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1. The ASIP was evaluated in Egypt in November and December, 1978, and

in Nepal in January, 1979. Since the evaluations, considerable progress has
been made in implementing the ASIP in each country. This report discusses

the accomplishments that have occurred, the problems that remain, and the
actions recommended for fulfilling contractual requirements. Where appropriate,
comments are included on the ASIP approach, which was developed ecarlier,

under Contract AID/csd-3630, While much in the ASIP approach has changed
during the field implementation and testing of the Project in Nepal and

Egypt, there is still value in re-examining lessons of carlier efforts, With
less than four months left in Phase II of the Project (Field Testing), attention
needs to he given now to how the best gains can be realized for the investment

made so far.

2. Egypt: DProgress and Problems. In general, therz has been an amicable

mood of cooperation in Egypt since the evaluation. The following actions have
been taken in response to recommendations made in the Draft Evaluation Report.
2.1 Recommendation:
“"To GOE/MOA: Manaperial actions should be taken to assure
continuous and positive motivation of ASIP trainers and a
sufficient budget should be allocated to provide appropriate
incentive pay for trainers."
Actions Taken:
a) The ASIP was placed in the Miniatry (MOA), reporting divectly
to the Director Cencral for Training, Mr, All Duakroury,
b) Some incentive pay and per dfem has been provided to ASIP

Egyptian trafners on an ad hoe banin. However, the currant



2.2

budget of the MOA does not provide an amount equal to incentive
pay received by others having less difficult jobs outside the
ASIP. The Vice Minister has requested additional money from
USAID/Cairo to incrcase ASIP trainers' incentives. We have
no information on the Mission's response.

The response of the Egyptian trainers has been mixed.
Some have continued to take part as coaches. But in some cases,
trainers living in the governorates could not afford to pay
their own travel and subsistence, so did not take part in the
training.

One training course was postponed because per diem
for the Egyptian staff was not available.

The indication is that the Egyptians want to dc more
to deal with this issue, but are genuinely having some trouble
making the money available within their current budget.
Recommendations
"o GOE and ASTP: Continuing effortu should be made to
identify and have assigned to the ASIP on a timely basis
the best qualificed potential ntaff members...."
Actiong Tiken:
Egyptian MOA staff requested and sncreened by ASIP have been
assigned In two catepories. Filrat, a core staff of full
time trafiners has been ansipned In Catro, Second, line
managers iving in selected goveinorates have been designated
as part=time ASIP ataff (up to one-half time). Theorctically,

thin {n a satinfactory arrangement, 1Tt remaine to be scen in
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practice, however, whether these staff members will be available
when needed. As noted above, their participation has already
been affected by lack of per diem for attending training
activities for their own training and for coaching in training
courses for other managers. (See Attachment A for a fuller
report made to Ali El Dakroury)

Recommendation:

"Preparation of the Reference Book and Training Materials:

To GOE/MOA: Potential researchers should be permanently
assigned to ASIP on a more timely basis."

Actions Taken:

The MOA has assigned some staff on a permanent basis. The

PAS team leader has requested additional staff; action on

his request is pending. A research seminar led by Julian Orr
has prepared the researchers for a more active role in compiling
Refercnce materials.

Recommendation:

"To GOE/MOA: The procurecment of bookcases and the provision
of adequate space for the library should be expedited."
Actions Taken:

The library has been established and 1s functioning as a
center for compilation of Egyptian materials for a Reference
Book.

Recommendation:

"To ASIP/GAL: Continuing cffort should be made to assure

that the tasks {n the ASIP approach to training arc relevant

and appropriate for the Egyptian management netting."
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Action Taken:
Tasks have continued to be modified based on the lessons
leamed from each course. Now that an Egyptian staff of trainers
is assigned, they will also have a continuing responsibility
to review tasks and recommend improvements.
Recommendations:

"Design of curricula:
"To ASIP/GAI: Building on the experience derived from the
Senior Level Managers Course, the MLM courses should be modified
to link the behavioral skills which are learned through the
ASIP course more closely to established management theory."
Actions Taken:
In two courses, lecturers from the American University of
Cairo's Department of Management held seminar/discussion sessions
with course participants on topics closely related to the
skill areas being developed in the courses. However, evaluations
of the courses showed that this addition was not well received
by managers, who have made it clear that they want practical
application of skills, not theory. A second innovation was
to hold special revicws throughout the course on the major
management themes dealt with, supplemented by a discusaion of
such topics as "motivation." This approach was used in three
MLM management courses,
Recommendation:
"o USAID and GAl: Ways by which USAID funding can be provided
for I{ntenntve pre~course English langunge training should bo

jointly cxplured.”
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Actions Taken:
Correspondence just received indicates that the Mission has
provided funding for soma of the English language pre-course
training sessions. Vouchers have been submitted to the
lission for the remaining courses.

Recommendation:

"To GAI and AID/W: What is needed to identify base line
data and (to) design continuing data collection instruments
should be jointly defined.

Actions Taken:

At a meeting of Weiss, Clark, and Kratka in Washington,
guidelines for a data system were digcussed. Reports from
Kratka indicate that forms have been designed to supple-
ment exlsting data and to better structure data on hand.
Recommendation:

"To ASIP, GOE, and USAID: Priority nceds for agricultural
development in Egypt should be jointly explored so that
appropriate specialized management training courses may be

deaigned to meet highest priority neceds,



Actions Taken:
Discussions between ASIP staff and the Agricultural Credit Bank,
anl between ASIP and the Nobah Seed Company indicate that these
two Egyptian organizations would like to have specialized
courses designed for them. However, it may not be possible
to do this, for several reasons. First, the ASIP Management
Committee has not established that such courses should be
given priority. Second, there is no indication that planning
and running such courses would help any more than any other
courses to meet the primary aim of helping to 1institutionalize
the capability of the Egyptian ASIP staff to use the ASIP approach.
At the present, it docs not scem likely that a course for
one of these two organizations will supplant other courses
scheduled,

Other speclalized courses, e.g., advanced courses and
the Senior Management Course, have been run, and meet the contrac-
tual requirement. Further, the total number of courses run
far exceeds what the Contract requires. Remaining funds will
l{mit us to running two more courses. One of thene could be
with Marfut Farm Company, depending upon the requirements of
the Egyptian pest control efforts,
Recomnendat{on:
"Inntitutionalization: To GOE/MOA and USAID: The present
Letter of Aprecrent should be amended no that ASIP may be
relocated organtzationally within MOA where, under the general
direction of Plrnt Undersecretary Bl Salhy, It can function

more of fectively and better fulfill {tes objectiven,”





















-13-

3.4 Recommendation:

3.5

ASIP/Nepal 1is encouraged to explore the development of programs
targeted to the needs of specific reglions, organizations, and
groups of managers.

Actions Taken:

A speclalized course was held for 21 district officers and

assistant district officers in the Janakpur Regional Training

Center from April 12-24. Discussions have also been held with

the Director of the Apricultural Credit Bank, who has said that

he would like to have ASIP/APROSC traiuing as part of the 8-week
program being planned for his technical staff, Further
development of the course was halted by the political problems.

Recommendation:

Looking to the future, USAID/Nepal, in consultatfon with

ASTP/Nepal, should bepin to consider the following ifasues

to further fnstitutionalize an ongoing training capability

within APROSC, by:

i. continuing to {dentify and train additional cearhing
staff to allow for replacement and expansfon of ataff
for the tralning program,

1. providing weana and tocentives for upward mobility
and career developmeat ot APROSC teafining ntaff{, This
should fnclude opportunftien for further educatt{on and/or

advanced trafning,
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Action Taken:

Point (1) was discussed with Dr. Yadav, APROSC Director, who

is favorably disposed to considering expansion of ASIP training
for specified projects and regions within Nepal. Although he
has not been able to assign new staff to ASIP yet, he has sent
APROSC personnel with other responsibilities to ASIP training
courses, thus broadening the base of APROSC personnel from whom
selection could be made.

On Point (ii), USAID/Kathmandu has provided funds for training
abroad for ASIP Nepalese staff. PAS Washington has assisted

by identifying training prog-ams in the U.S. and by facilitating
enrollment in graduate programs of sclected ASIP/Nepal staff.
We have recommended that such programs be carefully phased

S0 as not to overly weaken the ASIP staff by trying to get

too many people trained at once.

Onc problem here is that APROSC 1is a young organization, still
outslde of the major carcer lines and still not considered as
securce for carcer purposces as the Ministry. The potential for
ASIP/APROSC staff to defect to more attractive positions ought
not be forgotten, as it is a real danper. Niahihara {s dig-
cussing with APROSC varfous wayn to deal with this problem.
Recommendat fon:

ASIP/Nepal, with the asulstance of GAL and ATD/W, uahould
formulate criteria for the fdentiffcation of nuccennful practices,

and develop appropriate wayn to valldate the succenn of theae
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practices within Nepal.

Actions Taken:

A workshop on "How Do We Know Practices Work" was held with
the ASIP Nepalese staff before the last training course.

The following guidelines wére established, and work sessions
were held in writing descriptions and analyses of numerous

practices.
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How Do We Know Practices Work?

First: Not all practices will work to achieve all aims so we must make clear
what aims we expect a practice to achieve.
Second: Practices will not work under all conditions so we must specify what
conditions we expect the practice to work under.
Third: How do we know the practice is really successful, that is, that it
works better than other practices.
Standards

l. When you separate the successes from other cases, the practice

is used:

(a) 1in all the successes or

(b) 1in a sub-group of all the successes. You must then
define the conditions that make this sub-group different
from other sub-groups of successes.

2. The practice works in more than onc case--it {s not due to
unique clrcumstances, c¢.g., the personality of the person using
the practice.

3. The practice {s not used in the faflures.

4. Apparent exceptions can be explafned by reference to the conditions
for the practices,

5. Practices that arce usced in both auccesses and failuren are not
necensarfly wrong but obviounly they are not the key points. Some
practices are necennary but so obvious that everyonce uses them
80 they need not be ment foned,

6. You can {lluntrate the need for the practice by giving examplen

vhere the practice was not used and the activity fatled in nome way.
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In writing the Nepali Supplement, you do not need to meet all these
standards 1f you can show that examples and practices in the R.B. provide
the examples you need to meet the standards. For example, the reference
book can be used to cite examples to meet standards #1, 2, 3, and 6. The
reference book also spells out conditions for many practices.

3.7 Recommendation:

PAS/GAT should explore ways to present more effectively the
data in the Reference Book, in order to make it more accessible
and useful to managers in the agricultural and rural development
sectors,

Actions Taken:

Two major actions have been carried out. First, the three
chapters of the Reference Book used most in the training
courses have been rewrftten into simple English and edited

for smoother reading.  Second, the Nepali supplement is now
sufficiently detailed and extensive to be used as a working
document during the trafning courses. Course cvaluations

gshow that the parcicetpants respond very positively to tasks

in which the rupplenent {s uned,

Note alao, that for the dissemination effort, the Reference
Book hau been ddvided tnto five volumen, an follown: Volump

I, Planndng (Chapters 1=5 of the present volume); Vol, 2,
Polfev:  Objectiven and Stratepy (Chapters 7-9); Vol, 3,
Profectas Deafpn, Tuplementatfon, Lvaluat fon (Chaptera 6,

Vhy Bopumd Annex B): Vol 4, Extenafon and Renearel (Chapter

13) and Vol, 9, Education and Tratning (Chapter 14) . Wo
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plan to make these volumes available to both Egypt and Nepal.

This will respond to comments that the size of the Reference

Book make it difficult to use. Each volume will have its own

index and be oriented to a specific group of potential trainees

to a greater degree than the present volume,

Recommendation:

To amplify and deepen the learning-by-doing experience of the

Nepali staff, ASIP/Nepal should insure that future coaches

should become involved In the formulation, design and testing

of tasks in English and Nepali.

Action Taken:

This has been agreed to by all parties. The Nepalil coaches

and course directors took an active rcle in modifying tasks

used during the last course. As their confidence and skill

level {ncreases, the Nepalese staff will continue to shape

the course more. In addition, as they compile material for

che Nepall Supplement to the Reference Book they will gain

ideas for the formulation of new tankas.

Recommendation

In bringing the content of the course closer to the reality

of the job nftuation of participants, the ASIP/Nepal training

ataff nhould alno consider wayn to:

a. analyse the skl requiresrnts of potential participantas,

be plan and destpn approprinte tanka which would {ntegratae
procent nkilla and needed management and technical

practicon,



Actions Taken:

Present ASIP procedures require obtaining as wuch information
about needed skills as po-sible, and the assignment ;f each partic-
ipant to a work group before the course begins., This

is an attempt to get within each working group people who have
complementary ways of going abou* their work. Some people plan
well, others are more effective at setting aims, and others

want to "get out there and get the job done". Experience in

ASIP training indicates that the wost effective groups have a
combination of a variety of skills. Other training research

has yielded similar findingas.

Reason indicates that is desirable to obtain information about
participants' skill needs in advance of trafning courses. In
practice, no effective way has been found to get this information
before the courses (n Nepal {n any consistent fashion for most
participants. Rather, the ASTP staff has concentrated on
participants' orpanfzatfonal requirements where possible, and

has used the trafoning conrses to allow people to tdentify thelr
work problemi and to draw up plans for dealing with those
problems back on the fob,  Origfnally, ASIP coursen, based on

the Coverdale model, had only one working sensfon desipned to
meet thin need, At predsent, from three to f{ve working neanfona
arc devoted to developing, retining, and drawing up plans for
dealing with theae, "back-at-work" problevs,  Thene and other
tank sennfonn help to detdne sbtl] vequivenents, The utructuring

of ANIP tasks encourapes partfelpants to conafdey thelr sk{l)
1 }



needs and how to develop them. This places a considerable
responsibility on the participant, however, ond in this senSe
differs from more traditional training methods.

To date there has been considerable experimentation within the
ASIP. Such experimentation needs to continue, and improvements
and adjustments need to be made as more information is gained
about the organizations and managerial groups npeeding ASIP
training. Information gained in follow-up will have to be
carefully assessed to help the ASIP/APROSC staff to "fine tune"
tasks to manager's needs. In this sense, the foregoing
recomnendation provides guldance for the long-range activities

of the Nepalese ASIP/APROSC training staff.
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serments has mony activities within it. vork has to be
done in all sesmentc ot the came time. All work has to
be done in a timely f{nshion, o

To accomplish work in all activities in the three
ASIP npproach ~egments, the following will have to happen:

- The Cairo staff will have to work more efficiently
with lon—cr hours; the number of the Cairo steff will
heve to be increased.. or both.

- Governorate staff will have to ‘Go the nececacoary
project work in cddition to the normal work lond

\ .

~v mnle learning aclivities aveiladble to qualified
Cairo and Governorate staff and further the 1?stitut1on-
elizetion procecs, the ASIP end AUIDDY Toiro staff pnyq
conducted two I'Il! courses and sceveral learning activities
eince Janunry 1,1979. A1l have had poor cttendance due {
to the problemr of incentive, per diem rnd support.

The nrojcct cinff ic continuine to g 'Yier needed
inlormetion and to rehedule learning ecetivitier not
hinderced by incentives, per diem or supnort. (ccee
ctiachrment A).  The proposed netivities chould not be
scheduled until the followins probl s to institution-
alization pre¢ solved:

&
1= Ince tive 2r both the Cairo and Governorate
cteff that S flect the anmount of work done
in the projcct,

2= Per diem for Governorate steff as well np
potentinl siuff to nttend learaing unctivi-
tien to which they heve been invited by ASLDP/
ACIP,

3= Per diem for Governorate personnel to attend
AL DP/ASTP Linaccement ki1l Developuent
courven, (LI, Senior and Junior)

4= . Adequnte project support nn:

= A bi-linmunl gecoetmry vho han okille
needed; {o availeble during noymal
vorking hourn; aad can attend 1LY
couracen full time,
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- An administrative assistant other than
project accountant capable of doing work
according to the job description in
ASIDP-files. ‘

- Two more drivers able to work hours
necessary 1o gupnort training courses and
follow-up ectivities.

- Translation services that can do needed
project translation within:'a given time frame,

- Additional three rooms

Some of these problems can be solved at the next
meeting of the llanagement Committee. I hope you can
crrange for on early meeting to allow Tor scheduling of
the three proposed learning activities in attachment A.

The other problems identified above can bd solved
within the LOA or with the help of the IJ0A.

As Project Supervisor, we loo)k to you to take tho
lead in the solution of these problems co that the project
can move forward to the anticipoted level of institution-
alirction by October 31,1979,

1 will be very glad to discuss any of the above
items in detail., Ve continue to offer our support
wherever necded, v

CC: ILII. El Salhy
Hasson E1 Leithy
lialeoln Hoving,

~—Viayne Vieisso,

BK/no.
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/f, | Attachment B

June 9,1979,

IIr, Donald S. Urowm
Director USATD, Egypt,
> Ietin American St.,
Garden City,

Cairo,

Dear IIr, Brovm:

The lidnistry of Agriculture is highly pleased viith
the continued progress of the Agricultural Sector Implementa-
tion Project, ASIP-0209 in the llanagenent Development and
Iraining of Egyptian Azricultural Sector personnel,

Due to the suceess of the Pilot Project vWhicls acheived
throush the constructive continuous Cco-operation between the
Anerican side ang the Eqyptian gide, the Jinistry of Arricul-
ture requects Usa to develon ang ascict thigs linistry in the
implcmontation of a new onesement development project for
Asricultural Scector persomnel, based on the results and syste-
matic cpprozeh of the ASTIP,

Tae linistry would like the USATD 0 provide the
necesocary accistence 4o tnoure continuation of the present
project until such time a new project cen be implemented,

Yie ere looking forvord to much more co-operetion,

/{/M MDosssed

L. lichmoud Dawood
Idnister of Acriculture,







As indicated by the subjoct, this is just for background,
There is nothing that any of us can do about any of it. But if you got
somp mossapes indicating sudden and seeminply inexplicablo adjustrents

in the program here, knowing soething about the volatilo atmosphere
muy bo useful



