that promoting yo ur research program requires 
long-term plalli1ing, and strateg ic thinking and action. 

industry, forest user groups, the 

Promoting the Research general public, and 

Program international funding 

Today, more than ever, there is organizations. As Jyamabo 
(1992) has emphasized , "Thea need for managers of forestry 
abi lity to tap other sources [ofresearch to promote their 

research programs so as to funding] ... requires persuasive 
ski ll s, well articulated project attract the attention and support 
proposals, and a build-up ofof high-level policy makers and 
public confidence in the decision makers in government, 

Module 7 81 



institution." The job is to sell or market the capabilities of your 
forestry research organization to help solve some of the pressing 
problems facing society. An important part of this job is to sell 
yourself, to convince those responsible for approving and financing 
forestry research that you are capable of leading and directing an 
enhanced program of forestry research that will benefit the country 
and contribute to its economic and social development. 

One way to do this is to work to have your forestry research 
organization playa role in policy deliberations at the highest levels 
regarding the management and use of natural resources, and in 
formulating national science policy. It is possible to do this, as 
Guevara-Moncada (J 989) has reported for the forestry research 
organization in Honduras. l What it requires is a concerted effort at 
selling the importance of forestry to economic and social 
development, the potential contribution of forestry research to that 
effort, and the capabilities of the forestry research organization in 
carrying out the forestry research that is needed. This is clearly 
the responsibility of the forestry research manager. 

In seeking research support from a prospective funding source, it 
is well to keep in mind that funders must: 

• 	 be aware of what you and your organization have done and plan 
to do in the future ; 

• 	 be convinced that the research you propose to do is what they 
want done, and is what needs to be done to achieve the 
objectives they seek; 

• 	 have a positive perception of your research capabilities, and be 
convinced that you can and would satisfactorily complete the 
proposed research and meet their expectations; 

• 	 be convinced that the benefIts of your research will exceed the 
costs; and 

• 	 be convinced that your research proposal is better than 
competing proposals . 

Those seeking funding must thoughtfully consider these and other 
factors in developing a strategy and plan for submitting funding 
requests. For example, it is easy to overlook some of the more 
intangible benefits from proposed research that might strongly 
influence potential funders. It greatly helps to line up support for 
your proposal from potential users of the proposed research 
outputs, government policy makers and decision makers, and other 
stakeholders, who will vouch for the need and desirability of the 
proposed research and for the capabilities of your research 
organization, and will publicly support your proposal. 

2 Also, personal communication with Dr. Guevara-Moncada, August 1993. 
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Although gaining such support takes time, it can be highly 
productive in the long-run. 

Influencing Potential Funders of Research 
To develop a potential source into an actual source, the research 
manager needs to understand: the motivations and objectives of 
each funding source (proposals should be related to those 
objectives); the general magnitude of funds potentially available 
from each source (proposals should be geared to an appropriate 
request level); the restrictions and limitations associated with each 
source (proposals should be in line with such limitations); and the 
decision makers associated with each source and the key decision 
criteria they use in deciding among proposals. Where possible, it 
is desirable to contact directly those who actually will make the 
funding decisions, to personally discuss your proposed program 
and activities, capabilities, and interest in obtaining the funding. 

To be effective in influencing potential funders, those seeking 
funding must understand the goals, objectives, and interests of the 
funding organization, and also those of the key players in that 
organization. One also needs to know how the organization 
operates in making funding decisions. Not until you understand 
the funding organization-what it is and how it operates-can you 
be effective in approaching them for funding. As a research 
manager, you will have to demonstrate to the funding organization 
how your research organization can help to further their interests 
and help them accomplish their objectives. Thus the first task in 
seeking funding is to educate yourself not only as to what funding 
sources exist (study unit 7.1), but also the funding disbursement 
strategies and operational guidelines of those whose support you 
seek. 

Ruttan (1987) suggested several means for gaining support from 
potential funders: 

• 	 Prepare special, short, and easily read pamphlets and other 
publications showing potential and actual benefits of research. 

• Organize special public events with wide participation such as 
opening and inauguration ceremonies of new research units, 
release of new cultivars, and other public activities. 

• 	 Provide lectures by researchers and research administrators 
during various public events. 

• Organize visits and guided tours of research units with special 
emphasis on showing research results. 

• 	 Provide special advisory services to selected farms or whole 
regions. 
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• 	 Undertake joint research projects with the private sector. 

• Promote special programs for children or students, including 
specially selected schools from various neighborhoods . In some 
cases, parents can be easily influenced through the creation of a 
good image among their sons and daughters. 

• Develop close working relationships with members of the 
media. 

• Organize media programs on television, on radio, through 
popular newspapers, through magazine articles, etc. 

• Make special efforts to establish good relations with the 
resource allocation and decision-making community such as : 
state and federal officials, legislators, and others. 

• Participate in academic activities, when possible, with university 
systems, particularly through graduate training programs. 

Other suggestions for improving your fund raising activities include: 

• 	 Keep donors on mailing lists to receive publications, 
newsletters, etc. from your forestry research organization. 

• Get your forestry research organization on the mailing list of 
donors. 

• 	 Know the priorities of donors and keep track of changes and 
shifts in donor emphasis, often brought about by changes in 
personnel in the organization. 

• Attend international meetings to develop personal contacts with 
donors and other groups- become more visible at the 
international level. 

• Have some research proposals prepared in advance to take 
advantage of funding that suddenly becomes available. 

• Train researchers and other staff to talk intelligently to donors 
about their concerns, and to represent your organization, should 
the occasion arise. 

• Be prepared to present examples of the best of your 
organizational capabilities and success stories of 
accomplishments to potential donors, but also be able to 
effectively articulate and justify your research support needs. 

• Conduct guided field trips to provide concrete visual 
impressions of your research accomplishments . 

Conduct benefit/cost analyses (including intangible costs and 
benefits) to help convince donors of the potential returns from 
proposed research. 
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A key to success in obtaining support from almost any type of 
funding institution is a well-written research proposal. Although 
many agencies have their own explicit guidelines for proposal 
writing, Study Unit 7.2 provided some general guidelines . An 
important part of that proposal is the careful and thoughtful 
preparation of a budget (Study Unit 7 .3). 

Maintaining Effective Public Relations 
An important part of marketing your research program is 
maintaining an effective public relations effort to inform your 
clients and the general public about your organization and its 
research programs. An effective public relations program can 
make people aware of who you are and what you can do, and can 
lead to increased support for your research programs. 

Public relations programs can be carried out in many ways. News 
releases regarding new research program activities and interesting 
research findings, personnel changes, and other activities that may 
be of interest to the target audience, can be prepared and 
distributed to appropriate local, regional , and national news media. 
Scientists or administrators can be interviewed on radio or 
television programs about topics or developments of particular 
importance, or special programs for these media can be prepared 
and offered for their use. Newsletters can keep research clients, 
funders, and other critical contacts informed about your 
organization's activities and special events. Field demonstration 
days and tours of laboratories and other research facilities can be 
developed and publicized to attract members of the public and/or 
special client groups. A special effort can be made to provide 
technical information fact sheets that would be useful to client 
groups and the public. It also may be possible to provide a 
technical information service that is available on request. These 
are only some of the things that can be done to establish and 
maintain good relations between your organization and the public 
upon which you depend for support. 

But public relations should be a two-way communication path
that is, part of public relations is maintaining a visible point of 
contact that is available to those who wish to contact your research 
organization to either obtain information or convey some message. 
Such a point of contact, whether it be an address to which to write, 
a telephone or fax number that can be called, or a place to visit, 
should be manned by personnel who are knowledgeable about 
your organization, are sensitive to the need to maintain good 
public relations , and can deal effectively with the public. 

Such a public relations effort cannot be left to chance. Someone 
within your organization should be charged with developing and -
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maintaining an effective public relations program. In small 
organizations, it may be possible for one person to carry out this 
activity as part of their other work. Larger organizations may find 
it desirable to establish a position of public affairs or information 
officer, with a small staff of people to carry out this job. But 
regardless of who does the work, it is essential that they recognize 
the importance of the job and be capable of carrying it out 
effectively. 3 

3 
Thinking and Acting Strategically 
To be effective in marketing the research program, it is important 
to think and act strategically. That is, one should concentrate one's 
attention and effort on those things that are of particular 
importance at a given time, especially those that are likely to have 
a significant impact on the organization in the future. The 
following suggestions may help you think and act strategically: 

• Maintain good public relations with those outside the 
organization to facilitate the exchange of information. Keep in 
frequent personal touch with key people who are in a position to 
affect your organization, or who can keep you informed about 
events that may affect you. 

• Improve your knowledge about what is happening in the world 
around you and your organization that may affect its activities. 
Although you can do much of this yourself, you may need help 
to keep track of things. Managers often complain that they are 
the last persons in the organization to find out about emerging 
problems. You can become more aware of developments within 
your own organization by developing and maintaining good 
working relations with your employees. It also helps to develop 
some sort of informal intelligence network among key people in 
your organization to keep abreast of current happenings. 

• Anticipate, identify and focus on a few key emerging issues that 
are likely to impact your organization, and make sure that you 
are up to date on these issues. Develop appropriate responses for 
your organization prior to anticipated changes in these issues. 
You may need to be prepared for prompt action in response to 
rapid changes in legislative or executive policies, or in economic 
or social conditions. 

• Concentrate on those tasks that are likely to have a major impact 
on your program activities, delegating responsibility and 
authority for tasks of lesser importance to subordinates who 
have the ability to handle them. This means, of course, that 
some attention must be given to developing that ability among 
subordinates. 
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• Pay particular attention to the timing of your efforts. For 
example, crucial budgeting decisions affecting your research 
organization are often made during one short week, or even 
within a few days . It is of utmost importance that you know 
how those decisions are made , who makes them, and when they 
are made, so that you can give your full attention to that 
decisiorunaking process. As managers, you should make every 
effort to be physically present during these critical periods to 
defend budget requests and ensure adequate funding levels for 
your organization. 

Although marketing and promoting the research program is an 
important management function , there is a need to strike a balance 
between marketing efforts to improve the organization, and the 
management of the organization as it exists today. 
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To illustrate the process of marketing forestry research 
programs, we again revisit our friend Anita, a research 

~. manager for a forestry research organization in a developing 
Activities country. Please read the situation below and complete the 

exercises that follow. f! 

f! 	 Situation Analysis 

Anita is the research manager for a national forestry research organization in a 
~ --' 	 tropical developing country. She and her scientists feel they do a good job 

identifying and incorporating the latest issues facing forest science in her country 
into their research agenda. She feels proud that her organization s research~ program is producing large gains in knowledge on the biology of her country's 
tropical forests and their management. Her scientists are well known in their 
disciplines, produce high quality research, and publish their results in international 
journals. While she feels that the results of their research will eve ntually be used, 
Anita grudgingly admits that there is really no mechanism to extend the information 
to those who could use it, other than through scientific journals. 

Her organization doesn 't often publish nontechnical reports for the public, or hold 
guided tours, public events, or promotions of her research units, since their 
research deals with complex topics which she feels that the public wouldn 't 
understand. Anita doesn't see this as her problem; after all, her responsibility is 
managing research, and she really doesn't enjoy or have time to deal with the 
public. She does have a vague notion that she needs to be more in touch with 
people other than scientists. She barely knows any of the funding agency decision 
makers, media representatives, or leaders in the community. But she feels that 
since she sees these and other natural resource professionals, politicians, and 
upper-level policy makers at parties several times ayear, that should be enough. 
Again, she 's a scientist, not a politician' 

Thus, Anita is increasingly disturbed at the declining support her research 
organization is receiving from the national government, particularly for core 
funding. Her record at obtaining external funds is also lacking. Oespite her 
institution's excellent sCientific performance, it nevertheless constantly (and 
unsuccessfully) struggles to acquire adequate funding to implement its research 
agenda. She submits her budget each year and meets all the requirements and 
deadlines, yet is consistenlly told that financial resources are ever more limited and 
that her planned programs must be curtailed. While she senses these decision 
makers know lillie of her research programs or their impacts, she feels her units 
research accomplishments are so self-evident that decision makers must be aware 
of them' 

Oespite the cutbacks her unit chronically endures, other research programs within 
the government seem to be expanding in scope. And these other programs seem to 
attract other external funds as well. Anita attributes their success to the 
organizations' aggressive managers and directors, whom she feels insincerely play 
up to funders in order to obtain funding. It seems these managers spend more time 
in the capital than do the politicians' They have even spent some of their budgets 
on promotional material to distribute to funding organizations and decision makers, 
as well as thinly disguised promotional events with extensive media coverage, a 
waste of precious research money in her opinion' 
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• 
E ... It should be clear that Anita needs to reorient her thinking

STUDY UNIT ACTI VITI E S 
regarding the marketing of her research program! Should 

E;;: ' , Anita have a change of heart and begin to aggressively market&::::: " ...;~ Activity 1 1 - her research program to seek funding and political support, 
~ I what should she first consider? Write your response in the space 

below. ~ ~ I. 

~ 

F.; 

~ . ;;-. 2. 
~ - _.., 

i= 3. 

~ 

E: ~ ~ 
4. 

~ ! -~ 

(; 

e What is Anita doing wrong in her approach to marketing her 
STUDY UNIT A C TIV ITI E S forestry research organization and its program? Write your 

~ response in the space below. Activity 2 
t.; 

~ ~ 
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When marketing her research programs, Anita needs to ensure that 
potential funders: 

STUDY UNIT A C TI V I TIE S 
1. Understand what her organization has accomplished, and plans 

Comment 1 to accomplish in the future; 

2. 	 Be convinced that the research proposed addresses important 
and critical problems that are of high priority not only to the 
research organization itself, but also to the funding 
organization; 

3. 	 Have a positive perception of her organization's research 
capabilities, and be convinced that her research organization 
can complete the research and meet the funder's objectives; 

4. 	 Conclude that her organization's research proposal is better 
than competing proposals . 

While Anita excels at managing some aspects of her research 
program (i .e., producing quality research, addressing emerging 

STlJDY UNIT A C TI VITI ES issues in forest science) , she needs considerable improvement in 
her marketing and public relations. She is failing to capitalize on 

Comment 2 	 her organization's strong points in order to improve the 
organization 's funding situation . Generally speaking, she is failing 
to : 

I . 	 Gain public understanding and support of her organization 's 
research program; 

2. 	 Establish contacts and cultivate personal relationships with 
decision makers in funding organizations and the government; 

3. Gain political support for her research organization; and 

4 . 	 Thoroughly inform decision makers of the accomplishments of 
her research organization, and of the utility, and value of 
research results produced . ~ 

, 

-r~ 
;; 

.' ~ 
!;; 
.~ 
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There are many means to gain support from potential funders. 
List several ofthem in the spaces provided below. 

I. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 
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Means to gain support of potential funders include: 

STUOY UNIT A eTI V IT I ES I, 	 Prepare special, short, and easily read pamphlets and other 
publications showing potential and actual benefits of research; 

Comment 3 2, 	 Organize special public events with wide participation such as 
opening and inauguration ceremonies of new research units, 
release of new cultivars, and other public activities; 

3, 	 Provide lectures by researchers and research administrators 
during various public events; 

4 , 	 Organize visits and guided tours of research units with special 
emphasis on showing research results; 

5, 	 Provide special advisory services to selected farms or whole 
regions; 

6, 	 Undertake joint research projects with the private sector; 

7, 	 Promote special programs for children or students, including 
specially selected schools from various neighborhoods; 

8, 	 Develop close working relationships with members of the 
media; 

9, 	 Organize media programs on television, on radio, though 
popular newspapers, magazine articles, etc,; 

10 , Make special efforts to establish good relations with the 
resource allocation and decision-making community such as: 
state and federal officials, legislatures, and others; and 

I I , Participate in academic activities, when possible, with 
university systems, particularly through graduate training 
programs, 

Finally, remember that a well written research proposal, and a 
strategic approach to the funding process, is essential to 
successfuJly obtain research support, 

We hope you listed at least some of these means to gain support 
from funding organizations, 	By implementing these actions, you 
can dramatically increase the chances of successfully obtaining 
funding for your organization's activities, 
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An important and growing responsibility of forestry research 
managers is the promotion and marketing of their 
organization's research programs to attract the attention and 
support of high-level policy makers and decision makers in 
government, industry, forest user groups, the general public, 
and international funding organizations. Marketing research 
programs requires that managers inform prospective funding 
sources of the accomplishments and capacity of the research 
organization, and convince them that the proposed research 
meets their needs, and that the research organization has the 
capacity to successfully implement the research . Further, a 
well-written and well-presented research funding proposal is 
an essential part of the marketing process. 

This brief unit was designed to provide you with a broad 
overview of the importance of promoting research programs, 
as well as provide some practical suggestions of how to 
successfully market the program to funding organizations 
and decision makers . Research managers who utilize these 
suggestions will enhance their organization's success at 
attracting political and financial support for their research 
programs. Research managers who fail to market their 
programs will, like our fictitious Anita , unfortunately find 
support and funding for their research programs diminishing 
over time. 

If you would like more information regarding marketing 
your research program, we encourage you obtain and review 
the interesting articles identified in the literature cited and 
other references listed at the end of the module . A key 
article directly related to the topics covered in the module , 
and cited in the text, is reprinted for your use in the section 
on readings at the end of the module. 
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Skill & 
Knowledge 
Assessment 

Module 7 
Financing and 
Budgeting 

Below are listed a number of skill and knowledge statements 
derived from the objectives of the study units in module 7. 
These are identical to those listed in the initial skill and 
knowledge assessment at the beginning of the module. Now that 
you have completed all of the study units in the module, please 
read each statement carefully and indicate with a checkmark the 
level that best describes your current skill or knowledge, from 1 to 
5, using the following descriptions: 

J J cannot perform this skill. or J have not been exposed to the 
information. 

2 J cannot perform this skill. but have observed the skill or have been 
exposed to the information. 

3 J can perform the skill or express the knowledge with assistance (rom 
others. 

4 J can perform th e skill or express the knowledge without assistance 
(rom others. 

5 J can perform the skill or express th e knowledge well enough to 
instruct others. 

Ski II or Knowledge Statement 

Your level of Skill or 
Knowledge 

1 2 3 4 5 

a) Describe the advantages and disadvantages of 
long-term core funding and short-term project 
funding . 

b) Recognize the variety of sources from which 
research funding is obtained. 

c) Structure and oulline funding requests and 
proposals to address both the requirements of 
the funder and your own research institution. 

d) Describe a procedure that can be used to 
evaluate proposed research projects and 
programs . 

e) Develop appropriate budget formats for research 
programs. projects, and studies. 

Q Use a matrix approach to cope with dual budget 
systems. 

g) Recognize potential problems encountered in 
annual budgeting. 

h) Understand the importance of closely monitoring 
expenditures in managing accountability in the 
use of funds. 

i) Recognize the need for and importance of 
periodically reconciling planned (budgeted) and 
actual expenditures. 

j) Explain the importance of marketing your 
research program and capabilities . 

19 Develop astrategy and ptan for influencing 
potential funders of research. 

'-- -
,..... 
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APPENDIX 7.1 

SELECTED ADDRESSES OF NATIONAL AND INTERNATIONAL ORGANIZATIONS 
FUNDING AND/OR COLLABORATING ON FORESTRY RESEARCHl 

African Development Bank 
B.P. 1387 
01 Abidjan 
COTE D'IVOIRE, WA 
Tei. Office +225 32-07-11 
32-50-10/3533 

The African Development Bank 
Group (AlDB) 
101 Moorgate 
London EC2 
UNITED KINGDOM 
Tei. Office +44-71-638-0608, 6350 

Aga Khan Foundation 
rue Versonnex 7, Postfach 435 
CH-1211 Geneve 6 
SWITZERLAND 
Cable AKFGVA GENEVA 

Arab Fund for Technical Assistance 
to Africa and Arab Countries 
37 rue Kheireddine Pacha 
Tunis 
TUNISIA 
Tei. OFfice +216 (01) 89-01-00 

Asian Development Bank 
Agriculture and Rural Development 
Department 
2330 Roxas Boulevard 
P.O. Box 789 
Metro Manila 2800 
PHILIPPINES 
Te l. Office +63-2-711-3851 
Fax +63-2-741-7981 

Australian Centre for International 
Agricultural Research 
3rd Floor, Drake Centre 
10 Moore Street, P.O. Box 1571 
Canberra, A.C.T. 2601 
AUSTRALIA 
Tel . Office +61 -062-48-8588 
Fax +61-062-57-3051 

Canadian International Development 
Agency 
Natural Resources Division 
Place du Centre 
200, Promenade du Portage 
Hull , Quebec K1 A OG4 
CANADA 
Tei. Office +1-819-997-6586, 6579 
Fax +1-819-953-4676 

CARE 
Cooperative for American Relief 
Everywhere 
Agricultural and Natural Renewable 
Resources 
660 First Avenue 
New York, NY 10016 USA 

CIFOR 
P.O. Box 6596, JKPWB 
Jakarta 10065 
INDO~IESIA 
Tei. Office +62-251-31-9423 
Fax +62-251-32-6433 

Commission of the European 
Communities 
Directorate-General for Science, 
Research and Management 
200, Rue de la Loi/SDME R2/138 
B-1049 Bruxelles 
BELGIUM 
Tei. Office +32-2-29.54484 
Fax +32-2-29.66252 

Commonwealth Science Council 
(CSC) 
Malborough House 
Pall Mall 
London SW1 Y 5HX 
UNITED KINGDOM 
Tei. Office +44-71-839-3411 
Fax +44-71-930-0827 

3 Note: This list is meant only to be representative of the wide range of organizations that fund and/or collaborate 
on forestry research. The organizations and addresses given here were current in 1993, but are subject to change, 
and may no longer apply. 
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The Conservation Foundation Finnish International Development 
Conservation Foundation for 
Tropical Forest Research 
1 Kensington Gore 
Belgravia , London SW1 X 8JL 
UNITED KINGDOM 
Tel. Office +44-71-823-8842 
Fax +44-71-823-8791 

The Conservation Foundation 
World Wide Fund for Nature 
1255 Twenty-third Street, NW 
Washington , D.C. 20037 
USA 
Tel. Office +1-202-293-4800 

Danish International Development 
Agency (DANIDA) 
Asiatisk Plads 2 
DK-1448 Copenhagen K 
DENMARK 
Tel. Office +45-33-92-00-00 
Fax +45-31-54-05-33 

East-West Environment and Policy 
Institute 
East-West Center 
1777 East-West Road 
Honolulu, Hawaii 96848 
USA 
Tel. Office +1-808-944-7111 , 7555 

Environmental Policy Institute 
International Program 
218 0 Street, S.E. 
Washington, D.C. 20003 
USA 
Tel. Office +1-202-544-2600 
Fax +1-202-543-4710 

FAO Regional Office for Asia and 
the Pacific 
Maliwan Mansion 
Phra Atit Road 
Bangkok 10200 
THAILAND 
Tel. Office +66-2-280-0760, 281
7844 

Agency (FINN IDA) 
Ministry for Foreign Affairs 
Mannerheimintie 15 
SF-00260 Helsinki 26 
FINLAND 
Tel. Office +358-0-1341-6435 
Fax +358-0-440-857 

The Ford Foundation 
55 Lodi Estate 
New Delhi 110000 
INDIA 

The Ford Foundation 
Jalan Taman Kebon Sirih 1/4 
Jakarta 
INDONESIA 

Inter-American Development Bank 
Room 443/A 
1300 New York Avenue, NW 
Washington, D.C . 20577 
USA 
Tel. Office +1-202-623-1874, 623
1000 
Fax +1-202-623-3069 
Cable INTAMBANC 

International Development 
Research Centre 
Agriculture, Food and Nutrition 
Sciences Division 
P.O . Box 8500, 250 Albert Street 
Ottawa, Ontario K1 G3H9 
CANADA 
Tel. Office +1-613-996-2321 

International Labour Office 
Industrial Activities Branch 
4 route des Morillons 
CH-1211 Geneve 22 
SWITZERLAND 
Tel. Office +50-22-799-61-88 
Fax +50-22-798-86-85 
Cable INTERLAB GENE 
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International Tropical Timber 
Organization 
International Organizations Center 
5th Floor 
Pacifico-Yokohama 1-1 
Minato-Mirai , Nishi-Ku 
Yokohama 220 
JAPAN 
Tel. Office +81-45-223-1110 
Fax +81-45-223-1111 

International Union for 
Conservation of Nature 
1400 16th Street, N.w. 
Washington, D.C. 20036 
USA 
Tel. Office +1-202-797-5454 
Fax +1-202-797-5461 

Japan International Cooperat ion 
Agency (JICA) 
2-1-1 Mishoshinju-ku Shinjuki-ku 
Tokyo 160 
JAPAN 
Tel. Off ice +81-3-346-5311,5014 
Fax +81-3-311727-0300 

John D. and Catherine T. MacArthur 
Foundation 
140 South Dearborn Street 
Chicago, IL 60603 USA 

OPEC 
Fund for International Development 
Obere Donaustrasse 93 , Postfach 
995 
A-1 011 Vienna 
AUSTRIA 
Tel. Office +43 (1) 53-16-640 
Cable OPECFUND 

Organization for EconomiC 
Cooperation and Development 
OECD Development Centre 
2 rue Andre Pascal 
F-75775 Paris, CEDEX 16 
FRANCE 
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Overseas Development 
Administration 
(ODA) 
Foreign and Commonwealth Office 
94 Victoria Street 
Victoria, London SW1 E5JL 
UNITED KINGDOM 
Tel. Office +44-71-917-0513 
Fax +44-71-917-0679 
Cable MINISTRANT LONDON 

Pan American Development 
Foundation (PADF) 
1889 FStreet, N.w. 
Washington , D.C. 20006-4499 
USA 
Tel. Office +1-202-458-3969 
Fax +1-202-458-6316 

Rockefeller Foundation 
1133 Avenue of the Americas 
New York, New York 10036 
USA 
Tel. Office +1-212-869-8500 
Fax +1-212-764-3468 
Cable ROCKFOUND NEWYORK 

Swedish International Development 
Authority 
Agriculture Division 
Birger Jarlsgatan 61 , Fack 
S-105 25 Stockholm 
SWEDEN 
Tel. Office +46-8-728-55-14 
Fax +46-8-32-21-41 

UNESCO 
Division of Ecological SCiences, 
MAB Secretariat 
7, place de Fontenoy 
F-75700 Paris 
FRANCE 
Tel. Office +33-1-45-68-40-35 
Fax +33-1-43-06-11-22 

UNESCO 
Regional Office for Science and 
Technology for South and Central 
Asia 
UNESCO House 
17 Jor Bagh (Lodi Road) 
New Delh i 110003 
INDIA 
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UNESCO 
Regional Office for South East Asia 
14 Jalan Thamrin . 273/JKT 
Tromol pos 
Jakarta Java 
INDONESIA 

United Nations Development 
Programme 
U.N. Nongovernment Liaison 
Service 
1 United Nations Plaza 
New York , New York 10017 
USA 
Tel. Office +1-212-754-3125 

United Nations Development 
Programme 
BPPEITAD 
Room DC1-2024 
1 United Nations Plaza 
New York, New York 10017 
USA 
Tel. Office +1-212-906-5088 
Fax +1-212-906-5365 

United Nations Environment 
Programme (UNEP) 
P.O. Box 30552 
Nairobi 
KENYA 
Tel. Office +254-2-333-930 
Cable UNITERRA NAIROBI 

U.S. Agency for International 
Development 
US-AID/Niamey 2420 
P.O. Box 96950 
Washington, D.C. 20090-6950 
USA 
Tel. Office +1-703-875-4394 

U.S. Agency for International 
Oevelopment 
Office of Environment and Natural 
Resources 
SA-18,509 
320-21 st Street, NW 
Washington , D.C. 20523-1812 
USA 
Tel. Office +1-703-875-4106 
Fax + 1-703-875-4639 
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USDA Forest Service 
International Forestry 
P.O. Box 96090 
Washington, D.C. 20090-6090 
USA 
Tel. Office +1-202-205-1575 
Fax +1-202-205-1603 

World Bank 
Agriculture and Natural Resources 
Department 
Room N-5020 
801-19th Street, NW 
Washington, D.C. 20433 
USA 
Tel. Office +1-202-477-1234 
Fax +1-202-334-0568 

World Resources Institute 
Suite 700 
1709 New York Avenue, N.W. 
Washington , D.C . 20006 
USA 
Tel. Office +1-202-638-6300 
Fax +1-202-638-0036 

World Resources Institute 
Center for International 
Development and Environment 
Suite 700 
1709 New York Avenue, NW 
Washington, D.C. 20006 
USA 
Tel. Office +1-202-638-6300 
Fax +1-202-638-0036 

World Wide Fund for Nature 
(WWF-UK) 
Panda House, Weyside Park 
Catteshall Lane 
Godalming , Surrey GU7 1XR 
UNITED KINGDOM 
Tel. Office +44-483-426-444 
Fax +44-483-426-409 
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E: ~~ READINGS FOR MODULE 7 

e: The following reading has been selected to provide you with additional information 
J ~-
I . "" related to the material covered in module 7. We hope you will find it ofinterest. 

E I ~ - Odeyinde, M. A., and J E. Abu . 1992. Forestry research funding in Nigeria. In Forest I . ~

I - research management initiatives for the 1990s, eds. J A. Kininmonth and G. L. Tarlton, 86
96. FRI Bulletin 173. Rotorua, New Zealand : Forest Research Institute . ~ ~ ~ ;! 
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Forestry Research Funding in Nigeria 

Michael A. OdeyIncie and J.E. Abu 
Forestry Reaearch Institute of Nigeria, PMB 5054, baclan, Nigeria 

ABSTRACT 
Adequatefunding isessential in order to maintaina hea1thypace ofscientificand technological research and 

development In Nigeria, funding for forest research has not followed any consistent pattern but has 
generallybeen inadequateand sporadic. In recent times, especially since the commencement of theon-going 

cash squeeze, the funding situation has worsened. Funds allocated to forestry research have been on the 

declinebutare largely adequate for the paymentofsalariesand wages, leaving very little for research project 
execution,maintenanceofresearch facilities, and development of infrastructure. This situation isnotpeculiar 

to Nigeria, however, as there has been, in more recent times allover the world, expressed concern about the 

poorfunding of research and development and the need to reverse the phenomenon. Thus the Organisation 
ofAfrican Unity'sLagos Plan of Action (1980) recommended tomember states theannual provision ofat least 

1% of their nation's GOP for science and technology activities by the year 1990. On the local scene, policy 

statements have also been made with respect to the proportion of the nation's revenue to be earmarked for 

R&D. The national agricultural policy reromrnended 3%, whilst the national science and technology policy 

recouunended 5% of the nation's annual budget for agricultural research activities and science and 

technologydevelopment respectively. However, whilst theconcretisation of these laudable policy objectives 

is being awaited, other options for improving the level of funding for forestry research in Nigeria are either 
already in place or are being proposed. There is a need to exploit non-federal sources of funds for boosting 

the total appropriations for forestry research from Nigerian sources and also deliberately to exploit the 

technicalassistance opportunitiesoffered by bi-Iateral and multi-lateral aid agencies toensure steady supply 
ofresearchequipmentandspareparts, which localcurrency finds difficulty in supplyingbecause of inflation. 

Keywords: Nigeria; forestry; geography; economy; forestry research; funds; research management; science 

and technology. 

INTRODUcnON 
As Nigeria inevitably joinsotherThirdWorldcountries 
in experiencing unavoidable economic restructuring, 
sectorial allocation of funds becomes a very painful 
exerdse, in that resources available to Government 
become inadequate for executing the various large 
Government programmes. The unstable economic 
fortunes of the country, as in most countries, as well as 
political experiences, have dictated the organisation, 
direction.and theamount of fundsavai1able to forestry 
research over the years. Thus, forestry research has 
been the concern of ~tra-Ministeria1 Departments 
under various Ministries, a sector of the Agricultural 
Department of the AgrIcultural Research Council of 
Nigeria.a ResearchInstituteunder the National Science 
and Technology Development Agency, an Institute in 

the Agricultural Sciences Department of the Federal 
MinistryofScienceand Technology, an Institute in the 
Federal MinistryofEducation,Scienceand Technology, 
and currently the Agricultural SciencesDepartment of 
the Federal Ministry of Science and Technology. The 
orientation of the programmes of work on forestry 
research has also metamorphosed along the direction 
of the organisational arrangement of the supervisory 
Ministry, from highly development-relevant projects 
and strong linkages with the State Forestry Services 
that existed under the 'Federal Ministry of Agriculture 
extra-departmentalstatus, i.e., prior to and up to 1970, 
to loosely relevant projects and weaker linkages that 
existed under the various Science and Technology 
umbrellas where science and technolOgy polioes 
dictated the direction of research. 
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Forestry research funding has also varied with the 
economicand political circumstance of the nation. The 
personnel costs are invariably fixed obligations as 
sufficient funds are usually made available to support 
approved establishments. Funds for research 
(operations and maintenance) are, however, affected 
bythevagariesoftheeconomyofthecountry.Although 
there is still no shift in Government policy of funding 
forestry research in Nigeria, various signals from the 
present precipitous trend of funding and 
pronouncements from Government functionaries are 
indications that the Forestry Research Institute, which 
is themajor forestry research agency inNigeria, should 
substantially increase its revenue base to provide the 
needed shortfall betweenprojected needand whatever 
capital subvention that Government makes to forestry 
research. 

nuspaper provides background informationon the 
geography, economy, and forestry research 
organisation and management in Nigeria to set the 
scene for a better appreciation of the forestry research 
problems of Nigeria, the sources of funds currently 
available to forestryresearch,and thepotentiaI sources 
that can sti11 be tapped to considerably improve the 
leveloffundingofforestry research activities inNigeria. 

BACKGROUND 
Geographical perspective 
Nigeria has been referred to as the most populous 
nation in Africa with a population "guesstimated" at 
120 million people. It is one of the wealthier and more 
self-sufficient African countries, and is also a well
endowed country in human and material resources 
terms. Nigeria is located in the western part of the 
African continent slightly north of the equator, lying 
between latitudes 40 and 140 north of the equator, and 
longitudes 30 and 140 east of the Greenwich Meridian. 
It is bounded on the west by the Republic of Benin, on 
thenorthbyNigerRepublic, on theeastbythe Republic 
of Cameroun, and it is washed on the south by the 
Atlantic Ocean. The country has an area of 913 072.64 
Janl, and is well watered by rivers Niger and Benue 
and their tributaries which drain into the Atlantic 
Ocean that washes the southern part of the country. 
The climate varies from trOpical at the coast to sub
tropical further inland. There are two well-marked 
seasons- the dry season lasting from November to 
March and the rainy season from April to October. 

Temperatures at the coast seldom rise above 9O"F, but 
humidity is high. The climate is drier further north 
where extremes of temperature are more common, 
sometimes reaching as high as 11()" and falling to SO"F. 
The above climatic profile is matched with a rich 
variety of vegetation cover, starting with a narrow 
band of brackish/mangrove and fresh water swamp 
foresta1ong thecoast. Furtherinland, wheretherainfall 
isover2000mm perannum, is the lowland rainforest/ 
tropical humid forest/tropical high forest which 
produces the well-known timber species and is the 
major source of Nigeria's timber. North of this is a 
broad belt of Guinea savanna (northern and southern) 
extending from latitude 7.5 N to 11 N approximately, 
with an average rainfa1l of 1200 mm perannum. In the 
northern part of the country (the 'arid' north) is the 
Sudansavanna, where therainfall isbetween 1<XXl mm 
and 500 mm per annum. At the extreme north-east, 
where the rainfall drops below 500 mm per aMum 
(down to 200 mm), occurs the Sahel savanna. Figure 1 
shows the forest regions of Nigeria. 

Economic perspective 
Perhaps the best launching pad for the consideration 
of funding of forestry research in Nigeria is a preview 
of the economic profile of the country. According to 
Anon (1988) theadvent ofpetroleum into theNigerian 
economy in the late 19605 and early 19705 heralded an 
increase in government revenue, a noticeable rise in 
industrial investment both in the public and private 
sectors, a balance of payment surplus, growth In 
construction industries, rapid urbanisation, and 
ostensible advancement in educational, health, and 
infrastructural development. Before the end of the 
1970s,it wasclear that theoil sector provided over90% 
ofgovernment revenue The world economic recession 
which occurred in the early 1980s brought with it a 
down-tum in the general economic development of 
the country. The oil glut in the world market led to a 
decline in oil prices which in tum brought about a 
decline in the oil revenue available to the government 
Consequently, the country could no longer support 
massive import of raw materials, food, and spare 
parts. There was a noticeable deficit in balance of 
payments, a deep down-tum in agricultural output, 
and an acute shortage of foreign exchange. Other 
problems included a decline in industrial output, a 
c1ose-down of factories, loss of job opportunities, a 
high rate of inflation, and a loss in purchasing power 
of the naira (the Nigerian currency). These problems 
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forced the government to adopt the Structural 
AdjustmentProgranune(5AP) whichaimsatcorrecting 
the imbalance in the economic development of the 
country by channelling resources to the productive 
sectors of the economy, such as agriculture, mining, 
and quarrying, as well as industry. 

PalMdcurNlltfor8stry.....archeflortsIn Nlg.raa 

Approximately 11% of the country's total land area of 
913072.64 Jun2 is reserved forest estate. Out of this, 
80% is savanna woodland and 20% (or 2% of the total 
land area) ishigh forest. This zone supplied theexport 
timber thateamed the countrymuch foreign exchange 
before the ban on timber exports and continues to 
supply the growing intema\ demand for industrial, 
construction, and furniture wood. 

Prior to independence in 1960, for sustained yield 
the reserves in the high forest zone were managed on 
a felling cycle of 100 years. In 1962, the felling cycle for 
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natural forest wasreduced toSOyears to makeavailable 
larger areas for exploitation to supply the need of the 
rapidlygrowingwood-based industriesand to produce 
export timber for foreign exchange. Although export 
oftimberwasbanned in 1975 theintemaI consumption 
of wood had grown to such a magnitude that by the 
1980s forest exploitation had become virtually 
unregulated, and timber was being removed from the 
reserves on a massive scale, both legally and illegally 
(Umeh 1991). 

TIle research efforts of the old Forestry Services in 
the 1920s and 1930s centred on the stimulation of 
natural regeneration of the high forest through climber 
cuttingand poisoningofuneconomic trees with sodium 
arsenite. Kio and Ekwebelam (1987) summarised the 
four systems investigated during 1927-36 in the thick 
rain forest ofSapoba.TIle Tropical Shelterwood System 
(T55) was the most widely adopted. The TSS involved 
extensive poisoning of all non-commercial shade 
casting trees within the lower and middle layers. 

8° 10° 12° 

..;......,. 

FIGURE 1-Forest regions of Nigeria (source Onweluzo 1979) 
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lacked executive powers, being essentially only 
advisory.TheautonomousNSTDA had representation 
in the Federal Executive Council unlike the NCST, its 
predecessor.TheNSTDAbecame the Federal Ministry 
of Science and Technology (FMST). There was a brief 
association with the Federal Ministry of Education in 
1984but theFMSTiscurrentlyanautonomousministry. 

OVERAll MANAGEMENT OF RESEARCH 
The National Policy on Science and Technology 
provides for a National Council on Science and 
Technology (NCST) as the consultative body of the 
Federal MiniStry of Science and Technology. The body 
comprises all State Commissioners for Science and 
Technology together with representatives from the 
Federal Ministry of Agriculture and Natural Resources, 
universities, and the private sector, and has four 
adviSOry technical sub-committees. The Forestry 
Research InstituteofNigeria isaprominent memberof 
the Agriculture SUD-committee. These SUD-conunittees 
have been assigned a general mandate to (0 review 
and promote research and development activity, (ti) 
identify and highlight priority areas for research 
development, (iii) promote and foster collaborative 
efforts among researchers, and (iv) provide 
mechanisms for the acquisition, storage, and 
dissemination of science and technology information. 

The Federal MiniStry of Science and Technology is 
vested with overall responsibility for managing the 
institute through its Department of Agricultural 
Sciences which is responsible for the development and 
conduct of the separate research programmes of 18 
agricultural institutes. 

The Federal Ministry of Agriculture and Natural 
Resources has its own consultative body, the National 
Council for Agriculture which has the Director of 
Agricultural Sciences Department of the Federal 
Ministry of Science and Technology as a key member. 
The agricultural policy for Nigeria caIls for adequate 
funding over sustained periods with not less than 3% 
of the Federal budget allocated to agricultural research 
for the development of technolOgies relevant to the 
needs of Nigerian farmers. 

The Forestry Research Institute of Nigeria has a 
Governing Board drawn from prominent foresters, 
eminent scientists, and businessmen. The Federal 
Ministry of Science and Technology and the Federal 
Ministry of Agriculture are each represented on the 

GoverningBoard which has the DirectoroftheInstitute 
as its Secretary. The Governing Board has formal 
management responsibilities in deciding priorities, 
staff appointments, discipline and promotions, and 
manpower development for the Institute. 

The Director of the Institute has responsibility for 
the day-tCHiay running of the Institute under the 
Governing Board and is accountable to the Federal 
Ministry of Science and Technology. 

AllOCAnON OF FUNDS FOR 

AGRICULTURAL RESEARCH 


Financing of agricultural research is derived to a large 
extent from public funds. The main justification for 
publiC financing of agricultural research is that the 
public as a whole benefits from application of the 
results. Therefore, in contrast to industrial research, 
government financing generally constitutes the major 
source of support for agricultural research. Thesources 
ofgovernment funds vary from country to country. In 
the United States for example, non-federal funds could 
account for about 75% of the total appropriations for 
agricultural research. According to Peterson (1969) 
state appropriations make upabout 70% of non-federal 
funds, the amounts from this source evidently 
depending on each state's tax base and willingness to 
tax its citizens. Grants from foundations and industry 
account for about 7% of all non-federal funds, and 
revenues from fees and sales for about 13%. 

Thesituation indeveloping countriesdoesnot agree 
with this ideal arrangement as the proportion of non
federal funds out of the usually very low total 
appropriation to agricultural research is insignificant. 
This is why in 1964 the ugos conference on the 
organisation of research and training in Africa, 
following a study by UNESCO and ECA on the 
conservation and utilisation of natural resources, 
recommended that05% of theGNP shouldbe invested 
in research on natural resources. The conference 
proposed thatonefifth of theamount should bedevoted 
to basic research and the rest to applied research 
(Robinson 1970). In Nigeria, the national agricultural 
policy stipulates that 'about 3% of the national annual 
budget should be allocated to agricultural research 
activities. Similarly, a major policy objective of the 
national science and technology policy is that the 
Federal Government is to fund sdenceand technology 
development up to a level of 5% of its annual budget. 
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TABLE 1- Cap~al allocation to 24 Research 
In.tllutes in Nigeria (1981-91) 

Year 

1981 

1982 

1983 

1984 
1985 

1986 
1987 
1988 

1989 
1990 

1991 

Annual capital 
allocation 

naira (millions) 

112.0 

85.84 
73.12 

11 .83 
30.15 

3.57 

5.63 

25.57 

38.00 
44.20 

52.30 

Equivalent in 
US$ 

(millions) 

203.64 

156.07 

132.94 
15.36 
33.87 

2.04 

1.38 

5.63 
5.08 

5.27 

5.50 

However, these policy statements have not been 
translated into reality, possibly because numerous 
other sectors are contending for available funds. What 
has happened over the years can best be regarded as 
reflecting the esteem accorded to science and 
technology innovation through research. Research 
efforts have in the past been frustrated by very low and 
uncertain funding. Research and development have 
suffered more than any other sector during budget 
allocation exercises. Idachaba (1981), aggregating 
research categories, noted that allocations for research 
onagricul ture (crops), livestock, fisheries, and forestry 
fell from 20.97% of aU federal expenditures on these 
subsectors in 1953/54 to only 5.74% in the 1975-80 
plan. He concluded that these historical allocations 
were clearly inconsistent with the dominant position 
of agriculture, livestock, fisheries, and forestry during 
theperiod.Theposition has not improved insubsequent 
plan periods. 

In Nigeria, the socioeconomic development policy 
hasbeen spelt outsince independence in 1960 in5-year 
development plans, and from 1990 in 3-year rolling 
plans. Capital estimates are usually proposed around 
theyearly provisions in the plan. In the plans, the goals 
to be met are established and the focus of government 
for each plan period is usually expressed as a theme. 
Funding of Research Institutes is by the Federal 
Government through the Federal Ministry of Science 
and Technology. The Ministry contests for available 
funds with other ministries through the normal 

budgetary approach. The Minister for Budget and 
Planning is responsible for advising the Federal 
Government on available receipts and budgetary 
allocations to the various ministries depending on 
Government priorities. Available receipts and 
Government priorities have been the criteria for 
allocating funds to ministries. 

Prior to the 1990 fiscal year, capital allocations to 
agricultural research had been aggregated for each 
research institute under thegeneral capital subvention 
to the supervisory Ministries. Thisallocation procedure 
was not favoured by Directors of research institutes 
who argued that: 

1. 	 the research institutes themselves were in a better 
position to defend their budget proposals than the 
supervisory Ministry; 

2. 	 that the "rule of thumb" criteria used in deciding on 
the relative shares to be allocated to different areas 
of research was not rational and was subjective; 

3. 	 that personal biases of administrators, directors of 
research institutes, and other interested persons 
did influence the sharing out of research allocation 
to the research institutes. 

From the 1990 fiscal year, however, the research 
institutes began to have the opportunity to defend 
theirbudget proposals individually before the Ministry 
of Finance and to have appropriations madeon capital 
project basis. What is eventually released to the 
institutes is, however, still decided by the Ministry of 
Science and Technology which receives aggregated 
Capital subvention on behalf of the research institutes. 

A trend analysis on capital allocation to the 24 
research institutes in Nigeria, excluding universities, 
in this study indicated a general decline in annual 
appropriation to the establishments since 1981. Table 
1 gives aggregated annual capital allocations to 24 
research institutes in naira and United States dollar 
equivalents. 

In the very lean years 0984-87) the overall financial 
allocation to scienceand technology was far below the 
1% of GDP which the Organisation of African Unity's 
Lagos Plan of Action (1980) recommended as the 
minimum level of funding for research and 
development activit ies. The slight increase in 
appropriation since 1988 indicates the direction in 
which the nation' s economy might be moving. 
However, considering the rate of inflation in the nation's 
economy, which sometimes exceeds 45%, and the very 
low exchange rate of the naira, the observed increase 
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may be negligible in view of the fact that purchase of 
spare parts and replacement of equipment require 
foreign exchange procurement. 

CURRENT SOURCES OF FUNDS FOR 

FORESTRY RESEARCH ACllVITIES IN 


NIGERIA 

'TheFederal GovemmentofNigeria is themajor spoIlllOr 
of forestry research activities in Nigeria. This it doesby 
way of direct capital subvention through the 
supervisory Ministry to the Forestry Research Institute 
ofNigeria which is the main organisation with a forestry 
research mandate in Nigeria. Although there are no 
statistics to assess the percentage of non-Federal funds 
coming to research, it can be safely concluded that 
Federal funds contribute over 95% of total regular 
funds available to forestry research. 

Figure 2 presents total capital appropriation to the 
various research programmes of the Forestry Research 
Institute of Nigeria for the years 1981-91. 'The lIituation 
observed here is similar to that of other research 
institutes and that of aggregate capital appropriation 
to all the research institutes during the period . The 
trend also reflects that of the nation's economy
inflation has eroded any benefits that might have been 
gained from theslight increases in capital appropriation 
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FIGURE 2- Annual capital appropriation to the Forestry 
Research Institute of Nigeria (1981-91) 

to the Forestry Research Institute from 1987. 

'The total funding for forestry research declined 
substantially from a peak in the early 19805 until 1986. 
Thereafter, in current nairas the funding has been 
increasing. A historical summary is given in Table 2. 

However, the increases have not kept pace with the 
high inflation rate. For example, even to maintain the 
low funding levels of the 1984-87period in real terms, 
the 1991 funding should have been N4.18 million. In 
US dollar terms,by 1991 funding had fallen to less than 
one fiftieth of the level in 1981, even though in naira 
terms the difference is less than one-quarter. The 
implications of this are very serious, as many research 
items (Le.,equipment, spareparts, journals, laboratory 
reagents, and equipment) have to be imported and 
paid for in foreign exchange. 

Internally generated revenue is becoming 
increasingly visible as a source of funds for forestry 
research in Nigeria. The Government is further 
encouraging research organisations to generate funds 
for research through the establishment of pilot 
production schemes aimed atcommerdalisingresearch 
results. Examples of such projects undertaken at the 
Forestry Research Institute of Nigeria include 
manufacture of wood cement floor tiles and ceiling 
boards and glue laminated wooden furniture items. 
and commercial production of tree seedlings. The 
Institute also provides consultancy services to the 
public, especially to the wood-based industries 

TABLE 2- Annual capital allocation to FRIN 

(1981-91) 

VH' naira 

(millions) 

US$ 

(m~lions) 

Exchange rate 

(Ex. Can .... 1 

Bank of Nigeria) 

1981 

1982 

1983 

1984 

1985 

1986 

1987 

1988 

1989 

1990 

1991 

6.00 

3.10 

3.15 

0.44 

0.076 

0.18 

0.25 

1.61 

1.92 

1.66 

1.81 

10.91 

5.64 

5.73 

0.57 

0.08 

0.10 

0.06 

0.35 

0.23 

0.20 

0.19 

0.55 

0.55 

0.55 

0.77 

0.89 

1.75 

4.06 

4.54 

7.47 

8.39 

9.51 
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interested in direct forest plantation establishment. 
Substantial revenue isalsoderived from interesteamed 
on fixed deposits. Table 3 indicates the increasing 
conbibution of internally generated revenue over the 
period 1985-90. 

TABLE 3- Level of internally generated revenue by 

FAIN (1985-90) 


Year Revenue 

(000) naira 

1985 199.1 

1986 295.9 

1987 214.4 

1988 271.9 
1989 339.4 

1990 342.9 

The Forestry Research institute of Nigeria also 
derives funds from extra-budgetary sources, especialIy 
those within the portfolio of the National Committee 
on Environmental Problems. This agency of 
Governmentmakesfundsavailabletoindividualsand 
organisations which haveexpertisein solving identified 
environmental problems. So far, the Institute has won 
the follOwing projects under the Ecological Disaster 
Funds: thegully erosion afforestation project, the sand 
dune fixation project, the jojoba research project, and 
theshelterbeltsresearch project. These extra-budgetary 
projects are short-term, lasting between 3 to 5 years. 
The projects are invariably relevant to the mandate of 
the Institute, and the funds for the projects have much 
Iin\cageeffectas they go a long way towards providing 
the much needed vehicles, laboratory, and field 
equipment which can also be used for other research 
activities of the Institute. Extra-budgetary funds are 
made available to the Institute at the inception of the 
projects, thus allowing the Institute the opportunity to 
earn additional revenue through interest on fixed 
deposit. 

Foreign currency allocations, a key component of 
the financial requirements, are often inadequate to 
maintain and operate laboratory and experimental 
stationfadlitiesandlibraries. Donor support for specific 
projects are carefully chosen such that they provide the 
financial flexibility to cover foreign currency 
requirements in otherpartsof the research system. The 
Institute has so far enjoyed support from the following 
donor agents: 

1. 	The Overseas Development Agency (ODA) of the 
British Government cooperated with the Forestry 
Research Institute of Nigeria by funding the West 
African Hardwoods Improvement project (1971
77). 

2. 	The International Development Research Centre 
(IDRC) of Canada in the early 19705 assisted in 
setting up the Shelterbelt Research Station in Kano. 
The Agency provided funds for the purchase of the 
much needed equipment and overseas training of 
staff. 

3. 	 The Japanese International Cooperation Agency 
(nCA) cooperated with the Forestry Research 
Institute of Nigeria on the FRINIJICA (August 
1986-August 199]) Trial Mechanised Afforestation 
Project in semi-arid areas. This project contributed 
short- and long-term experts in various disciplines, 
staffoverseas training, infrastructuraldevelopment, 
and supply of machinery and equipment. 

4. 	 Other external agencies included the Food and 
Agricultural Organisation (FAO> and United 
Nations Development Programme (UNDP), the 
twin organisations that assisted with the 
establishment of the savanna forestry research 
station in 1964. 

OTHER POTENTIAL SOURCES OF FUNDS 

FOR FORESTRY RESEARCH IN NIGERIA 


In other countries, state contribution to forestry research 
is appreciable. In Nigeria, however, apart from the 
experimental sites in forest reserves, the states do not 
contribute financially to forestry research. Up until 
now, the assumption has been that research plots 
revert to the states at the termination of forestry research 
experiments, leaving the states to benefit from the 
plots. Now that the Institute is faced with the very high 
cost of establishing experimental plots, and low funding 
from government, the Institute may have to revise this 
assumption and enter into formal agreements with the 
states on a formula for sharing the proceeds from the 
sale of forest resources on experimental plots. 

The Institute has so far relied on the Supervisory 
Ministry to recommend to it donor agents. It may 
become necessary for the Forestry Research institute 
to take the initiative in searching for sponsors of its 
very important projects. The rnangroveresearch project, 
utilisation of small-diameter, plantation-grown logs, 
timber engineering, solar kiln drying, and wood 
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preservation are projects which are not popular in the 
donor agency list available to the Federal Government 
of Nigeria. 

The Ministryof Science and Technology, mindful of 
the dwindling resources available to Science and 
Technology Development, has setup a National Science 
and Technology fund from which funds are made 
available on competitive basis to scientists and 
organisations involved in science and technology 
development, in accordance with the national policy 
guidelines and strategies. Contributors to the fund 
include the Federal Government and its parastatals, 
the State Governments, and the private sector. 

The Federal MiniStry of Science and Technology has 
recently received a Federal Government approval for 
anlntemational Development Association (IDA) credit 
of 585 milIion units of Special Drawing Rights (SDR), 
which is equivalent to USS78 million spread over 
7 years and repayable over 20 years. Seventeen 
agricu1tural research institutesand the Federal Institute 
of Industrial Research will benefit from the project. 
The project would represent the first stage of a long
term process to develop an institutional framework 
and improve research management systems, so that 
priorities are properly assigned and research planned 
and programmed efficiently. The project is aimed at 
rehabilitating the research institutes, and focuses 
support on high-priority research to increase the 
availability of appropriate technolOgies. With the 
injection of the World Bank loan, the Forestry Research 
Institute of Nigeria has the unique opportunity to 
rehabilitate and replace dilapidated and out-dated 
research equipment, purchase utility vehicles for much 
needed mobility, and resuscitate manpower 
development programmes. 

CONCLUSION 

Ideally, the budget for forestry research would be 
calculated after the research programmes were 
established. Itwould consist of thecumulativeamounts 
necessary to undertake all the research projects that, 
after careful evaluation, had been found to be of 
sufficient merit for inclusion in the national plan (Amon 
1975). InNigeria,thisapproachis rarely, ifever, possible 
to adopt. As a rule, the total costs of all desirable 
projects exceed the available resources. Therefore, the 
normal procedure is first to establish the forestry 
research budget and then to plan the research 

programme within the constraints imposed by the 
budget. In essence, what is eventually released for 
forestry research activities is invariably short of 
approved budget, which is usually in the order of 10% 
of the proposed budget for forestry research. This 
phenomenon severely limits the scope of forestry 
research activities, leads to frustration of researchstaff, 
and weakening of the forestry research infrastructure. 
It is concluded that urgent efforts should be made to: 

1. 	 considerably improve the levelsof federal and non
federal funding for forestry research; 

2. 	 lay more emphasis on revenue yielding projects to 
generate additional funds from sales, fees, and 
consultancies; 

3. 	intensify efforts in attracting national projects that 
are funded separately from the normal budget; 

4. 	 intensify efforts in attracting bilateral and 
multilateral aid agency funding of forestryresearch 
projects primarily to address the issue of 
strengthening forestry research infrastructure. 
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