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 ABI-ReORGANIZE

CGIAR-NARES Breeding
pipelines use a revised
organizational framework
providing teams with
operational clarity and
effectiveness for pursuing
breeding outputs.

Sarah Hearne, Arlo Thompson, Gaby Mbanjo,
Karin Hakansson and the broader cross-centre
and crop ReOrg team
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The Process of Processes

ESSENTIALS

« Establish essentials - standardized/harmonized
processes supporting consistent and repeatable
delivery of products/services :- consistency.

EFFECTIVENESS

 Make sure we are doing the RIGHT THING -
effectively delivering the required
products/services to customers within agreed
resourcing.

EFFICIENCY

« Improve delivery of required products/services to
customers- faster, cheaper, with lower
transaction cost to use etc.

EXCELLENCE

+ Essentials + effectiveness + efficiency +
continuous improvement on delivering the right
thing in the right way.
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QUALITY MANAGEMENT SYSTEMS
« What gets measured gets done

« What gets measured and fed back gets
done well

« What gets rewarded gets repeated.



Unifying high level plan

Product Development Process
A

Y
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Crossing &

Screening
Trait Trait

Deployment

Discovery

Genebanks
I
Genebank Processes
Strategy, Delivery & Scaling e Strategy, Delivery & Scaling
I 1 )
MI and TPE Research Product Development Process Product LC Process l
N Trait Discovery & Population Improvement Scaling, Launch &
S | ‘ GerEE=D | | Deployment ‘ & Candidate Selection Lifecycle Management |
T Product
Plant Breeding & Pre-breeding Concept & Product
Market Design
Recurring Segmentation
Breeding | Breeding Analytics (Service) Processes. |
Operations
Processes | Trialing & Nursery Support Services Processes |
| Lab Service Processes |
i
Breeding Research Services

SIPOC Map

Late Testing

Early Testing ’

Breeding Pipeline

On-Farm
Verification

Product
Registration
(DUS, VCU)

Stage n.... Stage n+1
Product launch,
Growth, Maturity,
Decline, Phase out,
Out of Sortiment

TD&D Pipeline

' GENEBANK |

Wit dharate Fraduc Concent st g
Wit dboratn Verie Sagmen rrmation Froduct B Team
StagnGate Fom M1
[Product design team, Market | Market Segmentation 2nd Product concept Target ] [crossing nd where
lIntemgence and TPE research needied Trait Discovery and Deployment
|teams ng of existing efte nd genetic variance TPP detalling main traits and any potentlal [teams
ITD&D pipeline team, trait e traits trait discovery targets.
[spacialists.
Phenctyping protocols and performance
Stage Gate
Product Design to Trait Discovery
Stage Gate
Product Design to Crossing &
Selection
[To&D teams, [Trait y targets from TPP. where.
[genebani teams, breeding Irelevant, crossing and screening teams
[pipeline teams, BRI andother | Aporapritate experimental design, phenotyping, genotyping, logistics, Idennified Priority Traits. ligenetic uariant knowledge)
i piltes, sl protocols
land support Source germplasm ists
Data and knowledge on genetic variants of
interest and predictions
Stage Gate
[TOBD taams, trait spacilits, |Identifind Prioety Trais, the i speciic 'Semi Elie Donors [Crossing and Screening teams
Crossing and |genetic variation of value
[screening teams, BRI services Semieiite trait donors containing novel
Recurrent parent sources. wariation in demanded recurrent parent
backgrounds
|Aparopriate breeding design, trialing design, nursery, phenotyping,
[nenatyping, logistcs, data management, and analytics capacites, 1Data for beseding application including
|capabilties, skils protocols and suppart training adjustment
Stage Gate
[Crossing and Screening teams, | Target Product Profile Crossing & Scraening Exparimental Products [Earhy Testing teams
[BRI services, Eary testing teams
inTPP Individual from popudations that have [TD&D team
anticipated higher breeding value defined
’ breeding volue by TP
for TPP defined traits
Data for training adpstment
Breeding lives with specific desired breeding value
Data on exotic allele advancement
Semi e containing novel
recurrant parent backgrounds [where necded)
|Aparopriate breading design, rialing design, nursery, phenatyping,
|Eenatyping, logistics, data management, and analytics capacities,
lcapabilties,skils, protocos and suppart
Stage Gate

SeEdQUAL

Approved Stage plan

Approved SIPOC

« Align with Ml, SE
« Common lexicon

Implementation




Translating from SIPOC

Product Development Process SIPOC

s dsorme Froduct cansrgt et g
[T W opment Inermation Preduc Do Team
Stags Gt fom W1
Market Product design Targst Product Profie (TPP) (Crossing and Screening teams and where
TPE research needed Trait Discavery and Deployment
|teams, breeding pipeline team, Bl varlance TPP detailing main traits and any potential |teams
ITD&D pipeline team, trait lotraits rait discovery targets
|spacialists
Phenotyping protecols and performance
Stage Gate
Stage Gate
Praduct Design ta Crossing &
Selection
[TORD teams, wait specilists, | Tralt discovery targets from TP [Trait deployment teams and, where
lgenebank teams, breeding relevant, crossing and screening teams
design,phenotyping, genctyping,logstic, Idenaified Priority Traits [genetic variant knowledge)
ang ities, capabiitis, skils, protocols
Jand suppart source germalasm lsts
Data and knawledge on genetic variants of
Interest and predictions
Stage Gate
[TOB taams, trait secialsts, |idantified Priority Traits, their sources of naw variation andor speciic Trak Deployment. {Semi Elite Donors (€rossing and Screening teams
crossing snd
lscreening teams, BRI services Semielite trait doners containing novel
Recurrent parent sources |variation in demanded recurrent parent
backgrounds
|appropeiate breeding design, trialing design, nursery, phenotyping.
lsenotyping. logistcs, data management, and analytics capacities, D3t for braeding application ncluding
[capabilties, sils, protaceis and support training adjustment
Stage Gate
[Crossing and Scresning teams, Target Product Profle ‘Crossing & Screaning | Experimental Products [Early Testing teams
[BR services, Early testing tesms
Early generation ines with desired breeding vae defined in TPP Indviduals from populations that have | TDRD team
anticipated higher breeding value defined
carly i oy PP
[or TP defined traits
Data for training adustment
B1ceding lnes with specific desied breeding value
Data an exotic 3llele advancement
sermi-ehte trait donors conta ing navel variation in demanded
recurrent parent backgrounds (where needed)
|parapriste breeding design, trising design, nursery, phenctyping,
t data nt,
|capabilties, sils, protacois and suppert
Stage Gae

KPIs

Mapping
WIP

Description in
“Pizzeria"
context

Pipeline Process

Process Decisions

Team that decides

Skills mapping, who — RACI, decision making

Take order

Guests enter the pizzeria
and are shown o a fable.
The waiter brings the menu,
and the guests choose pizza
and drinks. If everything
available waiter fakes the
arder.

10 minutes+ the time for
guests to decide

Complete
order list
and take it
to
Bartender/
Chef |

Decide if tables, |

&
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Initiate order

The waiter goes with the
order of drinks and pizzos
t0 the chef and

Prepare order

The order of pizzas
prepared in the kitchen
and the drinks in the bar.

bartender.

Subprocesses 3 + 4 :
20 minutes

Prepars the drinks | —{ }

Fullfill order
The waiter sets the table
and serves the drinks.
Pizzas served when ready.

Subproceszes 3 + 4 1
20 minutes

FIRE 2
handed over j‘"ﬁ
to the woiter o

Frzzos ore
handed over

drinks and pizzos
ilable

Wait stuff

Bartenders and Kitchen
operations

Bartenders and Kitchen
Operations

wait stuff

Additional order?
Time for the bill?

Process mapping, SOPs — what, how, where
--mllmllml

Collect Payment

The waiter hands the bill fo
the guests, then takes
payment and puts it in the
cash register. Eventually
+ip puts in the box with
tips.

S minutes after the
guests wants the bill

wait stuff
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Your North Star Metric

Develop a set of high level KPIs
to be measured across breeding
programs

Metrics- things we measure

KPIs strategic metrics aligned
with goals

Every KPI is a metric, but not every
metric is a KPI



PPMF working group %%

CGIAR

Process performance
management framework

 Definition and stakeholder
endorsement of
KPI design principles and processes

| - - Rol lever Status Type
° . M ectiveness Inventiveness IN USE Metric Lag Measure
® Defl n |t I O n a n d Sta ke h O | d e r Process Group ‘Efﬁciency Relevance DEFINED ‘KPI Lead Measure
Process Operational Excellence PRIORITIZED for Definition
Activi IDENTIFIED
e n d O rse m e n t Of K p | P:;Z:ZMeasure(not in BPM scope) Mock-up example
Function Measure (not in BPM scope)
MEL framework
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Working group: Product Development
Arlo Thompson, Brigitte Uwimana, I N

X . f . Z h K . p . | Attain genetic gain targets Site management achieves >85% high data quality
I a O e I a n g ! eVI n I X ey. 2 Breeding Portal is single source for MS/TPP 15 Digitized data capture & focused on advancements
3 Clear, concise TPPs drive mid/long term focus 16 Use of databases: EBS, BreedBase, BMS
4 MS/TPPs guide resource prioritization (Tiers) 17 Checks that are elite for TPE

B U I |t fro m eX I St I n g K p | S ( r I Ce, m a I Ze) ' 5 Active current TDD projects maintained and updated quarterly 18  Advancement decisions are jointly conducted
i n p u t fro m t h e te a m r evi eW a n d i n p u t 6 All crops follow harmonized practices to assess trait value and ROl of TDD 19 Ageressive early testing, representing TPP & TPE
?

) ) 7 Minimize recycle time with process/technologies 20 Products advanced to OFV provide added value
frO M t N e core team — Iterative Process 8 Recycling of pre-elite/elite parents (>90%) 21 OFVT represent TPE @ 30+ locations

9 Use of selection indices 27 Gender disaggregated data from OFVT

16 (5% mermtine prreTim A rnr e s eyl 2 [ommmremre rrorern e
From >60 0O tential indicators to 26 11 Monitorgenet.ic shoasin mr | 2 Train-ing ir cantinuol.Js improvemel.rt,all Ievel.-:,

12 Employ Breeding Scheme Mgr to define schemes: Breeding &TD&D 25 Continuous process improvement in all planning

Kpls releva nt to breeding pe rforma nce 13 Minimum level of acceptable trial / data quality 26 Team evaluation: Breeding success
and modernization goals

Grass-root buy-in, much improved
cohesion
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- Review of and endorsement of
high-level harmonized KPIs by
Breeding leadership

. Crop/program/pipeline specific
targets

- Harmonized, effective and
efficient measurement
approaches- analytics pipeline

- Reporting support- make it easy-
breeding portal, breeding
scheme manager, PMC



Thank you to the process
teams esp the ReOrg
team
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