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Introduction

The activity under review in Egypt is part of a larger project, the
1
"Agricultural Sector Implementation Project" (ASIP)? ) The prime objective
of this overall project is,

helping to bridge the gap between planners and farmers by

improving the planning, implementation and management capa-

bilities of those in the developing countries concerned

with agricultural and rural development.

(ASIP Summary Description)
Fundamental to the projcct is '"the ASIP approach", the key aspects of
which are

(a) identifying and communicating via "Reference Books' ways

agricultural sector managers have found to deal with their
major problems, and

(b) developing in rural scctor managers broadly applicable

management skills, through special training based on
"learning by doing',

During a Cirst phase of the project (1972-1976) the contractor
(Governmentat Atftfairs Institute, GAL), developed an extensive reference
book (Manual) of "successtul practices” jp dealing with rural sector
managenent problems in developing countriens, practices Tihely to be
transtferable. They then “desipned a courde of instruction for transforing
the intformation in the Manual, and to a lesser extent, other information

L e A T I L

(1) Contract No. AID/ta<(-1350



as well, to managers concerned with agricultural and rural development
in developing countries.'" (Review of the Pilot Training Course . . . ,
February 26, 1976, p. 1) This six-weck pilot course (PTC) was delivered
to relatively senior agricultural sector officials from several countries
in July - August 1976 in the U.S.

Two months later, USAID and GAI signed a new contract under which
"the ASIP approach" was to be implemented in two countries, yet to be
chosen.  That which was proposed was described in a "Summary Description'
of the ASIP produced in November, 1976. In this document the operational
model implemented in the PTC of summer, 1976, was scaled down to a three-
week course plus follow-up consultancy. The content described was
essentially that of the I'TC, but there was half as much of it. This Sum-
mary Description introduced the concept and the program to prospective
countries of application,

Egypt and Nepal were selected as implementation sites. In ecach
country, the project was to have a field litfe of two years. At the end
of this time there was to have been developed in cach of the two participat-
ing countrics "an 'in-country' capability in an indigenous orpanization
capable of continning the ASIP approach for training agricultural managers
at appropriate levels in the identitfication and application of agricultural
and rural development principtes'.  (GAI/AID contract No, AID/ta-C-1350

of 9/30/76, Article 1.F.)



SUMMARY AND CONCLUSIONS

I, ASIP in Egypt: Problems Addressed and Methodclogy

ASIP in Egypt has been organized as the Agricultural Sector Management
Development Projcct (ASMDP) attached to, but not part of, the Training
Department, Ministry of Agriculture; it is funded on an ad hoc basis.

The management problems addressed by the project were identified by the
contractor (GAT) as common and basic in many countries; while they were
not identified through a needs assessment in Lgypt (which was to be done,
but has not been), they arc important, and fundamental here.

The "problems'" addressed are, in fact, management weaknesses, the under-
utilization by officials of their own poter to reason out solutions to
problems they encounter in doing their work, and relative lack of team-
work with consequent under-utilization of the capabilities represented
by available manpower,

ASTP methodology is relevant and appropriate in Egypt, although unfortun-
ately it has not been applied evenly, in its entirety or in a way calcu-
Iated to produce meaningful orpanizational results,

The basic trainine course has been modified very little, even experiment-
ally, since s ntroauction; it has produced userul results, but with
refinement could be more ceffective,

There is a need to strengthen those elements of the ASIP methodology
that complement training; follow-up consultancy and a collection of
Epyptian "successful practices” have had less attention than planned,
and than needed,

The Reference Book concept has strong support among program participants.,
The Epyptian version was to have been developed early in the project, but
has propressed very little due to lack of staff and other reasons: a con-
sultant and a full-time staff person have been working on it since carly
1980 and expect to have an Egyptian supplement to the international
Reference Book by July,

ASID methodology calls for attention to forward and backward linkages;
there has been good involvement of complementary organizations in the
sector, but neplect of senior manapgement

I, ASTP in jﬂgqn 3 Projc¢t Results

The project did not achicve the results expected of it by the end of

fts oripinal two year life in October, 1979 for a variety of reasons,
Incltuding the expectation that sipgnificant progress toward these object-
bves conld be made, it was extended nine months, to 31 July 1980,



The project encountered a variety of technical, administrative and
budgetary problems which were eventually solved with the help of MOA
and USAID; their cumulative effect on operations was significant, but
less so than more fundamental sources of obstacles, among them,

- The project desigr was made in USA; it was Egyptianized too
late, and the process began at too low a level.

- Contract focus on institutionalization has resulted in contractor
focus on it in narrowly defined terms.

- Directly related is lack of focus on the possibility that it
cannot be institutionalized if key people are not convinced it
is worth having for the long run; little attention has been
given (until recently) to whether or why it is worth institu-
tionalizing.

- A multi-faceted project was given to a small team that does not
scem to have represented until recently all of the orientations
appropriate to the project.

- The project lacked from the start a staff member who fully
grasped the ASIP approach, techniques and strategy, and who had
sufficient (considerable) grasp of Arabic to recognize and
help minimize language-related obstacles,

Top level project supervision was ineffectual; although the contractor,
USATID/Washington, USAID/Cairo and the MOA all had varying forms of
authority over it, the project was allowed to wander far from its
chartered course without timely, decisive action being taken,

The project has a professional staff of six Egyptians who will be moder-
ately experienced by the end of July; six more people coming up are
based in the ficld and not officially assigned to the project, even on

a part-time basis,

The staff seem to be enthusiastic belicvers in, and practitioners of what
they are teaching, but given their Limited training and experience, it
would be unrealistic (and untair) to expect them to refine the program

or to develop additional staff on their own,

Momentum has developed since the October extension; the basic course has
now been taugiht by the Epyptian stattf in Arabic {or the first time, and
plans are being made for a first intensive intervention in a limited
peographic arca and at different manapgement tevels,

Approximately 200 middle managers (hroadly defined) and a handful of
senlor munapers have attonded ASMDP courses,



Unfortunately, there has been no systematic assessmcnt of the results of
the ASMDP effort; anccdotal testimony (sec text) suggests that the results
arc significant at the level of the individual official, and even for
localized operations, but it is not very meaningful in the overall

scheme of the agricultural sector.

Thu: far the project has missed its chance to demonstrate how signifi-
cant the results of the ASIP approacii can be for the agricultural sector
in Egypt; concentration of effort, attention to management above and
below the middle level and early cstablishment of an evaluation system
were part of plans and would have made a big difference. We support the
current, belated, attention they are getting.

When the project terminates at the end of July, anticipated outputs will
have been only partially generated and end-of-project status will repre-
sent  limited success.  The capacity developed is not likely to be
onc that can sustain and build itself functioning on its own, as it is
now; however, it could be a useful productive part »f function-specific
training programs and/or of a broader management development program,

ITI.  Agricultural Management: Approaches to Mocting its Needs

The weaknesses addressed by ASIP/ASMDP are fundamental and there are no
grounds (for which we have data) on which to prioritize them,

We have not clearly identificd management problems of greater importance
than those on which the project has focused, but are convinced that a
more promising approach would be via a comprehensive, results-oriented
management development program offering ASIP training, more focused
behavioral training and courses to develop specialized management skills
or techniques for those in need of them,

More information about management weaknesses is needed; some of this is
coming (unsystematically) in feedback from ASMDP activity and some may
be available in studies done by ODM and 1LO but which were not available
to the cvaluation team,

Some management problems in the sector are related to structural character-
istics; structure does set limits to potential performance, but minage-
ment s oa major determinant of performance within the structurally created
Fimits and wuch can be done within these limits,

For a comprehensive management development program to bring about change
in organizational pertormance it will have to be so programmed that it
creates in cach orpanization a critical mass of like-minded managers and
reaches top as well as middle and lower level manapers.,
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important that a vertical approach be adopted to avoid having trained
middle managers be frustrated by superiors who do not understand or
shace the new ideas. Developing organizational performance through
management training requires far more than opening occasional work-
shops and seminars to any who are interested, or are sent. Done system-
atically and well, it can make a big difference in the people who can
improve performance within the system now, and who arc most likely to

produce nceded changes of the system sooner or later.
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IV. Implications for the Future: A Follow-on Project

We belicve that much better performance can be obtained from the
agricultural sector in Egypt by improving the planning, implementation
and management capabilities of officials in the many organizations
serving that sector. We arve also convinced that a cyatematic, results-
oriented management development program can make a major, and necessary
contribution to that improvement,

This being the case, we sincerely hope that USAID and the Govern-
ment of Lgypt will decide to undertake such a program. Should they do
so, program design should be the result of joint efforts on the part
of Epyptian and foreign specialists,  Both have usceful inputs to make.
The carlicer collaboration begins, the more likely they are to be work-

1
ing from a common base, and common understanding.

Purposce

We recommend a program whose purpose is to use management develop-
ment to improve the performance of public sector organizations serving
the agricaltural sector,  Among the possible indicators of success

would be increases in degree of attainment of plan objectives, increases

i = i e

1

Such collaboration bepan with the preparation of the draft of the present
report in Cairo,  Unfortunately, revision of that draft to take into
account feedback from USATD and MOA has had to he done in Colorado
without benetit of inputs from my colleagues, Dr, Abdel NDamid and br,
El-Kholar,  Changes have been very minor, or orpganizational, with the
exception of the present chapter, which has underpone extensive modifi-
cation, 1 have no reason to think cither of my colleapnes wonld take
Pivue with the new text in any major way, but since they have not had a
chance to review it, they shonld not be held responsible for any of the
changes made, Their inputs and those of others Tikely to be involved
shouhd be sought o and when USATD and MOA decide to develop o new
project. (Ro Roberts)

































ANNEX I

Evaluation Questions Related to

Project Inputs and Outputs

(n.b. Questions from Evaluation Tecam
Scope of Work)
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Training tasks prepared that use a “learning by doing"

approach. Local versions of the first week simple tasks
have been prepared to make usce of (for example) aspects
of the Barrage Training Center.  The local farmer survey
task has also been "developed".  However, little more
has been done, much less than background information

on the program would lead one to expect.  This may
change some in the remainang four months, as a result

of activities we understand are currently under

consideration.



ANNEX TI

Results of Questionnaire

Completed by 39 Participants

for

The Evaluation Team
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1st Question

Major functions

Questionnaire Distributed to
*

the

Trainees

of your current job,

Governorates |Central Ag. | Sub Total
Administratve 2 5
Technical 27 7 34
TO'TAL 29 10 39
nd Question

Knowlvdyge required

for carrying out your Jjob,

All quentions were open-endod,

Fuguited subjective clannlficat ion by technierans

with the
oevValuatay o,

1]

vda, but

wWorking to

tnntructiont

ul

Qe

Guvernorates | Central Ag. Sub Total |[Total
"R:r:; me.;'lu::; Res JTNon-Res|Res | Non-Red
Knowloedge of Manaqe
ment Principlos 1 JH 4 6 5 34 39
Experience an
Management 17 12 6 21 14 39
Otliet 2 5 10 - 39 5 39
]

Coding for this documoent
untami)iar
of

tho
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What are the skills that you feel you arc lacking that reflect

directly on your job?

Governorates | Central Ag. | Total
None or no reply 12 5 17
Administrative 7 1 8
Technical 10 4 14
TOTAL 29 10 39
9th Question
What. are the major functions of management?
Gouvernorates) Central Ag.| Sub Total |Tota)
Res [ Non-Reol Res [Non-Red| Res [Hon-Res
Planning 11 18 3 4 17 22 39
Organtsatron 20 9 7 3 ) 12 39
Monstoring & Follow - upl 11 18 4 o 15 Jd 39
Leadaershap i) 24 4 0 9 30 39
Decrsion making 4 26 1 9 ) 14 39
Ot hie 13 16 - 10 13 S0 39
TOTAL 64 110 22 ] BG 14y <34

W\









loth Question

What arce your i1deas about the administrative personnel who

dassi1asted

ln carrying out the course?

Governoratces

Central Ag.

FExcelloent

12

——— e e —=

Total

19

Very Goud

10

Goourl 5 1 6
Averaqgoe 1 - 1
Noune 3 - 3

TOTAL 29 10 39

13th Question

What 1s your gencral evaluation of the

course?

Gouvernorates | Central Aqg.
xcelloent 13 j
Very Good i ]
Y SO S

Goad 4
AVULage: 3 O
:;ll(” ‘ 0». l

TOTAL 29 10

Total

1o

i . .

3}

-

(o



d4th Question

Do you dygree that the training course should be reourganized

according to the following plan?

a. The first week for introductory orientation and
general rdeds related to the method ot Lraining
l.e. task method and systematic approach.
b. The sccond week tor measures of modern management
1ts principles, scientifie methods for solving,
problems, decision making, operations rescarch,
managing by objectives and other of modern scientific
management techniques,
C. A third week tor intensive use ol compound and
complex ta: ks, to be solved by Ltechnigques ot modern
sclentitie management whitch were discussed in he
scecond weokh.,
14,4,
Governorates {Central Ag. | Total
Yus 25 8 33
No 1 l g
None 3 ] 4
TOTAL 29 1o 39
i A ]
4.0,
e e e <+ e e S e g ma < e e S g < e e
Ruasons for agreving to above Governotates [ Contral Ag. | Total
Lack of knowing sceyentitfie
technlguen ol modern o - 2
alia ettt
ool bongliah 6 J H
e tratntng on cuploted
i } 16 { 149
toaho
Yeatge 1Y *) 10
TOTAL el o by




15t Question

DO you think

manageent

it
training courses,

for
and why?

15 beneticilal

yOUur supervisols

— e = et

covernorates

Central Ag.

Totul

Yo

il
i

NO

27 9

1 -

in

1

to attend

HO roesponse 1 1 2
TGTAL 29 10 39
B
Reasions Governorates [Central Ag. Total
To learn techniques ot
ro Lo Pl 18 5 23
modern Managoment
e U S DR SN
To tmprove bngliash
} ' 5 3 4
lanqguaqge
Hone 6 p 8
TOTAL 29 10 39




16Lh Quesitio

What do you feel about the Refoerence Book?

Gover- [Central Ag. Sub TotallTotal
norates

S W ——

Yoo Nol Yes | No Yes | No

T o I e

5 there a need for it? 2

1e? 16y 134 4 U 201 19 39

Have you usoed

sShould 1t Le trannlated? OhH 4 ) b 30 Y 39
e e e e - AR SIS S o - EUUR—

Iy 1t oo oary to une

G ditteroent ook rotated

to BEgyptian conditions?

R 9 1 iy 1 Ju

ot e b e iy

17th Question

Does the English represent @ probloem for the training coursa?

GoOvelnutates | Central A, Total

You

WU

No y) o

PP B

Hong - J .
S S SR B .

TOTAHL 9 10

g T v TR s T




Was the two weok training period in the
Preceding

B

Yes

the course

sul

frerent?

Guvernorat e

central Ag.

No

I}
N IV] ST

Twl'AlL

R e L G

G

ro

e s

&)

b

10

S —

e e

Total

k1Y

7

tnglish

language



lyth vuestion

Define the concept of ASIP

Ltams Governorates  Central Ag. Total
wiong betinrtion 14 4 22
Righit Detinirlon o 3 9
No o lbetinition 5 3 4
TOTAL 29 10 19

———
5
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L Question

How do you feel about the hand-outs given to you during

the Lraining course?

Governorates |[Central Ag. | Total
Sufficient 8 2 10
Insufficicent 4 4 8
- Interesting 1 | 2
'b.‘g‘-u—;fufufnt & 1nteresting 12 1 13
WZZIZLL:I;;q but 1nsufficient 2 “1 3
. 'N:‘L‘ -::)-t‘(“‘-f—(.:fi ting & 1 1 2
tnsuf ficient
T 1 : 1
’N;;;; o 29 10 39
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ANNEX TII

Results of Questionnailre

Completed by 13 Supervisors of

ASID Participanty

for

The Evaluation ‘Team



Mulstilunnalie 4ot tbuted to

» . DO A *
Supervisors of I'rainces

1ot Question

Did the traimning course have an etffect on Knowledege, skills,
relationships with others, ability to tdentify proolems and
ability to solve problems?

r Yoo No Total
Knowlcdge 11 2 13
Skillsy 10 $ 13
Kelationohiips with others 1. 1 13
Ability to raent 1y problems| 12 l 13
Abllity to solve problems 12 l 13

TOTAL 57 H 65

b e

£né _Questpon

Give examplen of successtiul practices achioeved tollowang
the tratntng course,

Ttoem No.
Hone 3

e e I S
Otiee examp | 2
TWo cxamp i 3
Thiee cxamplen) 9
Toret, 13

»

AL queattonn wer Opcheended, Coding for Uy ., HoC et
Fequited sanjective claaaf teat Fone by techinierang unt am | tat
With the arca, but wop Lang to tn bty uet g NG Ol Gy ool e

evaluatog .,

L



drd Quust tan

Have you discussed the course with the trainee since he
teturned to his job?

ITtem No.

Yus 10

No 3
TOTAL 1 13

th_Quustion

Have you cricouraged the trainees to use Lthe skilla acquired
from the Lralning course? Explain and give examp e,

Ttom No,

No 4

Yous without example 2
Yous e cXatup o 2
You two Caamples 2
Yoo thteo o xamples R}
TOTL 1




SO gy wn

Have you tollowed up on the

returning

Hutate

———e v

Yoo 12

e e LT

o 1

TOTAL 13

trom the training

St Quest ton
How have oty colleagues of the trainea
hin new Skl

Numbe

No respone

B e B e NSLN

Exeo ] bont LOeLponine:

AVeiage peaponse

T e mn vt g+ s .

TOTAL

l

T e

9

7

13

A PR

Lrarnee's activit)o
course?

0

dfter

redponded to his uge of

-] \



Tth Question

fas the training course affected the amnount of problous
met on the job?

r _ Number
Yes 9
No 4
TOTAL 13

8th Quustion

Do you wiuh tou train other ciiployces in the ASLP approdch?

o [ |
Yeoo, 13
Ho -
TOTAL 13

9th Quention

Du you wish tou attend such a courso?

Huamber
Yoo, 11
Ho .
Tl 14
T B E & 1 S e e i w




Turh auc

Arc thetro

R e v—

Yaou

N

- — e

TOTAL
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on

new 1deas

Numbor

R T ——

13

Y ————

Lo b

ddded ?



