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Meeting participation - While in attendance a committee meetings, the Adminidrative Advisor
should serve as a resource familiar with the project’'s objectives. The Administrative Advisor
should drive to keep the activity's research objectives as the focus of the meeting. An effective
way to do this is to organize the meeting by the activity'’s objectives. This dso facilitates the
preparation of the activity’s annua report by its objectives rather than Station by Station. (More
on this point later.)

The Adminigrative Advisor should monitor the activity’s progress towards its objectives and the
activity's research accomplishments. The Adminidrative Advisor should work to promote
cooperation and maintain a team-effort gpproach. The Adminidrative Advisor should dso make
aure tha the activity is doing effective, coordinaed planning. In addition, the Adminidraive
Advisor should provide updates to the activity’s participants on current regiond and nationd
activities relevant to the activity’'s purposes. The CSREES representative should asss in this
duty aswdll.

Communication - The Adminidrative Advisor is respongble for mantaning open and good
communicatiions with the other Directors of the association on the progress (or lack thereof) of
the activity to which he or she is assigned. The Adminigrative Advisor should inform the
Directors of the region (and Directors not of the region who have participating scientists) when
the project’ s direction is drifting, or when problems become apparent.

The Adminigrative Advisor dso has a duty to provide to the committee direct and frequent
information on any changes in Multistate Research policy or procedures, and particularly to work
closdy with the activity’s executive body on the organization, operation, and management of the
project.

The Adminidrative Advisor should encourage participating scientits to communicate with their

own directors and department heads/chairs about the activity, its accomplishments and
expectations for future activities.
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The Adminigrative Advisor needs to keep information flowing to the other regiond associations
through their Executive Directors, and to the responsble Multistate Research program people in
the USDA/CSREES Partnership Office,

Here are some guidelines to hedp make decisons on who should get various communications
from the Adminigrative Advisor.

Working documents. (e.g., working drafts of minutes, annuad report drafts) should go to
dl of the ad hoc technicd committee members, (i.e, not just the executive committee),
and to the CSREES representative as well.

Documents prepared for association agpprova: (i.e, yet-to-be-gpproved project outlines)
should go to the Chair of the MAC, with "carbon copies’ to the members of the MAC, all
association members, the Office of the Executive Director (OED), the CSREES
representative, Directors of Stations outsde the region with participating scientists, to
adminigrators of units that (will) hawe paticipating scentitss (eg., ARS, 1890
ingtitutions, Schools of Forestry), and to al committee members.

Association approved documents. (e.g., approved project outlines) should go to the
CSREES Partnership Office, with "carbon copies' to the Office of the Executive Director
(OED) and the CSREES representative. Other copies may be distributed as appropriate.
Project records (eg., meeting minutes, annua reports) should go to the CSREES
Partnership Office, with "carbon copies' to the Office of the Executive Director (OED),
al members of the technical committee, and the CSREES representative.

The Office of the Executive Director has made a danding offer to fadlitate these
communications, if requested by an activity’s Administrative Advisor.

Additiondly, dl of these correspondences are greatly facilitated by the Nationa Information
Management and Support Sysem (NIMSS). This sarvice is provided to each of the four
geographicd regional associations Users of the system have expressed their gppreciaion for this
innovation. All of the Nationd Multigate Research Guiddines and customized exceptions for
individua regiond differences are directly reflected in NIMSS. Mogt opedions ae <0
automated that Adminidrative Advisors and SAES Directors are freed for attending to other
duties. Project and committee member participants in the NIMSS are relieved of many otherwise
burdensome tasksduties.

Agenda setting - The Adminigtrative Advisor is responsible for preparing the agenda (or at leest
causng the agenda to be prepared) for al announced meetings. As hinted earlier, many
experienced Adminidrative Advisors drongly recommend that the meeting agenda be built
around the project’'s objectives. It is widely acknowledged that this type of agenda takes more
time, but it is sad to be clearly worth the investment. The reason is that scientists begin to think
more about the activity’s objectives, and to focus on what they are trying to accomplish when the
information is presented in an objective-oriented medting. Adminidretive Advisors who have
had a lot of experience with committee meetings are often very criticd of agendas organized to
give reports by state, or by discipline. A research-objective oriented agendais much preferred.
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Resource monitoring - Another duty of the Adminidrative Advisor is to monitor the resource
commitments to the activity. Some inditutions commit sdaries, technicians, travel and other
operating expenses to a consderable degree to support scientists participation in a Multistate
Research Project. Other inditutions pledge a surprisngly smdl amount of scientific activity,
usudly noted in documents as 0.1 SYs. Such smdl commitments are not a good sgnd and are
probably to be taken as lack of inditutiona commitment to that Multistate Research Project.
Some inditutions assign no scientigd-sdary for Multidate Research Projects, thus intentionaly
opening up condderable amounts of funding to support ther scentits participation in
Multistate Research Projects.

The point of requiring full funding for Multistate Research Projects has been discussed on past
occasons by many Directors. Some Directors have argued that minimum levels of support per
SY should be set as a standard for participation in a project. Other Directors have proposed that a
commitment in "red dollars’ be made up-front (i.e, a the beginning of a project) to judge each
Station’s commitment, and the likelihood of a project’ s success.

These arguments have been found to be divisve from severd standpoints. None of the proposals
seem redidtic for a federation of autonomous inditutions that is characterized by each Director's
freedom to operate independently. The dlocation of funds to projects is a prerogative of the State
Agriculturd Experiment Station Director, and each Director may use a different srategy of
funding his or her commitments Thus as noted ealier, when individud scientids voice
complaints regarding the avalability of funding when paticipaing in a multigate activity, it is
best for the Adminidrative Advisor to recommend to the scientist that he or she direct the
guestion to his or her department head/chair or to the director of the Station where he or she is
employed.

Orientation - Adminigtrative Advisors have a duty to provide an orientation to new members of
Multigate Research Projects. The Adminigrative Advisor should be able to explan the
Directors intent and degree of commitment to an activity, and the expectations that the Directors
have for tha activity. The Adminidrative Advisor should be able to spel-out the regiond
policies and procedures for Multistate Research management that can be very different among
regions. For illugtraion, consder the dtuation where a scientit from one region with experience
in Multigate Research Projects is invited to join a project in another region where policies and
procedures can be sharply different. Thus, there is a need for the Adminigrative Advisor to
provide new members an effective orientation. The Adminidtrative Advisor is encouraged to use
a reference maerid; the Hatch Manua (especidly for legd information); the Nationd
Guiddines for Multistate Research, and the appropriate regiond manuds that are prepared by the
regional SAES directors Associations.

Facilitate addenda - Ancther responghility of the Adminidrative Advisor is for fadilitating an
addendum request. Addenda permit new members to join an activity. This is a time consuming
process from some standpoints and can sometimes be even more demanding when the request is
for participation by a non-Land-Grant inditution (dthough experiences vary on this point). This
often means that the Adminidrative Advisors must give extra follow-up dtention to an
addendum request by non-SAES adminigtrators.
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When an Administrative Advisor receives a request from a Director to execute an addendum the
Adminigrative Advisor must provide assurances that the addendum is condgtent with project
objectives and that the changes are accepted and consistent with the committe€'s perspectives.
The processisfacilitated by NIMSS.

Some technica committees may choose to vote on the question of admitting new members, and
this can cause some difficulties for an Adminidgrative Advisor, if the outcome excludes an
othewise bona fide scientist or specidis from paticipaing. The practice of voting on new
members seems to run counter to the philosophy of an open Federd-State partnership operating
as a nework of SAESs. Any decison to exclude prospective paticipant may raise significant
guedtions throughout the Multigate Research system. Adminidrative Advisors need to be
prepared to step into such sStuations and defuse the issue before it becomes a mgor point of
contention.

Monitor duplication - Adminidrative Advisors are expected to give close attention to the need to
decrease unnecessary duplication of research activities. Adminidrative Advisors should aways
require a CRIS search before beginning the preparation of a project outline. This search should
reved informaion about any research activities in the same or dmilar aress, thus derting the
proposal drafting committee to potentia duplication.

The Adminidrative Advisor should encourage the technicd committee to meet with other groups
to explore common aress of interest, and perhaps identify any unnecessary overlgps. This effort
can be supplemented by the CSREES representative, who should aso be working to spot
repetition within the system, and provide a nationa perspective to the evauetion.

Meeting minutes - The Adminidrative Advisor should work with the committee in developing
meting minutes, which are subsequently reviewed by the Adminidraive Advisor, and then
broadly distributed via NIMSS. But they are no longer required by the CSREES Partnership
Office. Instead, CSREES requests that the SAES Form 422 be used to record the meeting's
decisons, and the activity's accomplishments reported againgt its objectives ands milestones.
However, the minutes ae a ussful mechaniam for monitoring atendance of meetings and for
judgng wha has been accomplished snce the last meeting. Adminigrative Advisors should
share the meeting minutes and annua reports broadly, to alow others to sudy them to see if
needless research duplication exigts. Again, thisisfacilitated by NIMSS.

Annual report - The Adminidrative Advisor is dso respongble for making sure that the
activity's annud report (SAES-422) is completed, broadly distributed, and officidly deposted
with the CSREES Partnership Office. This too needs to be reviewed by the Adminigretive
Advisor to assess what has been accomplished since the last report and to make sure that an
accurate documentation of the project’s achievements, outputs and impacts are being reported.
Agan, thisresponghility isfacilitated by NIMSS,

Oversight and accountability - Adminidrative Advisors ae regponsble for providing

accountability through severd vehides. Through his or her overdght the Adminidrative Advisor
maintains a continuing assessment of the qudity of the research being conducted.
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Some important items to be evduated by the Adminidrative Advisor on an annua basis are the
degree of research collaboration, as well as the progress being made by the project. The
Adminisgtrative Advisor also needs to act as a liaison back to the gponsoring association to keep
the member-Directors informed of the vaue of their investments in the activity.

The Adminigrative Advisor has a duty to set deadlines for necessary activities, especialy when
those activities are required (e.g., SAES-422).

Record keeping - A primary duty of the Adminidrative Advisor is in keeping excellent records,
epecidly for dl decisons that were made regarding an individud activity. The Adminidrative
Advisor's records are often the only reliable source of what has been decided. Good records
prevent frustration and reduce needless repetition.

One experienced Adminidrative Advisor has recommended that an Adminidrative Advisor's
notes should be prepared in a way that they can be readily passed on to the next Administrative
Advisor. Given today’'s seemingly rapid turnover of Adminigraive Advisors, this seems to be
sound advice. Another helpful suggestion made by an Adminidretive Advisor was to organize
the records by activities such as 1) project outline preparation and approvas, 2) project
membership; 3) meeting minutes; and 4) annua reports.

It is interesting to note that the origind processes for managing multistate activities were
conceived and gpproved many years ago when the office of a State Agriculturd Experiment
Staion Director typicaly had more saff resources avalable for managing Multistate Research
Projects. This is no longer the case, and strong interest has been expressed for the help being
provided by NIMSS.

Editorial duties - Another duty of an Adminidrative Advisor is to (a least) monitor the
document writing process (eg., drafting a Multisate Research Project outline or Multistate
Coordinating Committee proposd, keeping meeting minutes, writing the annud SAES-422))
Oftentimes Adminidrative Advisors do not know the degree to which they should participate in
document writing. Adminidrative Advisors should indicate ther willingness to review drafts,
and they should set adde time to help meet the various deadlines. In certain circumstances
experienced Adminidrative Advisors have no quam about becoming directly involved in the
writing process, if nothing other than smply to get the job done.

Spreading the results - Findly, there is a red need to get the results of the Multistate Research
activities into the hands of the usars. Every Multidate Research Project or Multigtate
Coordinating Committee should give srong consderaion to how it will disseminate the results
of its activities. Will it be done through dectronic media? Will a partnership be formed with
extenson? Does industry need to be included? Should some outcome-oriented project objectives
be developed? To better address how the activity’s research outcomes will be transferred for
intended bendfits planning should begin a the proposd devdopment dage. Fulfilling this
obligation may require some up-front commitments.

Fulfilling dl these duties may represent to the new Adminidrative Advisor an overwheming
chdlenge. There is however one useful "trick" that is used by experienced Adminidraive
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Advisors for getting tasks done by a deadline. This "trick" is to plan backwards. This is done by
identifying what needs to be done by a certain date, and then cdculating the intermediate dates
that will leed up to achieving that deadline. Each of the above duties of an Adminidrative
Advisor can be gpproached in this manner.
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