3. Institutional development plan for the next 4 years

3.1 Scientific SWOT analysis

· Strength
· Administrative and Environmental multi-media geo-spatial data at national scale were developed during many research projects in the past years;
· Expertise in linking and using complex simulation models with geo-data for answering to the implementation of  agriculture and environment policy regulations (Nitrate Directive, Sewage Sludge Directive, Less favored areas for agriculture);
· Multi-disciplinary team (agronomists, land reclamation engineers, biologists, chemists, geographers, physicists, mathematicians, computer scientists, economists);

· Very good  partnership cooperation with national institutions coordinating actions for water (Romanian Water Authority) and atmosphere (National Meteorological Administration) 

· Many ongoing partnerships with private companies active in various fields (agriculture, environment, technology of information, chemistry)

· Experience in developing and working with agro-environmental indicators used as policy support by DG-Environment, DG-Agriculture and EUROSTAT

· Large spectrum of activities resulting from financing research based only on large projects gained by competition, and projects / services asked by public and private institutions and citizens
· Scientific coordination of the national network of County - Soil testing and agro-chemistry laboratories (OSPA) 
· Good research infrastructure
· ICPA is the focal point for the application of Nitrate Directive related to soil , crop and rural development aspects;

· ICPA is the national reference laboratory for soils, fertilizers, waste and crop nutrition
· Weakness

· In spite of large knowledge accumulations few papers in international refereed journals and patent registrations were submitted;
· Few potential directors for projects in the PNCDI calls according with the new eligibility criteria included in the terms of reference;
· Accreditation of only one laboratory (Fertilizer testing Laboratory)
· No spin-off development based on the patents registered by ICPA.

· Opportunities

· Challenges resulting from  the evaluation and implementation of the new Community Agriculture Policy at national and local scale
· Sectoral  Operational Plans for Human Resources Development gives the opportunity for developing a stable structure for training in the field of sustainable management of soil resources under human-induced pressures;
· National Rural Development Plan asks for measures related to soil management
· Very high weather variability in the last years reinforce the public concern on the effects of global changes on natural resources and agriculture ; 
· The “Proposal for a Regulation of the European Parliament and of the Council on support for rural development by the European agricultural Fund for Rural development (EAFRD)” from October, 19th 2011 includes within Pillar II of CAP the European Innovation Partnership on Agricultural Productivity and Sustainability which is aimed at promoting resource efficiency, building bridges between research and practice and generally encouraging innovation. In this document Innovation, development of competitive businesses and provision of public goods to EU citizens are seen as ways to align the CAP with the Europe 2020 strategy.
· Threats

· Few well trained young specialists in the market in Romania;
· Long time and difficulty for making a career in research compared with other activity domains;
· Sub-optimal financing  for the outputs asked in the terms of reference of the projects included in sectoral programs as a consequence of budgetary restrictions induced by economic crisis in the situation of having the same monitoring/reporting targets for national and EU policy regulations;  
· Sub-optimal financing of RDI project calls
· In the absence of a Soil Framework Directive soil related problems are less and only secondary included in the European Research Projects. The majority of the ICPA research directions have correspondence with JRC activities in the circumstance that JRC collaborate usually with national institutes having public financing;
· Difficulty of financing research  and extension by farmer community;
· Private financing is limited because most of the big actors having activities related to agriculture are foreign companies that ask for know-how from the institutes in their own countries.
3.2 Strategic scientific objectives and directions
EU policies, and notably the Common Agricultural Policy (CAP), are increasingly aimed at achieving a balance between competitive agricultural production and sustainable use of natural resources.  Obligatory CAP measures such as cross-compliance and the agri-environment schemes funded under the second pillar of the CAP are an indication of the European Union’s commitment to enhancing the sustainability of agriculture and agro-ecosystems.
Despite the difficulties of recent years, ICPA has the capacity and commitment to play a fundamentally important role in the re-orientation of Romanian agriculture towards the European “model” of more sustainable resource use, notably soil and water.

ICPA is a research institute that is in the “right place, at the right time”.  

It has already provided significant support to the Romanian government during integration in the EU.  In the coming years it will assume even greater responsibility for facilitating compliance with key environmental obligations of EU membership as laid out in the aquis communitaire and will inevitably have an increasing impact upon the competitiveness and sustainability of the agricultural and rural sectors.
It will also continue to play an important role in “bridging the gap” between the Ministry of Agriculture, and Rural Development and the Ministry of Environment and  Forestry.  This is reflected in the two key pieces of EU legislation relating to soil and water that ICPA has assumed a significant responsibility for supporting – the Nitrate Directive and the Sewage Sludge Directive.

The next significant regulatory challenge will be the Water Framework Directive, as well as the huge task of monitoring and reporting upon the environmental impact of the reformed CAP and new rural development regulation, EU Thematic Strategy for Soil Protection, Regulations on using biomass for bio-fuels and bio-liquids production, and other international conventions ratified by Romania.
The success of any research organization depends upon the imagination and motivation of its scientists, the freedom they have to express their findings and the effectiveness with which they utilize available (often limited) resources.  In order to make progress in achieving its vision, ICPA therefore has the following Strategic Aims for the next 4-5 years:

· To maintain and enhance the intellectual, technical and management capacity and competence of the Institute as a “centre of excellence” through the professional development and appropriate motivation of the staff

· To maintain and improve the scientific and technological capability of the Institute through investment in its research infra-structure, including buildings, equipment and local/regional data collection networks

· To continue the accreditation of analytical facilities and management systems according to ISO standards and in compliance with EU requirements for accredited laboratories relating to agriculture and the environment

· To sustain the current growth in annual turnover by developing and diversifying all sources of income

ICPA will continue to encourage and foster fundamental and applied research of public and national interest, as well as technological developments, relating to:

· the characterization and quantification of natural resources and the environment - with a high priority given to the deeper understanding and better prediction of different processes relating to soil formation and functioning in natural and man-made ecosystems;

· plant nutrition and soil fertilization - with a high priority given to the development of nutrient management practices capable of sustaining market-oriented crop production with low environmental impact; 
· sustainable soil and land management – with a high priority given to the consequences of soil pollution and the rehabilitation and ecological reconstruction of lands affected by pollution; 

· the management of agricultural, urban and industrial wastes – with a high priority given to a) the establishment of technologies to use sewage sludge on agricultural land and b) research on the impact of spreading sewage sludge, on agricultural land, including the influence on crop yield and quality, soil, water and air;

· the complex processes and problems associated with the management of agro-ecosystems and rural development. 

Research and development activities will continue to be undertaken primarily in accordance with the priorities established by a) the scientific and technological objectives of the National Research, Development and Innovation Program of the Ministry of Education, Research, Youth and Sports, and b) the sectoral plans and specific research needs of other Ministries.

ICPA will continue to develop it’s network of international contacts and orientate itself towards EU sources of research and development funding. The Institute will actively contribute to any relevant European Research Networks.
Monitoring and Evaluation of Natural Resources

In collaboration with the local/regional Soil Testing Laboratories owned by the Ministry of Agriculture  and Rural Development, ICPA currently has responsibility for undertaking and managing all soil classification and survey work in Romania together with the on-going monitoring of soil quality, maintenance of soil-related thematic maps (e.g. compaction, decrease of soil organic matter, erosion and salinity), definition of land use capability etc. 

During the next 4-5 years, ICPA will significantly expand and enhance its existing activities as the leading national centre for natural resource monitoring, mapping and evaluation by monitoring across policies and environmental media.
Monitoring across policies and environmental media

Discharges emissions and losses of pollutants  are multi-media and multi-pathway processes with potential for global distribution through all kinds of environmental media, products and waste. Monitoring requirements are included in many EU Directives, including the Common Agriculture Policy and Rural Development Policy. Monitoring requirements have often a medium-term view and are associated with a specific sector of activity. The need for coherence of monitoring across policies (environment, food) in order to streamline country reporting obligations and optimize the use of national monitoring resources, will be the main rule for the developing and extension of monitoring objectives in the next 4 years. The specific objectives of this direction are:

· Developing the science basis for integrating soil in monitoring pollution across environmental media and policies;

· Providing direct support for the implementation of the Directives included in agro-environmental part of the Community Agriculture Policy;

· Harmonization and exchange of best practice on chemical monitoring across environmental media  by organizing policy oriented  on-site monitoring campaigns together with institutions responsible for monitoring  of other environmental media (water, air), and on-site trans boundary monitoring campaigns with other Member States(Hungary, Bulgaria) or neighboring countries (Republic of Moldova, Serbia);

· Extension of on-going national soil monitoring integrated in pan European grid to assess multi-media occurrence and levels of environmental pollutants including the provision of geo-referenced data pools and their interpretation by chemo metric multivariate methods;

· Multi-media monitoring of persistent organic pollutants (POP) in the context of global monitoring requirements (Stockholm Convention on POPs)

· Developing the chemical modeling for the multi-media assessment on the environmental fate of contaminants in support of policy requirements;

Provision of Analytical and Other Technical Services, including Support for Policy Development

ICPA will continue to provide a range of high quality analytical and technical services to its private sector and governmental customers, including objective and independent support to policy-makers and innovative consultancy to private businesses.

The main orientation for the strategic scientific objectives and directions for the next 4 years related to policy oriented research is the link of existing and future research in ICPA with the actions  of the corresponding European institute: JRC – Institute for Environment and Sustainability (IES) in order to provide reliable databases and knowledge to be used by national and European  institutions and citizens in the implementation   of Community Agriculture and Environment policies  in Romania. 
The main directions of research for policy development will be:
· Soil data and information systems
Soil data and information are relevant for a number of policy areas: agriculture, food safety, environment protection (soil, surface and ground waters), nature protection, biodiversity, development policy. The same for the importance of soil data for global multilateral agreements ratified by Romania (UNFCCC - United Nation Framework for Climate Change Convention, CBD- Convention on Biological Diversity, UNCCD – United Nation Convention to Combat Desertification). The EU Thematic Strategy for Soil Protection addresses these different policy areas in a coherent manner and proposes the way forward towards effective soil protection in Europe. In the Common Agriculture Policy (CAP) Rural Development is playing an increasingly important role in helping rural areas to meet economic, social and environment challenges of the 21st century. Agriculture is a key determinant in the quality of the countryside and environment. The strategic objective for the next 4 years related to soil data and information system is the enforcement of ICPA as a National Soil Data Centre as a single focal point for soil data and information for the national public authorities and institutions, private bodies and for citizens. The National Soil Data Centre will provide soil information in European standards developed by  the JRC-Institute for Sustainability and Environment. The specific objectives of this direction are:
· The development of procedures and methods fully complying with INSPIRE principles for data collection, “old” data transfer from paper support to electronic geo-referenced databases, quality assessment and control, harmonization of information (semantic: national soil classification versus World Reference System, spatial harmonization of  various themes: soil, land use, land cover, hydrography, climate, digital elevation model, vegetation, etc.)), data management and storage;
· Link of soil data with Land Parcel Information System (LPIS) for better implementation of cross-compliance rules and knowledge transfer to the farmers;
· Research and development of advanced geo-spatial modeling and analysis techniques, maps, indicators  and scenario/risk analysis related to the major soil threats identified in the Thematic Strategy for Soil Protection (erosion, decline of organic matter, compaction, salinisation and alkalisation, sealing, contamination, loss of biodiversity and desertification);
· Development of geo-spatial tools for analyzing the relationship between agriculture and the environment focusing on the impact assessment of the Common Agriculture Policy and Rural Development Policy on the environment including  biomass production for bio-fuels and bio-liquids, water quality and climate change;
· Integration of Environment concerns into agriculture providing information on the current situation and on the changes in the condition of the environment in rural areas based on analysis and modeling tools;

· Provide technical expertise for the development of national legislation related to soil protection;
· Developing user oriented mobile GIS solutions for the distribution of soil-related data and information

· Biodiversity, Soil and Ecosystem Services

The aim of this direction for research is to provide support to the EU and national biodiversity, soil and ecosystem protection policies. The specific objectives for this direction are:
· Evaluation of the role of biodiversity in underpinning ecosystem services;

· Spatial assessment of ecosystem services and biodiversity in Romania;
· Including ecosystems and biodiversity in societal decision making by considering ecosystem services as links between biodiversity, ecosystems, species, services and human well-being.
· Research  for ecosystem modeling and scenario  analysis building on existing model chains (bio-geochemical, mass and energy transport in soils, crop development, hydrology). 

· Use of ecosystem modeling for the evaluation of adaptation of ecosystems and biodiversity to climate change and other drivers of biodiversity loss;

· Global Change and Agriculture
This  action will address modeling  of impacts of climate change and the reduction in uncertainties in climate change scenarios. It will be carried out using the instruments provided by FACCE Knowledge Hub on “A detailed climate change risk assessment for European agriculture and food security, in collaboration with international projects”. The specific objectives of the action will be:

· Models inter-comparison (developing protocols , creating standard reference databases for various soil and climate conditions and crops)

· Model improvements through generating and compiling data

· Scaling methods and agro-pedo-climatic model linking with agricultural economic models

· Scenario development and impact uncertainty analysis

· Linking of model output to decision-making in the context of global changes

· The management of uncertainties in the processes of elaboration and transfer of the decisions regarding the management  of soil and water resources in the rural area
The action will assess the knowledge based instruments’ quality used in the decisional process in agriculture and environment. For the decisions regarding the management of natural resources as complex environmental systems it is very important to evaluate the uncertainties that can appear during the decisional process. The action is proposing to realize a guide for the management of uncertainties in the processes of elaboration (direct measurements, databases, knowledge bases, simulation models, error propagation) and transfer (results aggregation, user-orientated reporting methods, reports assimilation by end users), of the decisions regarding the management of soil and water resources in rural area.

· Besides the most careful assessment of typical errors (originated from measurements, from spatial variability of data, from simplifier hypothesis used in prediction instruments), will be emphasized real communication (representation methods, analysis of user expectation horizon) of uncertainties towards end users. The action will have the following specific objectives:
· Analysis of decisional context regarding the management of soil and water resource;  development of a terms dictionary with specifications about every type of users and the list of specific indicators

· Classification of uncertainty types; analysis of decisional context in accordance with the type of uncertainty

· Development of computer-based systems for the definition of uncertainty matrix specific for decisional process in the field of soil and water resource management

· Development of a computer-based systems for using the assessment tools of uncertainty
· Spatial representation methods of uncertainty
· Development of management and communication of uncertainty guides for the decisional factors.
Agriculture statistics  - Farm data needed for agro-environmental reporting
The analysis of EU policy reporting requirements for agri-environmental data indicates that a large amount of farm data and information are needed. The majority of the data and parameters required for agro-environmental policy are required for calculation of agri-environmental indicators (AEI). A number of key AEIs have data requirements in common with key policy reporting requirements. This point towards the opportunity to harmonize data collection and reporting for agri-environmental policies. The general objective of the action is similar to that of DireDate project financed by Eurostat European Commission “to create a framework for setting up a sustainable system for collecting a set of data from farmers and other sources that will serve primary European and national statisticians for creating the agreed 28 agri-environment indicators and thus serve policy makers, but as well agricultural and environmental researchers, observers of climate changes and other environmental issues linked to agriculture”. ICPA is on the way with formalities for obtaining the status of a national authority responsible for the development, production and dissemination of European statistics according to Article 5 of Regulation N°223/2009 of the European Parliament and of the Council of 11/03/2009 on European Statistics. The specific objectives for this action are:
· Policy related needs to agri-environmental data: Greenhouse gas emissions accounting; Carbon dioxide emissions from Land-use,  Land-use Change and Forestry; Rural Development Program, Water Framework Directive; Nitrate Directive; National Emission Ceiling Directive; Framework Directive for Sustainable Use of Pesticides

· Common data collection-processing-reporting chains for the 28 agri-environment indicators

· Estimating NH3, CH4 and N2O emissions and nutrient balances.
3.3 The human resource strategy

The main drivers for Human Resource Development (HRD) at ICPA are as follows:

· The need to recruit newly qualified scientists into the institute within the following areas of professionalism: soil scientists, computer scientists, hydro-geologists, geo-botanists and rural development specialists;
· To retain new and existing scientists;
· To encourage scientists to actively seek and win new projects/contracts; 
· To ensure all staff have the knowledge, skills and experience for the successful implementation of the regulations included in the Thematic Strategy for Soil Protection, Common Agriculture Policy, Water Framework Directive, United Nation Framework for Climate Change Convention, Convention on Biological Diversity, United Nation Convention to Combat Desertification;
· To achieve the successful accreditation of the laboratories against the ISO 17025 and 9001 standard.  
In order to develop and improve the capabilities of ICPA staff, further training is required in the following three key areas:

1. Technical (to support the new equipment)

2. Professional/Intellectual

3. Management

It is proposed that training in these areas will include:

	TECHNICAL
	· International visits to other research laboratories

· Health & Safety; working with dangerous substances, first aid, fire and building evacuation, protective equipment etc

· ISO 17025: 3 main areas of training:

Competency of staff to perform tests and analysis to required standard  

Documentation and Audit procedures

Internal Auditor training

· ISO 9001: training requirements will be similar to ISO 17025 but with a focus on the management of quality systems – if compliant with ISO 17025 standard then will also meet 9001 without any additional training requirements.  

	PROFESSIONAL/

INTELLECTUAL
	· International and national conferences/seminars within professional areas of expertise

· Legislation; Thematic Strategy for Soil Protection, Common Agriculture Policy, Water Framework Directive, United Nation Framework for Climate Change Convention, Convention on Biological Diversity, United Nation Convention to Combat Desertification, etc

· Foreign Languages – to enhance quality of research proposals and papers

· Self Development - journals/books to develop and promote knowledge creation

	MANAGEMENT
	· Project Management

· Financial Management

· Database (IT) Management

· Contact Management i.e. proposal writing etc

· Strategic/Business Planning


In order to meet the ISO standard for accreditation the following procedures in relation to training will be implemented:

a) Training files will be kept for each individual member of staff with each file containing the following:

· Training needs assessment – this will identify the activities, modules and procedures that each member of staff should be trained in to adequately perform their job role;

· Job description – clearly defining roles and responsibilities against which training will be evaluated;

· Curriculum vitae – detailing staff qualifications, experience and training (including copies of any relevant certificates of qualifications, experience and training);

· Training record – this will document each member of staff’s status with regard to the activities and procedures they need to be trained in.  Once a member of staff has been trained the record will show that they are competent to either ‘perform the task unsupervised’ or ‘train others in the task’.  

b) An identification of training needs will be carried out whenever:

· A new member of staff is recruited into the institute or a new laboratory;

· An individual’s role within their department changes;

· Appraisal/performance reviews highlight a particular training need;

· Any major change or new procedure is implemented;

· Audit findings/analysis of deviations suggest a particular need.

c) Development of a generic skill/training matrix for all staff – this will detail the main training requirements of each job type/role.  

Ongoing competency of all staff will be reviewed on a 6 monthly basis by using the existing electronic  Performance Management System (PMS). In addition this will also maintain and improve individual job performance while also realizing potential and increasing the effectiveness and efficiency of staff for the institute. The main aims of  PMS at ICPA are to: 

· assess past, establish current, and maintain and improve standards of job performance 

· set targets for the future 

· assist in planning objectives 

· support staff development
· identify organizational or operational changes which will enable individuals to maintain and improve their performance and improve the effectiveness and efficiency with which the institute is managed.

Following modernisation of the institute’s research infrastructure, it is anticipated that the formal structure of ICPA will be modified to accommodate the current operational structure.  A new structure will be developed in which staff are allocated to specialist departments for the purpose of professional development (i.e. they will build up their specialist knowledge within a like-minded team under the supervision of Head of Department who will assist with their development and monitor progress), but work on a day to day basis in multi-disciplinary teams (and not just involving ICPA staff, but including researchers from Universities and other institutes).  
There are various options for an alternative structure.  For example, the grouping of projects within “themes” may necessitate the formation of Research Management Units to coordinate work and to help target the funding bodies.  These units might in time replace some of the existing departments.  Alternatively, the 5 major areas of work identified in the Institute Mandate – Research, Monitoring and Evaluation, Analytical and other Services, Integrated Information Systems, Knowledge Transfer – might form the basis of a new institutional structure.

The key point is that ICPA has, out of necessity, successfully adopted a flexible organisational culture.  This culture will continue and will be essential for the success of the Institute development, including investment in the new laboratory facilities.

3.4 Mechanisms for stimulating the appearance of new research directions
The main mechanism stimulating the appearance of new research directions is the investment in time for documentation for all ICPA researchers. At this moment documentation in ICPA is facilitated by the status of the institute as national center for FAO-AGRIS (Information System for Agriculture) and national focal point for WAICENT (World Agriculture Information Centre). Access to the on-line versions of the main scientific journals was possible by free access of ICPA researchers to the resources of the Library of the University for Agriculture and Veterinary Medicine (USAMV) Bucharest. Depending on the future financing ICPA will negotiate for the status of member in one of the two national associations providing access to papers from international refereed journals (CARER – Consortium providing the electronic resources; ANELIS PLUS – Consortium of Universities, Research and Development Institutes and Central University Libraries of Romania).
Other mechanisms for stimulating finding new research directions are:

· Promotion for participation of ICPA researchers to international  start-up meetings for developing new research projects addressed to various international calls (i.e. 7th Framework Program, COST,  Life, bilateral cooperation, etc.);
· Capturing the new ideas floating in the scientific community by promotion of participation of researchers, especially the young  ones, on international workshops, summer schools, international scholarships, conferences and congresses; 

· Using the stakeholder oriented questionnaires for finding new research areas to fill the gap between research and practice;

· Screening of new directions included in the new European and national policy regulations related to agriculture and environment by analyzing the documents in their draft phase, official and informal discussions with administrative and technical stuff of policy making bodies;
· Exploring the Thomson Institute database for evaluating the importance of various domains of research by quantitative indexes.
3.5 Financial SWOT analysis

· Strength
· ICPA has achieved steady growth in turnover until year 2008. Given the aim of a balanced budget (income increases were absorbed by essential staff bonuses and refurbishment), turnover was the best measure of financial success. In full year 2008 ICPA has achieved a turnover of € 4.68 million, up 31% compared to the same period in 2007 and up 57% compared to the same period in 2006. 

Since year 2009 when turnover fell by 42% compared to 2008,  ICPA’s measure of financial success became minimising operating and financial costs, constant increasing profit margins, not having debt, constant growth of total R&D revenues from contracts with national private entities.
· ICPA has satisfied customers and enjoys its business. 
· Institute has always paid staff in full, which has helped to maintain a loyal core of employees.
· Institute holds no major assets (buildings and land) and therefore cannot carry major debts.
· ICPA has a proven financial management system.  This is a fairly transparent system with results communicated to staff annually, especially through meetings with each department to analyse revenues and costs, cash flow and profit or loss. 
· Researchers are free for sending applications for national and international project tenders. No extra-time is needed for signing the official documents according with tenders’ specifications. Due to an electronic database for financial and administrative documents filled for each financial reporting and tender session the additional documents asked in various projects’ competitions are ready available;
· ICPA cash flow makes possible large items (equipment) acquisition according with the projects timetable even in the case when the projects have not a payment in advance;
· Settlement cost, transport and accommodation allowances reimbursed within 3 working days;

· Standard report submitted for approval of the acquisition of office supplies, laboratory glassware and consumables within 1 day from request and 3 days to  supply
· ICPA focused on improving its research product, customer satisfaction, its employee relations and internal operating improvements.

· The institute has developed expertise and mechanisms through tough times which will allow it to cope with a further period of major change.
· Weakness

· Salaries (salaries tax of minimum 28% included) are the major item of expenditure
· Service costs are high, which suggests that the existing facilities are too costly to operate and a drag on the development of the institute (for example heating costs quoted at 10,000 Euro per month).

· The institute does not own its building (this is state property) and hence has no collateral with which to raise credit to ease the cash flow problem.  
· Opportunities

· spin-off development based on the patents registered by ICPA

· increasing number of aspiring farmers who understand that being an farmer means being an entrepreneur and making decisions based on in-depth research (consultancy, soil and plant analyses)
· government and private sector increasing demand for a wide range of high quality analytical and technical services, objective and independent support to policy-makers and innovative consultancy 
· new opportunities for accreditation of a laboratory to  certificate the inputs used in  ecological agriculture

· Threats

· A major issue for the institute is the dilemma of carrying substantial fixed costs (salaries and facility costs), but relying on a totally variable income stream based on a relatively small number of competitive contracts.  The effect of this is to increase financial risk.
· A major impact of high financial risk is the inability to make long term plans.  Ongoing development/investment expenditure has been impossible, with capital expenditure only happening where it could be built in to research contracts
3.6 Infrastructure investment plan and strategy

The modernization of the ICPA research infrastructure is driven by two key strategic aims for the Institute: 

· To maintain and improve the scientific and technological capability of the Institute through investment in its research infra-structure, including buildings, equipment and local/regional data collection networks

· To continue the accreditation of analytical facilities and management systems according to ISO standards and in compliance with EU requirements for accredited laboratories relating to agriculture and the environment

Modernization of infrastructure is based on equipment procurement from the research projects and the investment plan of the World Bank-MAKIS project “Development of infrastructure for ICPA”. As calls for research projects decreased in the last years and the value of equipment is limited the main source for a coherent institutional development of infrastructure is MAKIS project. Here the investment plan of infrastructure was developed  and approved by the World Bank board based on the needs of ICPA to become a leading institution in applying agriculture and environment policies in Romania. 

3.7 Technology transfer and the attraction of non-public funds

Knowledge and Technology Transfer

ICPA creates knowledge and understanding of the impact of human activity upon the environment, together with the necessary information and technology for making more sustainable use of natural resources.  
The institute is involved primarily in Knowledge Transfer (KT)– namely the distillation and movement of knowledge generated through research to stakeholders.  It is less involved in Extension - the interpretation, simplification and communication of research results to primary producers.  
The Institute has a responsibility to effectively transfer this know-how to the wider community and will therefore:

· encourage public understanding of soil monitoring and environment by dissemination of information on the environmental impact of human activities via web-sites, brochures, press releases, popular scientific publications, etc. 

· promote its visibility by encouraging publication of its new research and development  findings in international refereed journals and international congresses and conferences;

· promote patent registration and development of spin-offs;
· develop appropriate links with the existing network of extension service providers giving information and instruction for location-specific adaptation and adoption of relevant research findings;

· prepare decision support systems for clients and decision-makers at local and national level;
· use the potential of EU-financing through the Sectoral Operational Plan for Human Resources  (POSDRU) for developing a National Training Centre for the Management of Soils under Human Induced Pressures;
· provide technical assistance for training courses for farmers, including the elaboration of handbooks on agriculture practices for sustainable soil and water management.
Every Government funded research contract has a Knowledge Transfer (KT) component, and any bid for a research topic will fail if it does not build in a KT strategy.  This involves the institute in the preparation of press articles, training for stakeholders such as Local Agriculture Chambers, publications and even TV and radio.  There is a huge need to communicate information on topics such as the implications of Nitrate Vulnerable Zone designation in simple effective ways to the millions of Romanian land holders.  ICPA can communicate the key issues to advisers, consultants and local Government, but the mechanisms beyond this point are outside the scope of an institute with 120 staff.
At the stakeholder level there is a need to pull together the large amounts of data which are being generated from research projects on land designations, soil sampling, nitrate testing and to incorporate this with existing soil survey data.  The creation of this national database freely available to the industry would be of major benefit to Romania.  ICPA will continue to lobby for the funding to create this “integrated natural resource database”.  The institute website would be the natural access point for the database described above.
Attraction of non-public funds by Commercial Activities

ICPA has successfully developed a number of commercial research and consultancy activities which currently provide around 20% - 30% of the institute’s total turnover.  These activities include analytical services for commercial companies (soil analyses, pollution test, fertiliser tests); one-off work for Government departments (i.e. outside of normal research grant programmes); receipts from books, maps and copyrights, and; consultancy such as the preparation of environmental impact assessments.  
The development and uptake of these commercial activities has been driven by financial necessity.  The income derived is very useful and necessary for a) providing some “core funding” which helps to stabilise the institute and b) creating a reserve for the co-funding of projects where required. 
There is huge potential for further growth in this area.  For example, as EU member the preparation of environmental impact assessments will become an essential part of any construction plan or other development which involves major land disturbance.

ICPA is committed to the development of further commercial work since it provides a number of very important benefits which will help the institute to carry out its mandate and strategy.  In particular, it:
· diversifies the income sources of the institute and therefore reduces the risks inherent in an environment where the only research funding is from competitive bidding;
· adds value to research.  Knowledge of soil and water systems should be applied to the wider economy to the benefit of Romania and commercial consultancy is one way to achieve this;
· develops commercial skills within the staff of the institute.  It forces staff to think clearly about the needs of clients and to work to shorter time scales.  It also develops better communication skills to meet the more demanding needs of commercial clients.  This in turn has an impact on the quality of research bids;
· work provides a route for Knowledge Transfer to the wider industry and community;
· proves to Government that the institute has practical industry knowledge (especially when there is a strong demand from the private sector for work by the institute);
· provides a route for commercialisation of patents and techniques developed in the laboratories;
· provides a means to boost salaries and therefore retain talent within the institute;
· creates a reserve (as pointed out earlier) for match funding and to carry out development work and essential investment;
· provides an element of financial independence from Government (actually a good thing for Government as well as for the institute).

In order to tackle the issues listed above the institute will adopt a number of “rules” for its commercial work:

· it will ensure that the results of Government funded research are transferred widely and not restricted so as to be “sold” through commercial contracts, and;  
· commercial work will be managed as a niche activity with the emphasis of the institute. 

The organisation of commercial work is rather ad hoc at present and for the future development of  ICPA a number of options for re-organisation are under consideration 
Option 1:  Status Quo

Carry out commercial work on an ad hoc basis i.e. whenever opportunities appear.

	Advantages
	Disadvantages

	· Simplicity

· No extra management resources required

· Allows individual staff to develop as they wish

· Income simply added to research revenue

· Maintains work at a low level, so little conflict with research projects

· Uses spare capacity
	· No planned growth

· Less quality assurance than formal research structure

· No plan for spreading consultancy skills to wider number of staff

· Unclear impact on salaries and bonuses


Option 2:  Managed Status Quo

Still largely ad hoc, but with an assigned manager to verify quality, promote to potential clients and spread skills to wider group of staff.

	Advantages
	Disadvantages

	· Simplicity

· But with ability to promote successes and grow total income

· Allows individual staff to develop as they wish, but also spreads lessons to others

· Income simply added to research revenue

· Uses spare capacity

· Creates a role (commercial manager) which itself is a means of developing keen staff.  Could be for a fixed term, allowing a researcher to have a change of direction for a period before returning to research.
	· Creates an overhead (the commercial manager, though they will also carry out some commercial work)

· Unclear impact on salaries and bonus




Option 3:  Consultancy Subsidiary

Set up a separate business wholly owned by the institute which operates as a commercial consultancy business. This business may have few resources of its own (e.g. a commercial manager), but rents space from the institute and contracts in staff from the institute as required.  Basically it pays market rates for all its resources.  It will produce separate accounts and could report to a subsidiary board comprising a small number of members of the main board.

	Advantages
	Disadvantages

	· Transparency.  The consultancy business is fully costed, and this ensures it is not creating unfair competition outside the institute or “stealing” resources from hard pressed researchers within the institute.  Consultancy and research branches of activity are clearly separated.

· Could create a mechanism for contracting staff to a different company where they can be paid higher rates than allowed by law within the national institute.  Thus helps retain staff.

· Profits from this subsidiary could be channelled back to the institute to act as core funding and to allow investment in equipment and facilities.

· Can act as a career development tool, allowing staff to change direction for a period.

· Provides focus for the consultancy business and clearer incentives to increase income.

· In many countries the creation of a commercial arm helps protect the advantageous tax position of public institutions or “charitable status” organisations.  This is not the case in Romania at present, but legal and taxation structures can change.

· Provides a means to utilise spare capacity

· Creates a role (commercial manager) which itself is a means of developing keen staff.  Could be for a fixed term, allowing a researcher to have a change of direction for a period before returning to research.
	· Risk of creating a new set of overheads.  Therefore creates pressure to earn a lot of commercial income and to use more of the research resource, even if purchased at market rates

· No tax or legal benefit at present

· Not possible under current legislation

· Potentially creates two tier salary structure – those who are able to do consultancy get more, those who cannot are stuck on legally binding research scales.




These options greatly simplify the range of possibilities between an ad hoc approach and a dedicated consultancy business, but they represent key points on the scale to aid further discussion.
The view of ICPA is that it must concentrate on its research remit if it is to deliver its agreed mandate and strategy.  Priority must be given to the heavy workload likely as a result of EU legislation.  Therefore commercial work will in the short term (1 to 3 years) continue to follow the Option 1 route described above, but incorporating the 3 “rules” listed earlier to minimise possible negative impacts.  
In the medium term (3 to 5 years) adoption of option 2 (managed growth of commercial work) will be the priority.  
Option 3 will depend on the legal and taxation environment.

3.8 Strategic partnerships and visibility events, communications, collaboration

ICPA will strengthen the strategic partnerships developed in the last years. These partnerships are grouped  in several clusters:
· Partnership with Agriculture Universities (Bucharest, Cluj-Napoca, Iasi, and Timisoara) mainly in research projects and for organizing training courses;
· Partnership with national administrations for natural resources: National Meteorological Administration, National Water Administration “Apele Romane” mainly in research projects and specific activities related to the implementation of agri-environment regulations;
· Partnership with SME (e.g. “OIL DEPOL Service” for cleaning land polluted with oils, “AGROFAM Holding” where a pilot center for leaves fertilizer production using ICPA patents was developed) and Big Enterprises (e.g. “National Lignite Company – Oltenia” CNLO for: ecological rehabilitation of dumps from surface mining activities, and for producing lignite based fertilizers in a  pilot plant using an ICPA patent; SIVECO Romania S.A. for using information technology in soil and land data management)
· Partnership with other research and development institutes under the authority of Romanian Academy (e.g. Institute of Geography, Institute for Agriculture Economy) and Academy for Agriculture and Forestry Sciences ;
· Partnership with NGO for organizing national and international conferences and congresses  and publishing activities (e.g. Soil Science Society of Romania for organizing National Soil Science Conferences and publishing “Stiinta Solului” (Soil Science) journal, now having C label, CIEC- International Society for Chemical Fertilizer for organizing national and international conferences and congress on the new aspects related to fertilizers and publishing conferences / congresses proceedings)
As a result of these strategic partnerships at the last call for “Partnerships Program - Joint Applied Research Projects 2011” ICPA sent 11 project proposals (3 as coordinating institution). 
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