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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 planing, implementation and management capa-
bilities of those in the developing countries concerned
with agricultural and rural development.

(ASIP Summary Description)

Fundamental to the project is "the ASIP approach", the key aspects of

which are

(a) identifying and communicating via "Reference [ooks" ways

agricultural sector managers have found to deal with their

major problems, and

(b) developing in rural sector managers broadly applicable

management :;kill:s, through special training based on

"learnin, 1 b)y doing".

During a, fir.;t pha,.e of the lrtojet (1972-1970) the contractor

(Government:tl Affair,-. lirt ittite. (;AI) , deve loped it exten:;ive reference

book (Malllll) ot ' t'a e;rzI pract i.t(;" ill ile;tli ng with rur al :;t.ctor

malla;ge t p bll I pl hll. ill d've'i opi l a. c lltatr i ., pralt y t ". l t lkely to be

trai. cf, tl'hi.. lht-y th'l "I"..igatul .i coti ';"e of in it rllction% |foi t ran-' ring

tho ill fo ltlat i (ill i i tI I v M. .It 1 , a1ti II . aI ttoaI I er I xIIt eit , ot her ill |'mo 3l:lt OIOi

(!) ttitract No). All/ta-C(-1350
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as well, to managers concerned with agricultural and rural developmeht

in developing countries." (Review of the Pilot Training Course . . .

February 26, 1976: p. 1) This six-week 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 wa.; proposed was described in a "Summary Description"

of the ASII' protUced in November, 1976. In this document the operational

model implemented in the P'C of summer, 1976, was scaled down to a three-

week coumr;e plus follow-up consul tancy. The content described was

essentially that of the PIC, but there was half as much of it. This Sum-

mar' l)escript ion introduced the concept and the program to prospective

countrie:; of app lication.

lgypt and Nupal were selectc'd as ii plementation sites. In each

country, the proje ct wa:; to have a fi eld life of two years. At the end

of tisi time there wa:; to0 have been developed in each of the two participat-

ing coul t ric; "am 'in-cunt ry' capability in an indigenou; organi iation

capable, of cont innin, the A,; II' approach for training agricultural Imanagers

at aplprolpri at e l vl' ; ini the ident ificat ion and appl icat ion of agricultural

and rural developmvnt principles''. (GAI/AII) contract No. AII)/ta-C-1350

of 9/30/7,, Article I. .)
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SUMMARY AND CONCLUSIONS

I, ASIP in Egypt: Problems Addressed and Methodulogy

ASIP in Egypt has been organized as the Agricultural Sector Management
Development Project (ASMI)P) 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 (CAT) as common and basic in many countries; while they were
not identified through a needs assessment in Egypt (which was to be done,
but has not been), they are important, and fundamental here.

The "problems" addressed are, in fact, management weaknesses, the under-
utilization by officials of their own poier 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.

ASIP methodology is relevant and appropriate in Egypt, although unfortun-
ately it has not been applied evenly, in its entirety or in a way calcu-
lat ed to produce mean ingfu I organi zat iona 1 resul ts.

The basic trainin, 'ourse has been modified very little, even experiment-
ally, since its uItroittlct_1oll; it hIs Iroluced usef ul results, but with
refinement could be more effective.

There i; a reed to strengthen those elements of the ASIP methodology
that coowpltment training; follow-up consultancy and a collection of
Egyptian "''tccessful practices'" have had less attention than planned,
aind than needed.

The Re fererce Book concept has s trong support among program participants.
The Egypt i an vers5ion wa s to have been developjed early in the project, but
has p rogrv;ed very little due to lack of staff aind other rea sons; a ,on-
sult ant and a fiul-t imc staff person have beern working on it since early
198(1 and expvct to have an gyptian stpplement to the international
Reft erence Iook by .hily.

ASI P me thodology calls, for at tent ion to forward and backward l inkages;
there ha'; blen good inrvo Ivemerit or complementary organi zations in the
sector,' but iitg Ict of t orenior m:liagement.

If A I I' 1_in gy! ry t~e SIl t s

The projvtt did not :cl'iv1 tthe retilts expected of it by tie end of
It s or iginal two year lire in (ct ober, 1T791; for a vari ety of reasons,
inclimidng the prt. tit inn that s.1 glificant progre;; toward these object-
Iven colid be made, it wan, ext enided liele months, to 31 ,July 1980.
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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 design 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-
tional i zing.

- A multi-faceted project was given to a small team that does not
seem 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 ASIIP 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,
USAIlD/Washin gton, llSA ID/Cairo and the N1OA 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 l;is a profes siona l 'staff of six Egyptians who will be moder-
ately experi enced by the end of July; six more people coming iup are
based in the field and not officially assigned to the project, even on
a part-time ha;is.

The st aff seem to he enthusi:1stic believer; in, and practitioner; of what
they are t.eaching, but given their limited training and experience, it
wotld hie nrt'ealis.;tic (and un fair) to expect them o ref ine the program
or to develop addit ional staff on their own.

Momenturim ha!; developed s;i nce the october ext('1sioll; the hasic course has
now Ibeen t ,ght by the Egypt ian s;it1 f" in Arabic for the first time, and
pl;nr are be in g made for a fir;t inteni';ive illervent ion in a limi ted
geographic area and at different managemnlt level;.

Approximately 2.1I) middle mat;tlevr; (bro;idly definited) and a handful of
sen ior tmt~tn;igelq h;ave attended ASHI)P courses.
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Unfortunately, there has been no systematic assessmLnt of the results of
the ASMDP effort; anecdotal testimony (see text) suggests that the results
are 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.

Tlhv, far the project has missed its chance to demonstrate how signifi-
cant the results of the ASIP approac, can be for the agricultural sector
in Egypt; concentration of effort, attention to management above and
below the middle level and early establishment of an evaluation system
were part of plans and would have made a big difference. We suppoit 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
one that can sustain and build itself functioning on its own, as it is
now; however, it could be a useful productive part of function-specific
training programs and/or of a broader management development program.

III. Alicultural MNanagementl Approaches to Hanc ing its Needs

'rile weaLnes;cs addressed by ASI '/ASMDI) are fundamental and there are no
grounds (for which we have data) on which to prioritize them.

Ile have not clearly identified management problems of greater importance
than those on which the project has focused, hut are convinced that a
more promi!in g approach would be via a comprehensive, result s-ori ent ed
management ,levelopment program offering ASIIP training, more focused
I)ehaviorall training and courses to develop specialized management skills
or technique; for those in need of them.

M1ore i nforma:t ion abhout managemnent weaknesses is needed; some of t his is
coming (unsystema tically) in reedback from ASMP)l' activity a nd some may
be avail ale in studi es done by O1)I and ILO but which were not avai lalle
to the evaluation team.

Some nlal;lngement prohlems in the ;ector are rellted to structural character-
i;tics;; sitlruct lire does ;et limit s to poten t iala performance, hut m:nage-
ment is a major detrmi nant or perform;ince within the structurally created
limits and much can be done within these limits.

For a comtiehe-'ui; Vt 1lalli,,enlt dteve lopment prmogram to brinig albotlit change
In organizat i onali perfn)ririante it wi I1 have to I he so progr ammed that it
creates in each oratnization :a crit ical mass or like-minded managers and
reachev; top as wel I as middle ai-d lo e-vei m:nagers.
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TV. 'Implications for the'Future: A Follow-on Project,

management development program-for the agricultural sector.

The purpose of such a project would be to use management development to
improve the performance of public sector organizations serving the
agriculturul sector in limited target areas or systems , and to devolop

2and institutionalize the capability of the GOB to continue the program
after termination of USAID involvement.

Project strategy would involve (a) aim at developing a "critical mass"i
of trained managers in the target areas/systems, (b) attention to all
levels of management, to interrelationships among agencies in the target
areas/systems, and to participant selection and mix in all training, (c)
focus on operational needs rathder than theoretical educational profiles,
(d) a three phase cycle of information gathering/analysis, training and
consultancy/follow-up, and (e) being flexible and responsive, thus offer-
ing a comprehensive training approach as described in Chapter ITT.

Outputs would be a functioning, result-oriented management development
system in place, a critical mass of managers at all levels of all
relevant agencies in the target areas/systems having received effective,
appropriate training and consultancy/followup, and such other outputs
as are needed to produce these.

Operationally, the project would have an initial period during which
staff development and planning would coincide with phase one informa-
tion gathering/analysis; phase two would begin with ASIP-type training
and continue with other training responsive to needs, and phase three
would be follow-up and consultancy, leading into a now cycle in the
target area/system in question. Different areas/systems would be

IN the draft report reviewed by USAID and MOA, this chapter was essentially
a collection of points the evaluation team felt should be taken into
account in developing the recommended project. The preparation of thisC
final report, following receipt of USAID and MOA feedback, has ben done::
in the U.S. where it has not boon possible to consult Drs. Abdel IHamid
and 0l-Kholoi. Attention is drawn to this fact, because Chapter IV has
been extensively rewritton in the final report. While th. collaborative
relationship that resulted in the earlierdrat has ctainly-influenced
the present recommendations, and I have no reason to think thy would
take Issue with them In any major way, Dr. Abdol Ilamid, and Dr. 21-Kholai
should not be hold responsible for most of the detailed rocommondatious
in this chapter until they have had an opportunity to review tho....R. Roberts)

S- ilgCCC !C'

:ir' " ,', C'. --Cr' :p C';= : ===============C=
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targeted soquentially, a first cycle starting in second begins
-in another. - t
Development of training materials and new courses would be~no-on

actiityuas oulbe aon-oin

actii.a s dissemiination of field information and successful

Conduct of training in Arabic should be an aim of the program, though
it may not be possible in all subject areas and with all leVe1s of man-
agement from the start.

The evaluation team has no strongly held view as to the optimal organiza-
tional location of the project; it should be where it 13 most likely to
succeed.

Project staff should include the present ASMDP staff (assuming Positive
results of ASHDP work the first half of 1980) and, at the start, four to
six other professionals,-including a project manager the professionals
recruited should have good management and/or training qualifications,
leaving the project to develop one set of skills or the other, not both;
project design should assume that only basic and/or commonly needed
skills needs will be met by project staff, other needs to be met by

* local (or expatriate) consultants.

USAID level of effort would be roughly similar to that of the overall
ASIP project ($O.S million/year), plus adjustment for inflation, but
would be over four to five years rather then ASITPs three; key elements
would be two resident specialists, short-term consultants and partici-
pant training, with some materials, equipment, language training and
locale refurbishing requirements.

MOA inputs would Include staff, administrative support and budget;
care should be taken to allow for Items (such as participant per diem)
normally charged to organization or governorate budgets but likely to
be unusually large due to project efforts.

A management committee representing concerned agencies should be es-s
tablishod.

USAID should arrange for somi-annual external technical review of the
project to assess progross against plans and objectives with a long-
term perspective, in addition to regular review within the Mission.

........ .... +..............
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"The constitut vte intttoiainof the ASIP iapgptrso acsit h

in E~gypt. This will be the major criterion for the success of
j the project."

In October, 1977, the two-man GA! team assigned to the project in

Egypt arrived in Cairo. They brought with them a course model that

differed from the three-week version In the "Summary Description" in

being only two weeks and In having dropped management practice and theory

and much of the agricultural content of the other models. This new

mol Is what has been applied in Egypt with only uinor changes.

The project has boon attached to the Training Department of the WOA V

since late 1978, after an Initial association with the Agricultural Train- ,

Ing Board (Al'S). It Is organized as the Agricultural Sector Management

Department. ASIDP has not yet been Institutionalized in terms of the NOA

budget, but is financed with funds culled fro* anticipated under-spendIng

of other parts of NOA, and from extra-budgotary sources controlled by
NOA, This creates a degree of ucertainty as to the limit on funds
available to the project, which In turn creates handicaps in team of

Vplannng and operating, and of Its effect on staff morale., @7,uatly
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to the work situation; this could be done through additional agricultural

"tasks" (the course may speed up in Arabic, creating time that could be

so'used;, or-a-longer-course~ may -b-ds~a~~) -- t--hte1nigo

the course to other, more "agricultural" training (e.g. for extension

agents). More could also be done to produce "tasks" that clearly relate
to Egypt, and to develop and produce training materials based on.Egyptian

iA

experience to supplement the Arabic translations of imported materials.

The cour. is part of a system: the ASIP methodology. The activi-

ties in that system that complement the training need strengthening. The
methodology calls for follow-up and consultancy work, for example; there

has beon less of this than planned, and less than is needed.

Anothor example is the Reference Book. With the training course,

this was a second way ASIP was to address the broad spectrum of problems

facing agricultural sector managers. Its contribution is to make avail-

able to Egyptian agricultural sector officials information about practices

that have been successfully applied to overcome agricultur~al development

problems and bottl--4ecks in Egypt and elsewhere in the world. The Inter-
-' + + national Reference Book is available in English and was, until recently, /

distributed to all course participants. The two chapters considered of

greatest priority/applicability have been translated into Arabic and are

distributod to participants. However, the Egyptian Reforence Book, which . -4

was to be prepared early in the project according to the USAID/GOA Letter

of Agreement, has not been prepared and will not be completed when the
project terminates. "Successful practices" are being identified, recorded,
reported, filtered, clarified and classified, but slowly and far behind4. .............................. ..... +,:, :+ +; ........................... +:,4.. . .. ...... 4"4 + % : +44,44 ++ +: :++t+: + ++ +:+;4,44 .,4 '4 C 4 4 - + :+ i + :++ + + ++ + ++++i: ::::I ... ......... .......... ..... !:il: : ++:+:.::: U r t , : , :~ i ... i ...... . . r o il!+4 4', ''.4, - 4 ., ,4 ::+++ +++: + ++ +++++44-4+::+
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without this, there are a number of fundamental sources of obstacles to
project progress that would have hold the project back. In particular

-The project design was made in USA; it was Egyptianized A

* 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 con-

vinced it is worth having for the long run; little atten-

tion has been given (until recently) to whether or why it

is worth institutionalizing,,

- A multi-faceted project was given to a small team that

does not seem 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.

To these we would add the observation that overall top management
supervision does not seem to havo been often exercised by anyone. Although

the contractor's headquarters and project director, USAID/Washingtonp

USAID/Cairo and the 40A directly or through the Management Committee of

the project all had varying forms of individual or colloctivo authority

over the project In part or in toto, it was allowed to wandor far from

its chartered course without docisv, action being taken.



institutionalization of the project 'Was to be the criter ion of
*success of the project in Egypt. This has kept prj c t ta ant ion-

* very much focused on directly related matters. First among thse. has

* been recruitment and developme 1t of Egyptian staff. Current staff is
S :--small: six people. Only four of them are formally assigned to the

S* Training Department of HOA, to which ASMDP is attached (the others

being seconded from other departments). None of the present !taff has
any training/education in management as a general subject. Two hive had

some training abroad as trainers, but the others have had only what they

have received on this project. And their experience in both training . 7. '

and agricultural management is quite limited. Thus$ two of the current
staff members have experience as course directors (each having directed

one course); one or two more are to get such experience by SI July. The
same four have been trained and have functioned as coaches. They have
also done some participant selection and follow-up work, but very little

consultancy (though they will participate in some during the coming i1/

mont The two other present staff members are developing research
and ,aluation skills through guided practice on the Job. In addition,
six former participants in the Governorates havo or are now getting ox-
perionco as Assistant coachos; some of these should be coaching by July.

In short, there arc six now on the staff who"will be moderately experienced

by the end Of July, And six more coming up, the latter based in the field
and not officially assigned to the project, *on on a part-time basis.

The itaff seem to be enthusiastic believers in, and practitioneri
of what they Are teaching. But the ;ogran is still very such evolving,

ho::wXX:: bO!! O~a:O1'

AO., r
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Because of this, adaptation, design evaluation, and development are

vital functions of the program team. Given their very limited oppor-
tunity to develop knowledge and skills in training, consultancy and

management, it would be unrealistic (and unfair) to expect this staff

alone to cope with development o~f what is lacking as well as delivery

of what they are now working at mastering. For essentially the same

reason - their own positions on Zhe loarning curve - it is not real-S
* istic to count on this staff to effectively train additional colleagues

in the near future.

However, the project has picked up momentum since its extension in

October. When it ends in July, It will have made progress toar insti-

tutionalizing capability to apply at least part of the ASIP approach. .

True, staff capability will be limited, as will be training materials'4

and the ability to develop them. There will have been only moderate

progress In developing an Egyptian Reference Book, a vital part of the

ASIP approach for which there is locally perceived need. And, the data
* base for assessing project impact will be weak, although indications

are that It will be much better than a few months ago. But in March, the

basic course was being taught by the Egyptian staff in Arabic for the
first time, and the possibility of the first Intensive intervention in

a single goraphic area and at different management levels was under
serious consideration at the project. In this and other ways# increasing

consideration Is now being given identification and assessment of the

organizational and operational significance of the training.

The capacity developed by 31 July 1980 Is not likely to be one
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that can sustai' and build itself functioning alone as a specialized

operation within the training department. However, it should be a
ii7t'that can be a very useful, productive part of function- speci fic

training programs (e.g. for extension workers, inspectors, etc.) and/or

of a broader management development program,.

Approximately two hundred officials from the MOA and related agen-

cies have been through ASMDP training. Most of these people have been
middle level managers (broadly defined); a single group of senior

managers attended a course especially organized for them. The useful-

ness of this type of training is most meaningfully estimated by a

review of the impact it has had on the work of these managers back on

the job. Unfortunately, there has been no systematic assessment of the
... rosults of the ASMDP effort, and relatively little unsystematic apprecia-

tion of it. The type of results attained in individual cases is indicated

by the following anecdotal examples:

- Before the course "I tried to carry everything in my head;
now, I have organized telephone indexes and cards for insect

control, potato production, complaints, letters for other

sections - this way when I am absent from my woek my general
director and colleagues have access to the information - I
learned from the course it is advisable to write things down."

. Before the course we often failed to get information we needed
and/or got Information we did not need, and often two people

would collect the same information from the same place, thus
duplicating the work and wasting time now we make a plan and

:: ' . : : ,: :. C" ' A.,'' .
.
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clearly define our aim so that we collect only the needed

infoi'mation and divide up the work among ourselves so that _________

we do not duplicate what -ach other is doing, thus cutting

down considerably on wasted time and ensuring that we got

-. * what information we need.

- The director general who had the training recognized that

most (he estimated 80%) of his time was spent signing permits

(and on the related interruptions of people coming, waiting

and going in and out of the office); considering his aims

and his activities, he sought a way to have more time for

planning and policy making - a secretary was trained to

collect and classify permits requiring signatures, with the

result that the time they took was cut to 15 minutes per day,

freoing the Director for other managerial activities.

- A former participant obtains subordinates' participation by

discussing jobs and problems with them, listening to their

ideas and suggestions and allowing them to implement their

own solutions. Result - subordinates are motivated and

producing more work.

* After the course, the participant set aims with assistants and

then allowed assistants to help obtain information, determine

what has to be done and formulate a plan of action. Results

more work accomplished with positiv, attitudes.

*Tho participant used the systematic approach and successful

practicas from tIho Reference Book to duvolop a plan to Introduce



a new crop to farmers.* Result -enough farmers have planted

the new crop to make an impact. ______

-A veterinarian reports that before the training he distributed -

his limited (and inadequate) supply of poultry vaccine on a

. " :. -:.first come, first served basis; after the course, he reflected

on the aim of vaccine distribution and, on the basis of his

technical knowledge, conceived a scheme to setpriorities for.

vaccine distribution so as to maximize the impact in terms of

disease prevention.

When supervisors of former ASMDP training participants were asked

by the evaluation team (by questionnaire) what the results of the train-

ing were, elvon of thirteen questioned gave one or more examples.
Most examples wore very general (e.g. he makes decisions faster, makes

good decisions .H, .). However, some were more specific. Examples

included:

- improved the administration of the secretariat and the paper flow;

* - found ways to use broken equipment, and started budgeting the
fertilizers for the cotton;
*7

. reduced the inactive season so as to increase the plantLng

season for vegetables;

. the work for which he was responsible started succeeding, and he
did courses for his subordinates.----

The results of the training are significant for many of the partici-

pants, and In some cases for their colleagues and their superiors. For
other participants, and for those working with them, the training appears
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to have had little impact. Unfortun.atly, the coverage$ the nature

and the quantity of data available from past participants is not such

as to tell us even approximately what proporti1-on of them fall in each

of the above groups. We cannot prove it, but we suspect that a majority

of the participants may now be applying at least some of what they

. +learned in the ASMOP training and that this is contributing to improved
* performance of the organizations of which they are a part. We would ex-

pect that improved performance to be a result of increased local initia-

tive and teamwork such that, for example, officials are coping with

problems locally to attain objectives, where in the past the problems

were allowed to remain as obstacles until higher authority provided in-

structions as to how to solve them, or until they were solved by external

S . . action.

This is significant at the level of the individual official, and

even more so when he communicates his own changed attitude and approach

to his immediate colleagues. It is even significant for local operations.

4. However, it is not very meaningful in the overall scheme of the agricul-

tural sector.

To the present time, the project has missed its chance to demonstrate

Just how significant the results of the ASIP approach can be for the

agricultural sector in Egypt. It could have demonstrated this by much

greator geographic and organizational unit concentrationt, by bringing

into its activities officials at all loals of the selected operational

areas, and by establishing evaluation data and systems from the start.
* Much of this was to be done, according to early project plans (so. the



first six month work plan, and the "decisions" of the first meeting of

-t-he M, anagemoen-tCommitteo), -,-for.-reasons -,.hat-. emjatn ncleari-or-disputed ,-

it was not done. However, the research and evaluation effort is now

being I)ushod harder. In addition, there are indications that during*

the last four months of the project there may be a concentrated effort
in one geographic region, with careful attention to all levels of manage-
ment and to people who can make, or break, mutual support links both up

and down individual organizations and across organizations within the

sector in the chosen region. This would provide a far better test than

anything to date, of the kind and significance of results the ASIP

approach can produce in terms of organizational operations.

In. Agricultural Management: Approaches to Meeting its Needs

As noted earlier, ASIP has focused on under-utilisation by officials

of their own power to reason out solutions to problems they encounter
* in their work, and relative lack of teamwork, with consequent underuti-

lisation of the capabilities represented by available manpower. There

are no grounds (for which data are available) on which to prioritize the
work habits (or problems) selected for ASM1P attention. (N.D. these
were chosen by ASIP from broad-based observation, not from Eyt-specific

* analysis.) They are fundamental, in any case. All officials can benefit
from thon, oven without knowledge of specialized techniques of management.

Those who can make use of the latter techniques (which Is not everyone),

and do learn them, will find appropriate work habits no less usefu*l for
effective management. Other WSAID evaluators are currently Interviewing
Ggyptian middle managers from Industry who have recently had management
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training Ina U.S. university; they report feedback suggesting the

program,_in qistion would have been more- eff~ctivo- f-At-had Anc luded________

attention to work habits such as those addressed by ASNDP.

Th. evaluation team has not clearly Identified management problems

of gr0ater importance then those on which the project has focused.
* - There are other problems of considerable importance rnnd equally broad

Srrelevance, but which can be influenced relatively little by training

(e.g. the relationship between salary levels, cost of living and moti-

vation, or problems caused by an obligation to maintain more personnel

than needed). And there are problems which might be more important,

but only for particular, limited, groups of people (e.g. spare parts

inventory management In an equipment maintenance department). The

special value of the ASIP training is duo In largo part to the fact

that It develops skills and habits that are very much needed and are

basic to all management wo4.

This said, we would not call the ASIP project the "key' to better
porforance In the agricultural sector. There Is no "key"; what Is needed

is a combination. The optimal approach will Involve training, field
study and consultancy, as In the ASIP design, but will also require being
Sprepared to offer/dovolop/obtain responses that fit the considerable

range of needs that will be Identified as one looks more closely at
sector managemont, and as the solution of one problem uncovers another.

This broad approach to Improve organizational (and secteral) perform.
ance should ensure that basic manage men t skills are developed# This Is
most effectively done through process training which aas broadly at
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work habits applicable In many or most kinds of activities. This is the

base builder for a comprehensive program# but more is needed.

Ther. is also a need for training that is more focused but still

has broad applicability. This will tend to be more oriented to d veloping

managers' attitudes and skills than to comunicating knowledge to them,

and it will tend to be more behavioral than technical or quantitative.

Such training could usefully focus on such areas as leadership, delega-

tion, motivation, coordination and commnication.

This comprehensive approach should also anticipate meeting needs for

relatively specialized training and consultancy. In some instances it

will focus on learning to understand and use somewhat specialized tools,

e.g. particular planning and/or analytical techniques. In others, needs

will be more Job-specific, for example, dealing with practices and proced-

ures for purchasirn agents.

Determination of what specialized training can best be used, by whom

Sand with what impact on organizational performance remains to be made.

There are indicators: feedback from the AP project suggeLsts that plan.

ning techniques could usefully be taught, but has not yet produced the

systematic Information as to who could most usefully benefit from what

training in planning. ,o also understand that studies of management train-

ing needs In the sector have beon done by the British 0M and the ILO.

While the evaluation team has not had access to those studies# they (and

others) are referenced in th@ Individual report submitted to USAID by

tea momber, Or Osman A. Bk 1holei,

+ +t +/1+ , ? +#+)"+ ++++b + + + ++ +++ + +: +++ ++ + 
++

++ + + ~i i J+ + +( : - I++

1 + +i+++M++++ ++ ++ ..... - -+ ,
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As the focus of training should vary to moot differing needs, s

they fit if they load effectively to the desired results. Lectures and

readings are good wnys to ccmunicate information. Case studies are

good for developing analytical skills in varied situations. They are

also useful for developing docision-making skills, but less so than

simulations in which one must live with the results of his decision

(which is not normally so with case study analysis). Group work #.nd

intor-active tasks are effective for changing attitudes. Application

exercises help one learn to use special tools. The mix of these tech-

niquos (and the choice of trainers skilled In their use), the combination

of training with on-the-job assistance (consultancy), the mix of theory

and practice, and the choice of participants, all should depend on what

results are sought.

This opproach Is far more comprehensive than that of ASIP and of-

fers consldorable promise. but it Is Important to recognize the limits

*" of any managment development program. Ono should not expect too much,

* or too little. There are numnerous obstacles to improved planning,

Implementation and management In Ogypt's agricultural sector, and thus

to Improved performance. In many ways these obstacles ar. a result of

the structure of the economy, the government and individual organization.

Nevertheless, the knowledge, attitudes and "kills of the people who

staff the organizations of the agricultural sector also have a direct

influence on performance. Thus, while It is true that g cructure to somea
degree sos limits to potential performance, management Is A major
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determinant of performance within the structurally created limits. Some
ministries in Elgypt are said to function more effectively and efficiently

than others; if some parts of the system are more effective than others

and all work within the same overall rules, then improvements must be

possible within those parts working less well.

The evaluation team believes that agricultural sector performance

can bv improved by the sectors' managers, and that their ability and

will to do so can be incruased through a comprehensive management develop-

mont program. However, if such a program is to avoid creating more j

frustration than change it will have to be carefully planned and implemented.

For example, it will recognize that the knowledge, attitudes and skills

of modern management must be widely shared if they are to result in a

chango in organizational performance. The manager who returns from

training with now ideas and tools only to find himself surrounded by
colleagues who are unfamiliar with the new ideas will quickly skip into

old habitm. It is Important that enough managers be reached that they

form a critical mass within the ognz n a mutually supportive

group big enough to initiato and sustain change. It is also essential

that one take Into account the relative roles of different levels of

involved organizations. Unless superiors are already thoroughly familiar
with the managoment concepts to be taught to middle management, it is

. .(1) CRITICAL6 MASS, In nucloar physics, thO minimum amount of a given
fisslo material necOssary to achieve a self-sustaining fission chain
reaction under stated conditions. Its size depends on several fact.
ors, including thO kind of fisslo material used, its concentration
and purity, and the composition and geometry of the surrounding
system. Encyclopedia Britannica, 15th edition, Nicropodia, vol. III.-

a~+k :.il~ ;+ ' F h~ + +' iaaO'
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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

sha,'e 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-

atical1ly and well, it can make a big difference in the people who can

improve performance within the system now, and who are most likely to

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

We believe 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 are ,,lso :\v'iced that " :'y'tematic, results-

oriented management development program can make a major, and necessary

contribution to that improvement.

This leing the case, we sincerely hope that tJSAII) and the Govern-

ment of Egypt will decide to undertake such a program. Should they do

so, program desi gn should be the result of joint efforts on the part

of ligypt ian And foreign specialists. Both have useful inputs to make.

The earlier collabhoration begins, the more likely they are to be work-
I

ilng from a common base, and common understanding.

Pturposet'

We recommend a program whose purpose is to use management develop-

ment to improve tile performance of public sector organi zations serving

the agricultural sector. Among the possib le indicator; of success

would he incre;se; in degree of atta inment of plan objectives, increases

Slich col lalor;at ion heganl with the preparat ion of the draft of the presen t
report iii Cairo. Ulnforisn:ituaely, revision of thit draf't in take into
accotit fetibdckl from IA :ii and MOA h.'; had to he done ili Colorado
withoiit beneefit of inim)1il; fromi my tollva~gWs,; Dr. Abhdl Hlamid and )r.
lH1-}ho lii. ( linge. live heiv v,'ry miinor, Or (I'rga ii t'in: lio I, with tihe
tXCVII I Oil rof tle h ) r(,,;'Tit chlapt er, whi 'li ha'. inld(,rnne vxt e iiV' modi fi-
Cati on I lIve Iio re;lio to lliiiink either or my ol leIagie' won Ifd take
Intn with tlie new tex't in aiy major way, hut Ol'nce the'y havei not had a
chAncvn t review it, they e h"ild "I no he ild rvsioi. ihiv for ally of tlhe
t'hiaii ' madr,. Ihieir illliit', anli I Ihoi'c of other'; likely to ihe Involved
-0hould he . ia. and when II land MA f dtv*ide to dve lop a new
proJ vct . (M. Inohrt n)
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-p in plant and animal production yields, decreases in losses from plant
_______ adaimal1 .dis-ease a,-scc os sfuladopt ion of.-now- pratc s- ,bymanagers--

and by farmers), introduction and effective acceptance of new crops

and/or animals. A program aim of the GOB could be to accomplish this

throughout the country in a specified period, perhaps ten years. Given

the limitations on USAID commitment options, the GOB/USAID project that

would be the first phase Of such a program should limit its alms to

* specified regions (e.g. governorates) and/or activities (e.g. input

distribution, a specific development project or projects, truck farming).

A parallel purpose of the project (and first phase of such a program)

should be the development and institutionalization of the capability
Ito continue the program in second and subsequent phases.

Strategy

Accepting changes in organizational performance as an aim implies

a strategy with characteristics that would be different from those of a

program seeking only to improve the knowledge or skills of individuals

working in the sector. The strategy Is rosults-oriented; what is

learned is loss important than the use made of it, and the impact of
that use. The need for a "critical mass" of managors with a common
management language, approach and tools to mutually reinforce each

other in bringing about changes was described In Chapter III; It means

that the strategy will require organizational and/or eographic

I Among the considerations to be taken Into account when target regions* or systems ore selected are projects currently In the pipeline that may* servo similar Aims. The team has conflicting reports on this subject andurges that current information be sought from M, IMOP# 1Wo ISRO and.the European Development Fund.



-29-

concentration and attention to development of "critical masses" over

~rolat ive ly,-short,- time.-periods. _.Sifiary, .harasgl tx-oriented_

strategy will recognize that results depend on vertical linkages within

an organization and horizontal linkages between organizations; this

requires attention to training at different levels, to the interrelation-

ships among agencies and to participant selection and mix in each

training course. A results-oriented program must be based on current
knowledge of neods--the difference between the way the system is

supposed to work and the way It does work, must provide training to
meet those needs, and must be prepared to assist managers in the appli-

cation of now skills where such help is needed to obtain desired results.
Program strategy would involve a three phase cycle:

Information gathering/analysis

Tr'ining

Consul tarey/Po Ilow-up

* And finally, the program strategy would envisage a comprehensive training

program, as described In Chapter II, offering very broad, basic training

(of the ASIP variety), more focused behavioral training (e.g. on comunica-

tions, leadership, motivation) and training in specific management
techniques or tools; It would be responsive, and flexible.

output$

Given purpose and strategy risentlally as outlined above$ th. project
should produce the following key outputs,

a) a functioning, results-oriented management development system
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in place;

-b)_a.crit i cal -,mass --of- managers- at-a 1-4i eve I s-otal 1 rel avant _______

agencies in the target population having received effective,

appropriate training and consultancy/follow-up;

c) an information gathering/analysis system focused on management

*: practices and problems in place and used for management devel-

opmont planning and evaluation;

d) a moans of communicating individual Accomplishments and suc-

cossful practices to sector managers established;

e) trainers/consultants trained;

f) local trainer/consultant roster developed with operational

system for up-dating same; and

r S) syllabus and materials developed for basic set of general and

specialized courses.

Oprions

In operational terms, staff development, the gathering and analysis
* "0 of information regarding the management system to be addressed and the

development and/or gathering of training materials would be principal

tasks of the first few months. This would Involve Egyptian and ox-

patriate staff developing plans, internal management procedures and

field study othodology, then working closely together In the field to

acquire a thorough understanding of the target system (theory and

practice), to Identify points at which training/consultancy intervan-

tions appear to offer particular promise, and to plan with local senior

management the training program ahead. They would also gather baseline



information against which to measure progress and from which to pro-

P P ~c a.-i firs--t-period

should also include some short-term training for Egyptian staff in

areas in which this seems desirable (e.g. training methodology, partic-

ular management subjects).

Assuming positive results from ASMDP efforts during the first half

of 1980, when Egyptian staff are conducting most activities and operating

in Arabic, and when a concentrated, localized effort is to be undertaken,

a series of ASMDP basic courses could constitute the start of the training

phase of the cycle, overlapping somewhat with the first phase to lay the

foundation for subsequent training of a more specialized character,

The second phase would also include more focused training for which

a need was identified and plans made in phase one. It is reasonable to

assume that this would include short workshops for senior management and
longer ones for middle management, and that they would treat such

topics as motivation, organization, communication, and leadership for

most managers, and the development of technical skills In planning and
other tools for managers found to be in positions in which those can be

especially useful.

I If ASI43P efforts in the first half of 1980 do produce encouraging results,
both the training and the staff should become a part of the now effort,though we would not expect It to tako a load role. With this in mind,
USAID and HOA should consider ways to provide Interim bAckstopping to
the ASMIDP and to ensure that its inforiation-gathoring activities and its
training continue until the now project is operational. This might be
done through a consultant or consultants on a personal services basis,
someone acceptable to both AIn and the HA and preferably having intimate

r knowledge of the project and experience with it.
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As phase three of the cycle, follow-up Visits to participants after
....... traning, -andconSure t...4ndicated ,-would -be-an ntegral part-----

of the program. (This would be equally true of the ASMDP training done

earlier in the cycle.) One nspect of this follow-tp would be Identifi-

cation of new problems encountered and now needs uncovered which suggest
training for other managers, or in other subject matter. Another would

be gathering of information on successful applications of lessons and

techniques learned in training. Information collected during follow-up

would be the bRsis on which to begin a new, and probably loss intensive

cycle in that target system. At the same time, a first cycle would be

initiated in a new part of the organization or system, a nov region or

* a now activity system.

On a continuing basis, once the cycles are underway, development of

now training materials and of now courses to meet arising needs would be 2

on-going. So, too, would dissemination of Information from the flold to

spread successful practices and to give recognition to those who do-

velop them. As the project matures, new initiatives may become possible,

* for example Introduction of management concepts at "entry-level" training

for now professionals.

In their many characteristics, the training programs should be do-

signed to produce results. Thus, training materials should fit aims,

as mentioned earlier. Sub-sins will be diverse, and similar variety In

methods Is to be expected. Where necessary, staff should develop skills

In the various training techniques found to be desirable In view of
* project ais.
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The possibility of some residential training should be envisaged.

___jarf wcl aa fi stintroduectiopnto managemen --concepts and-as

for senior managemont training (to g ot them away from persistent inter-

ruptions). For economic reasons it is not likely to be possible all

trainers into the environment in which the particiat must: function.

The conduct of training in Arabic .should be an aim: of the porm
although it may not be possibl Ine l subject areas d with all levels

of mnagement f mc the start.na l a pr i

Inputs and Organization

The project should be organizationally locatewithin the agricultural

e herve r it is mot likely to heomithc rdvoarctgs so a

latitude to succ en. The evaluation te p a tr nsy-hot fu nction

to h ouseful to tio n i ino the aprogram.

ability to organizo traini instir thoir own acviis a i o thatm,

training and monsultancy nee odirb likly ou b ars and that lprojevt

resourc s will be slattdp itr. houldtertac

Theiprojectooul edesklwl be oraiztonalyocantd oin the aicbutua



that Outsiders (Egyptian or expatriates) will be used On a sub-contract

or consul taht. -basia, when evor-st af f-ki I lsdo-not-eet.- needs.,. (Pottant ial-

local sources include NIMD and the universities.) Staff should be re-

cruited with either the skills mentioned above or good knowledge of

management principles and tools, or of agricultural management; the

project can expect to have to develop training skills or management

skills/knowledge, but should not have its staff start from zero in

both areas. The present AS4DP staff of four with training experience

(with their particular methodology) and two with research and evaluation

experience can provide part of an initial staff. The ASHDP trainers

should moot the training needs for their typo of training In the program

and its research and evaluation people should bocome part of the staff

* of th@ now project concerned with these functions. An additional four

to six professionals should probably be envisaged, including a project

manager (one of whose primary traits should be concern with operational

results).

The USAID level of effort for the recommended project would be--in

annual financial torms--roughly similar to that of the (overall) ASIP

project, plus the impact of Inflation. (The ASIP budget was $1.5 million

over three years.) Two resident specialists should be programmed for

the life of the project; they should bring a mix of behavioral and

technical specialization in management, of training, field research and

consultancy experience, and preferably of some experience related to

agriculture or rural sector management. Knowledge of Arabic would be

a major asset. Several porson;months of consultants should also be

4 , I I4~* -
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Tr aining materials are likely to be a relativly minor cost item;

•a modest library/documen tation center should. be established rann

materials that exist and :are relevant should :be acquired (therenot

should be available (probably In the consuiltant line)!to develop : i! :ii ) i ; ):i/ +

~~.....•

ensagmed ehachD yearhinclusd toerainn eruietewd aes e e y a

-replaced in all lkeolhood (somoeo acquires e andthshould ..

programed, since feld work is vital to th nr oet AS22P uses

little training quelsnt (it sem to bave aorethnel uo) and I 2a

budget to supplment what it has should be included. Partiipanti

troinin will be ispatnt. It should be bssle acto mot mst o r all

needs by sendings taff members to short,-torn tranin programs, most of ;+~i m +
1+ L )

them during the of,-sason gInc Egtn eme butgetsould thr io fus e-

professional stabl prson toa rticipate in suc tnien) o ev or lss

annually$ both to dvlop multiple ca blstie and t o  uldtm. mtiva i

I meIn that draft vhc thls a pteriti a sueosto d bta useon i a
tiOn boj iven dDvlom nt of , simulatn ofthe agricultu l sector e
tralcdn aloes. li eh or wsm werld be d l uned I n th is reshouldbwhich to ase it,-end workthe e evitl to the "po et raini itue
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It is likely that the same language problem encountered by ASIP/

------ASNDP-wl --bo--ncounterodin- a- nwprjct,-unding-io-orse--~----

English language training should be provided for the first year and a

half of training activity, but after that Egyptian staff should be

rs  taking over in Arabic, at least at the middle management level (since

* I it is assumed that they will have a grounding In either training or

managoment before being recuited). If a now project is to be housed

in the Barrago Training Cantor, as has boon suggested, the budget should

include some refurbishing funding.

Ministry of Agriculture inputs would include staff, administrative

support and budget. In the case of personnel, allocation of support
staff should take into account the fact that the productivity of prfos-
sional staff depends in part of the availability of adequate support

personnel. Budget should take Into account the Importance of field

activity, which will require ample funding for fuel, drivers and staff

par diem, should cover allowable staff incentive payments and overtime,

in. and should recognize that concentrated training is likely to strain

governorate per diem budgets and to require proJect funds for such costs.

4It is also important that arrangements be oade to ensuro adequate budget

commitments for entire budget years to permit realistic planning by

project mnagemont.

The project management committee Involving rpro soentatives of

concerned agencies Is a useful concept, and should be used in a new

project. However, It Is Important that the role and limitations of such

a committee, be understood by all concerned.
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USAID/Cairo is encouraged to provide for periodic (semi-annual,

At_ loast --the -first --two--or -three -year3)--technical-rovieWs-Of--the-proj oct--'-"'---=7

by someone from outside the circle of the contractor/local USAID project

officr/MOA-Managemont Committee. The purpose of this is to bring in

management expertise not involved in day-to-day activities and able to

concentrate on the project for a brief period each time (say, a week) to

assess progre3X against plans in technical terms with a long-term

perspective. If possible, the same person should be used throughout the

projeact (assuming satisfactory performance). This could be arranged

via a private agency, a personal services contract with the Mission or

the Bureau in AID/Washington, or an arrangement with a central services

bureau in AID/V (e.g. DS/RAD).

The aim of this final chapter has been to provide the basic, or

general, outline of the follow-on project which we believe should be

undertaken by HOA and USAID. We are convinced that with such a project

* it will be possible to make public sector organizations more effective

* .. in serving the agricultural sector by developing the management knowledge#

attitudes and skills of those who can improve performance withinj the

system, and who can eventually bring about needed changes of the system.
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ANNEX I

Evaluation Questions Related to

Project Inputs and Outputs

(n.b. Questions from Evaluation Team
Scope of Work)
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~extent. It is limited in t:ierms of numbers and of breadt:h[

and depth of experience (and training).7 7
any who can be added (from si~x candidates): and can oti

experiLence in staff roles in at leastl one ;:course :inth

the stf h2 reaivl little, exeine an anyno

personnel will have spsill les t

tob Scop ofa Wcrk su alatnd uesdtiosel ucinn

alone as a sp cializedoperaton wthin the trainng

depathi . However capacity has bli
be very useful, productive part of fupcion-specific

exrinein staffam res inr axtestone orse inp tes

otc) and/or of a broader oanaementh developmentlpryoram .
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t We are nor awareoy ani expinproblems none e

eorganizational locatin and h tl he s ructue of MOM te sm
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3. HAS THE CONTRACTOR MET THE CONTRACT' S REQUIREMENTS,~ SUCH 'AS,~iff

a) he-In-country Reference Book, It will not be

completed when the project terminates. "Success-

ful Practices' are being identified, recorded,

reportedo filtered, clarified and classified, but

slowl -__- and- noacrig--o t6-dig-f program.,--* The concept is'Lone that is not grasped
easily, and the identification and reporting

process calls for many people who have grasped it

* to function as a widespread net. A modest- -

collection of successful practices should have -

been assembled for dissemination by the end of ifi;

July, and a modest capability for expanding upon

it.

b) The Planned Protect Tracking Network Chart. It

was produced and periodiclly updated during much

of project life, but in not current. Project

staff now use their own version of such a planning/

(control system on the wall of part of their offices:

thore is no indication that others who might (should)

use the former(formal) tracking chart to exercise

management control have missed it.

++++ ,, :++ifif ,if ',



c) Trainingmaeral in English and Arabic.4 The

project uses very little in the way of printed.

training materia.ls other than the Reference4

Book. The few items they do use have been4

translated as have two chapters of the Reference

___ Bo -An .-Eng li sh/Arabic -news letter-i s-being.-

produced (irregularly so far) and distributed

to former participants. To the best of our

knowledge, there have been no training matealss

( developed from Zgyptian experience.

d) Agricultural Managers tcrained in the field.

Approximately OO officials have been through

project training. Moat of them are managers

in that they manage.material ,resources and

people (of 39 surveyed by the evaluation team,

35 reported supervising five or more people,

25 direct ten or more). Many of those trained

are not, strictly speaking, in the field;

C roughly 30% are in Cairo and another 5% in

adjacent, only slightly agricultural Giza

Governorate.

a) an Indigenous team thoroughly alified in

ASIP trginina, research and consult.ancy metbads

capable of continuing after Prolect completion.

Sao the response to question No.11 above.



f) an'organIzation capable of continuina ASIP trainino-

after-the Project's completign. The Project as such

has no formal organizational existence (as conveyed

by budget lines and staff posts)l it is attached

to the Training Department of the MOA, with staff

f~o~htdpa~tie~tand others.__It is funded on -----

an ad a basis. There is no reason to think this

will change in the near future. The Project staff

will represent a team with some technical capability

(see question .o.l., above, re its limitations):

whether the department can and will make effective

use of the team's capacities to continue A5ZP is

uncertain.

g) ,cuntry work-plan. These have been prepared

periodicallys six-month cnd three-month plans.

The earlier comments regarding the tracking chart

apply here.

h) Consultancv services. There has been very little

4. done, although more is envisaged during the final

four months of the Project.

As we have tried to indicate in the body ot our

report, we believe that these inputs relate very directly

to the MKnistry's management problems (other than those

inputs that are puroly for Project management). The

resultant outputs have bon described In the body of our

roport and in response to questions No. I and 2 above,

and No. 6,bolow.

i+Y$7-
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4.WERE USAID IN4PUT LEVELS APPROPRIATE?

The original budget did not provide funds for

~numroune.s tht aoseduring qh ieo h rjc

(e.g. English language training for participants# more

than one vehicle, miscellaneous supplies). These needs

were eventually met by the Cairo Mission of USAID. Had

( they boon anticipated in the original budget, furn~a

would have been available earlier in the project life

than they were and with less expenditure of project

team. MOA and USA!!) time and energy. At the same time,

other items provided by USAID/Cairo had, in fact been

foreseen in the originaL budget. Thus one is loft to

assume that the funds so allocated in the basic contract

($38,520 for Egypt and Nepal) were -inadequate even for

anticipated equipment and material needs (or that the

release of these funds from this uses by provision of

Mission funds# made it possible to cover inadequacies

elsewhere in the budget).

considering that the basic budget was for two dif-

ferent operations and the contractor had full freedom

*to use funds in either of the two countries involved,

there is little one can say about the appropriateness

of that budget from the vantage point of one of the

countries. We can, and do, note that additional funds

were needed in Egypt (and were provided by USA?!

localy) but we have -not f ound reason to conclude that



any lack of USAID. unds for expendtures normally

financed by USAD aor promised in the project agreement

has been a significant deterrent to attainment of pro-

ject objectives.. This said, it should be noted that the

evaluiators have not had the time, the information or

the mandate to analyze the budget or the utilization of

funds.

Contractor Team Size and Composition

Composition of the contractor team should be based

Con the aims and tasks' that are key to the project and

require continuing attention, leadership, and technical

guidance (where these are needed only intermittently#

consultants are likely to be preferred). In this case,

in our view, team orientations and capabilities did

not match the scope of "ASIP approach" demands. .

This project wasan experimental, pilot application,

making continuing evaluation particularly important.

Moreover, its research aspects (needs assessment, identi-

fication of successful practices and development of a

local reference book) are an integral part of it. This

boing the case, the team should have included someone

with an orientation too and at least basic skills in

evaluation and research to ensure that theso aspects

would not be slightod, as in practice they have been.

Such a person could have been a second team member with

almost exclusively this role, or part-trainer, part-

evaluator/researcher with timely inputs from a short-term

consultant. (or, it could have been a relatively

junior third pernon with good solid training, good Arabic



and good back-.stopping from a short-term consultant

on a periodic basis.)

A good working knowledge of Arabic should have

been a requirement for at least one of the team members.

__________ A case could be made for a three-person team, as ___

outlined above. However, given suitable team cooperation

and consultant support, a two-person team is an appropri-

ate size, provided they have a good administrative

assistant and good administrative support from the local

organization with which they work. In the absence of

either, the team must spend too much of its time on

administrative matters at the expense of project sub-

stance; to some extent, this appears to have been the

case with this project..

Materials and Suo0lies

We have found no reason to consider inappropriate

the level of USAID inputs in terms of materials and

supplies. As discussed under the budget heading above, .. 4

supplemental funds were apparently needed and were

provided by the local USAID Mission; their nonavailabil-

ity in the original budget resulted in delays and

expenditure of time and effort, but they were provided.



AID Bachotoping

The team ha. not delved into micro-administrative

aspects of the AID/W - AID/Cairo -project relationship.

Nonet e ess, we gather that there have been cases-in which7

AID/Washington has been felt by thosej in Cairo (AID Project

or MOA). to have let them down in one way or another: e~g.

contractor personnel have not been cleared prior to

assignment, the contract extension document effective in

October, 1979, did not reach Cr'ro until February, 1980,

creating some hesitancy on the part of people there to

make f.irm decisions. Thrre is little question in our

minds but the fact of this being a "Washington" contract

has created some confusion, communications problems (in

terms of understanding) and resultant expenditure of time

and effort. We have also been told that personnel changes

(3 project managers in AID/W, plus changes in AID/Cairo)

have made it hard to convert oral agreements to durable

bases for action.

As we commented early in the report, it is our view

that inadequate management su~pervision (oversight) was
exercised by AID (: mrmg others) in the case of this project.

It was allowed to meandar much fartha. from the original

model then should have been the case; we do not try to

assess who had how much responsibility for bringing about

course corrections, but we would think that AID had some#
and does seem to have exercised it more actively in 1979

than previously.

oItg



5 HAS GOE/MOA MET ITS INPUT REQUIREMENTS?

The question is addressed in general terms in

the following three paragraphs# then on an itemized basis

in relationship to commitments in the USAID/MQA Letter of

Agreement.

The Project has not been institutionalized in terms

of the MOA budget. It continues to subsist on funds

culled from anticipated under-spending of other parts of

MQA, and from extra-budgetary sources controlled by MOA.

This leaves Project management with a high degree of

uncertainty as to the limit on the funds it will have

available even a few weeks or months in the future. It

puts the Project under a serious handicap, both in terms

of planning and operatihg and in terms of its effect on

staff morale.

Staffing the project has been a major preoccupation

of the GAt team, with its eye on the need to institutionalize

and the fact that this is inconceivable without staff. Limit.!

on Project credibility (Egyptian perception of the likelihood-

of its being a safe, promising (lasting) place to which to

transfer) has been probably a major cause of difficulty

encountered in staff recruitment. Project staff appear to

feel that lack of adequate incentive payments is another cause

of the problem, but acknowledge that MOA rule. Boem to Pose

some difficulties in this regard. The Ministry has provided
' +U + , 0+ + + + + + + ' + + :++ +4

ia I +J ' + +++ + ++J ++++- + '++ ++ L + + '+ ++ +++:++++++'++++++ j+++++++ + +F ++ + ++ +

a aa aa++ + +.++i 
+  

+,. "! +:+ +t+ -aata -aa++ +!i+
++ +? +

- ++ aia -, a - aa++ ' +++ ++1++ +'+ +' + 1+:++ + a t,>a+ ?+++: + +1++ :I m k,*a;:+--r +'4 + + 1 +



staff when the Project has identified appropriate people#
they have been willing to come, and their superiors have

agreed to the move, The question is* how can more of the~
appropriate people be stimulated to join the staff, which is
still too small for the work expected of it? And, cnwy___
be found to attract, motivate and involve in the Project
part-.time governorate staff?

Suitable trainees have been provided, in the sense
that the Project has had a major say (control, we are told)
in selecting them. If they have not been suitable, Project
staff are to blame, not the MOA, if our understanding of
the process is correct. On the other hand, there have been
problems in having trainqes in suitable numbers and from

some locations, reportedly because of inadequacy of per
diem funds: this is dealt with in the detailed items below.

Following is a brief review of MOA commitments in
tho Letter of Agreement with USAID of 9 September 1977.
1. An Eavotlan Proeect Co-Director. ProvIded, 3 dif erent ones).
2. n JkaoL. This was provided as outlined in the

agreement, after s6mo delay in one or two cases, we are
told. However, more is now needed.

3. Office sacae. furnitur, and sunlis. This has boon

provided, but the space allocation has always been very
tight from the Project's viewpoint (but a problem for

many in Cairo), somo action has been very late (telephone

installation in particular, though this is not unusual in.
Cairo), and some has not met needs (ASMDP is criticiedq



for not making its library accessible, but has only

one bookcase).

4. Trginina facilities in Cairo and Barrage to train staff.

These have been provided

~STaiiafacilities for courses for .middle Managemenk,.----

These have been made available. Difficulty is being

encountered locating what ASIP staff consider adequate

facilities in the Governorates* but this is a matter of

their existence, not of 140A making them available.

6. Lodging, food a nd/or per diem for Egyptian trainer

and npartiginants. Lodging and food have never been

mentioned as a problem. Per diem, however, is frequently

cited as a cause of difficulties of one kind and another.

We understand that no 1 procedure in for a participant~s

per diem to come from the budget of his Governorate# and.

that in many cases funds have not been made available

(whether because there were none, or for other reasons

we do not know), or a high degree of uncertainty as to

( whether they will be available has resulted in people not,',

attending courses. We are pleased to learn that the

Management Committee has found ways to provide the per

diem on most occasionsi unfortunately, this is done on

an ad hoc basis from one activity to the next, resulting

in a high degree of uncertainty which makes planning

very difficult.



p 7. Scare Parts, fuel and maintenance for the Prolect vehicle.A

This has been provided. e.

8. &9. AcceRs to relevant records Provided on request.

109 Customs clearance and related help for tro ict Material.

-___ Provided as needed.

6. TO WHAT EXTENT HAS THE PROJECT MET THE OUTPUT PREDICTED A
IN USAID'S LETTER OF 9 SEPTEMBER, 1977s TO THE MINISTER,
OF AGRICULTURE?

a) A croup of trained trainers and managers, Such a

group(or groups) have been trained, but to a very

limited depth. See the responses to Questions No. 1

3. above. o .

b) The capability to continue to train trainers. mnansoers

and other cersonnel on an expanded basis. in our view .4

the Egyptian staff phould be able to continue to offer

the present course to agricultural officials, but will

lack the training, experience and depth to train other 1

trainers or to expand the program.

c) Tested. practical trainina procedures which have beeln

adluated 'to Egvpt's needs. The training procedures have

been tried numerous times with only very minor*
adjustment for Egypt. They have proiced useful
]resultu with at least Some partioiapntso but
the procedures have not been adjusted or tested

%to try to Improve on these results. As noted earlier

the AIIP methodology



has not really baumi.fully ipentdin Eyt,'n'i

thus not fully tested. This cutput has been satisfied

to some extent, but less than should have been t he case.

d) A country oriented Reference Book which identifies

iagricultural management oractices relevgnt to Eayn~ts

flflA .- ery-4ittle- progres s-has-been -mad-in--this--.--

direction. Something will be produced before the

Project terminates, but it dill be much less than

an Egyptian Reference Book. (See also question 3.)

( e) Capability to conduct consultancv with partirsivants

who have returned to worb to ensure that the lessons

enrd g*i-3 learned-are able__to be applied on the Job,.

The Egyptian staff has had some training in consultancy

given them by the GAI team of ASIP, and they have had

some experience in the-~past year or so. During the

remaining four months of the contract, they are to have

more such experience with the ASIP team. If they do,

they sbould be abl to do some useful consultancy work

with participants back on the job* but there will be

very real limitations on this capability in the absence

of an experienced team member to whom to turn in time

of need for backup or assistance.

f) An Eavntian/contractor team of selected trainer. to

identify the malor aaricultural management training

needs in Eavit. This has not been done.



g) Train ing tasks prepared that use a 1 earn in qby fb, n_"

approach. Local versions of the first week simple tasks

have been prepared to mike u:,;e of (for example) a;pe cts

of the Bar rae(] Training Cen t,.r. The local. farmer survey

task has zils,o bt en "dtv,,loptd". How e r, little more

has been done , iuc(h hl; :han bickqro)und in format i on

on the pro inram would ,, ofnt, t-o ex)eCt. 'lhis may

change som, in the remainn four monlths, as a result

of act ivities we under!;taind Cire currently under

considerat ]ion.

€)



ANNEX II

Results of Questionnaire

Completed by 39 Participants

for

The Evaluation Team



Questionnaire Distributed to

the Trainees

1st Quest ion

Major functions of your current job.

Governoratus Central Ag. Sub Total

Admi n.1 t rt I ve,2 3 5
Te chnical 27 7 34

TOTAl, 2 90 39

2nd Que.;tiun

Knowdt-dge ruquired for carrying out your job.

G uver1or it L t Ct-ntril Ag. Sub Total Total

KrfIUw1,.(hJ,'. of HlIluqti.
lllit , I II I ci kll .; 4 6 5 3 4 3 9

r4loll'qt -'11i -fit. 1 ] I2 4 6 21 18 t 39

Oi1hi 24 5 10 - 34 5 39

All fluotit ugfili w!'l,. oBp i-lid . C (ud lj fur lthAl t h,, 11ui 1tnr, 15 .*l l .tli j e't1 V, e l 1', I I icat titai by tociltv.i-i 1 ti, il ,a il1i riiwit.h thi, b, |I. ut W(l k IItJ t( I1 i wcIAlrs in ll ()e If t 1w
evif l III,; I I ,

i" ;



Saills requiod for your job.

Governorates Central Ag. Sub Total Total

Res Non-Res Res Non-Res Res Non-Res

Ability to identify
_rblems-,, __25 _ - --- --- -1-- -- --

Ability to solve
problems 1 26 - 10 1 38 39

Working in a group 13 16 3 7 16 23 39
Decision making 19 20 2 8 11 28 39
Other 29 - 10 39 - 39

Main attitudes for carrying out the job.

Governorates Central Ag. All Sample Total

Ras Non-Res Res NIon-Res Res Non-.Res

Desire for problum 6 2 13solving2

Ability to hold
responsibility 1 28 - 10 1 38 39

Feeling and ovalua-
tion of other
ideas 7 22 1 9 8 31 39

Other 21 8 8 2 29 10 39

10~



N~umber of umployeos supurvised by you.

_____________ ovornoratos Central Ag. All 8owplo

None 2 3
Lose than 5 

1

.-- 10 - oo-. ., .. .. ..6.. oo

Moraothan 10 20 5 25

TOTAL 29 10 39

Ouoitfications of the trainees.

Governorates Contral Ag. Total

O.Sc. Ag. 23 5 28
U.Sc. Bus. Ad. - I L
D.Sc. Vat. Bc. 1 1 2
lighor than 5 2 7
B3.5c. (Ag.)

other I I 1

TOTAL ~ 29 10 39

*All Ag. Orad.

~. 54



Other. training courses you have attended.

Gov. Central Ag. Total

None hr3 3

T-Oeoch
Two Tech 11 2

Mon than three Tech 4 1 4

one Administrative or
Managerial 3 1 4

(Two Ad or Mang 1 1 1
More than three Ad or Mang 2 2 4

One Tech & one Ador Hang 5 - 5

Ono Tech & two Ad or Mang 2 1 3

Ono Tech & more than three

Ad or Mang _1 _____ .... _"

Two Tech & one Ad or Mang 2 2 I

Two Tech 4two Ador ang 4 -4

Two Tech & more than three
Ad or Mang __ _ _ _ _ _ _ _ _ _ _ _ _ _

More than throe Tech & one 4
Ad or Mang

More than three Tech & two 2 2
Ad or Mang22

More than thruo Tach & more 1
than throo Ad or Hang 1 1

TOTAL 29 1 C 39
I I I i

51?(++

J + ' ; + + ] ~~~~~~. .....................- '..,--, # +-:;++ram++' ,
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What are the skills that you feel you arc lacking tiLt reflect
directly on your job?

Governorates Central Ay. Tota1

None or no reply 12 5 17

Administratitve 7 1 8
Technical 10 4 1.1

T11TA1- 29 10 39

9th QuOS tion

Whatt arc the major functions of management?

uvernor at c.; Central Ay. -)uL) Total IotdI

1~~I~u N U t- I Z HC; 2' Nun1 -RP'. RO.; Nun-. i

11liann1 n 11 18 6 '4 17 22 39
Or J , 111I d t I il 20 9 7 3 .' 7 12 39

Mori it u, inq & Fol low Up 11 18 4 6 15 - 1 39

~.e t.e :.h1 5 2,1 4 6 0 30 39
ItrI:;/tfAlI mdklri(J 4 1 A i' 30

OT h% 13 11) -00 39

'1(J'l 1, f) d) I I2 I8 H(4H '234



What are the skills you acquired in this traininy course?

Governorates Cutral Ay. Total

7,.Communicate more effectively 4 3 7

-Delegate more-ef fectively- - --- -- -

Use time more effectively 5 2 7

Improve decision making I - 1.

Improve problem solving 6 2 8.-i

Develop subordinates' abilities 3 3 6

Handle grievances ,,ore 2 3 5'
effectively

Treat co-workurs firmly - - -

Increawti solf motivation I .I

Motivate othurs more effectively 1 1

Improve solf confidence - - -

Become more goal directed 4 3 7

Plan and organize more 13 2 15
of fectively

Improve personal relationshipswith others 1 - 1

Arrango iduas 1 - 1
Use oxporioncus of others in 3 3

research

Continuous ruvialun of the plan o 2 2
work 2 .

Ability to hear ot~hor view points 5 5
Working in a group -- 5

Discussion and deducing results I I .

Observation and doducing rosulto 2 - 2

Standard performanc" I i
Take momentum action I - I

,c_ response 4 2 6

TOTAL 66 20 06

Notu: Categories above the line are thou@ used by ASHOP in soma
of its questionnaire#. Replies that did nc*L Lit on~e or
another of them ace reproduced below the lines



' .___ I .:, . .

What aro your idas about those who trainud you?

2overnorateiO Central Ag. uo Total Total

_ _ _ _ _ _ _ _ _ 
_

John 71 2- 20 5 - - 5 12 2 -25 39

Urucu 15 3 - 11 7 1 - 222 4 -13 39

Norman 73-19 2 1-794 6 39
-. * n.. . - - -, -. a...

Ahmnod Abdu l "' ''Ah uuL 8 1 - 20 3 - - 1 1 -27 39,oha n I a- -I

UIfasan El 71 1 1 201 s 1 6 10 1. 2 26 39
Ila a aaara" . ..

ILtithy !1! 2I i.i

"aa 
Moae 1O 2r 6 173 2 16 33 39!M. EliorayI

Sulah u1 Din I -2 6 3Mohamod I1 281t-"123 39- 6 2a a a - 3 39Hohuam " - -29 1 3. - 8 1t 12 -37 -39:
* (.r__ _ _"__ _ _ _ _

pou4  4m 4' ' - 429 -' 44 444 l- 44 -4

"44, ...4 444 4 j 4:" 44 4 4 > 4 44 4 ' 4 4 ~ 4 ~ ,~.4 ,44 4l



It t Quo:0L ion

Whut art, your Ldeas about the administrative pCr..;uniie1 who
aSs1z;tL'd in carrying out the course?

Governoratus Ct nt rl Aqj. TO tl I

Exce IIent 12 7 19

Very Good 8 2 10

Cvt..-i5 i 6

Aw'er 1 - 1

N ) n ! 3 3

TOTA 1 29 10 39

13th Qut':;t ion

What it; your yenural evaluation of the course?

GL)V0rnor dtnoz ; Ce.n1t ro, I Ai. 'lot I

Exc I ! 3 t1

V l y (ou. 1)

G 4 -4

'IC "lAL. .9 1019



Do you agree! Lhat the training cour~iu should be rFiljanizud
according tI() thle fol lowing plan?

a. T[he LIr;wek! fori t oroduct Qry orLLent at1oI1 an1d
jeflieral ideas~ re 1at ed t.o the. ITM- hod of.t Ldinli iiq

i * e ta.;k method and ±istuaLieapproach.

b. T1he second wt'e k tor Ime a~iuresi of imodU rn1 niagcint nt-
1 tS;P]nip ~ -';1I1Lnt [ic L et hod.' for iu lvi iiq,
problmm:. dtri :iion maiking, opt'rit ioze rese~irch,
malndi nitq hy o j ect i ys and ot.hcie of~ mtodex ii :;wientif ic
Inl 1 1g ire it toc~hili 1 (i s.

C. A t hi id wieek i r mte~ eu.;,. o1 cu11 1 iIui on~i,
COI~II)l(eX t i k- , to h(. ioIV'l Ve hy Ofcl t 11MUC.. ot llt 1e!I
O;CltIt I I I C 1Ill1I (JUilIM-t WIAILCI Wkel C di oeLI:;Cea III I ho
SoC(Jfld WteehK

14.u

( ~ I 1101 ~ItLi C ti I ilj A(J. 'Fut,l

Yes 25 833

No I

Nonet 314

'Po'A 1, 29 lo39

Ret's 0 . 1 01 a(J- M.1,il f ll to i) ()l Ga b y * vt -1,1 1 n r at .i; Ct-,t a I Ag . 'u

Lack o f kn ow I nq :e t i t e

t ~ *jI6t

I .1:1-.1.



1 t I t

D~o yulu think it 1is kienefic111I'1? YoU SiUpef~viom1 i to at-LenId
mi~m:J men t L rk i nj courses, a nd why?

A

Governorates Cenralzj Aq. Tul(, 1
y s27 931)

No11

TOTIAL1 29 103)

Red iOI1.. ove~rnuui atets Ctnit ral Aq. To ta ~I

To Ict.1111 t t-hn qlw:. ot 1823
1tI(I 1 IW & 11 It'li lilt

'1'() 1 tj)I L)V( [ i 3

1 OAI 39i



lu Q ues; Iion

What do you fuel about the Reference, Iluok.

Gcv(e!r- Cunt L dl A(;. -;ub T'Ot,1l 'TotLd
nor-i tc5

Y YtNu NO Y r N)

Is thure a need for it? 24 7 7 i 11 39

tkwIVt you u';.cd I1 t 11 , .1) 19 19

:;ikOulI J La b t ti~jri:, I d t ..)t) 2 ') 4 () '1 39

1h' 1t ' 'i t.. I Oii'1 ' I kIt 9

t () l >jy|, I tl1 'dld II I ()I,;*

Does the' En jli h ruprul nsrt. a problt.m tor thu trtilninJ courise?

Go t , i I, t ji i, '; Ctn trlit l A,j. T, It .1 1

No. ' " 1

No

o (I

TOTAL



l~''~{JI IlwLwee (.trd'L ill I I perIoId inteFjI2hId~~~ttJ)Lece t :i t wt) (o11Uk 1210' 1 Ljtj.

I) 1101 I I( I I L I t-, I I ,

TNo I'A t 9 A ) 7. 1

'PuTA, 1.9 10 3 9



l9th QUO ;t ion

Define t lhe concept of ASIP

I t ,r (Jov r Lor i tTl Cent roI Aq 'lot a

k t Di I I i it i1 i o 3 9

29F 1 39

I,



Uk th uu t -1 MIl

flow do you feel about the hand-out given to you dur-ing
the training course?

Governorates Central Ag. rotal

Sufficient 8 2 10

Insuf ficient 4 4 8

Intur-e,;t lng 1 1 2

Sufticit.-rt & inLteresting 12 1 13

IntLere.tin(I but insufficient 2 1 3

Not intresiting & 2
iri:;uI f ic ,'nt

No reslmn,:u 1

TOTAl 29 10 39

(J,1



ANNEX III

Results of Questionnaire

Coo plLted by 13 6upIvin:orN; of

ASID lParticip.ant:

SUr

The Eval.uatiun Tuam



YtU- 4&~L I UZ II I % I ) L It j bUtUU I j

'Wptervi sors oi-rint~

Di)d t hw tlii in itltj COUL.S liuvO all L12ff L oil Kno(.wj %j ~j' , ;kj11 1 'rcl it dclltz;h i p., with others;, aibili ty to) idulnt. 1.y ptL,)I~ un i ms a'dabilIi ty to u suv4 problums?

KtlaCJW I cdqjt11 
1 .3

I L) 11' 11 1 1 ).; W I t. [j 0 t I)4 I 1 t 1

Ab i Iity t ,; I uvt! probI42nl: 12 11

TOTA 1, 5 7 8

Gi. e 4'xtmiLpl I: of I u , uI prdct ic ictii u(lj ..i( Jul I owiligc

Noll. 4))

I' V 4'~11,

A l ) I 
*w O I Iij I m111 1 4 -

w 'IU 1 1 t~ J ' i t Va 42 i .; if ±(i it I it'l I ml.'; )dn. h t Ii 1 j

t~(21



Ar ( '2112.tI Ikill

IHdvO YU . the~ coursuL wit 11 th 1 tranu im I' Lf'.L?~II('.1-u L I*[IUd tu U i tj IS C)b?

I Lum ~ No.

yus 10

Nu 3

TOTAL 13

IHave you erauou rii~jud thle trzaijrjLc!: to u.,;e Lhu ski I I.; acq uirodft ro t 1w t i I iI n J C U nq c u s ? ExJ) Iii rild (I J cj I

I t e Nu.

No 4

e(,I 0Xi1w ~ I 2

Yk*. tw 2ie '.II)..

yt"' )I/o.I X'11.: 3



114.4 yV u fu) l ow~ LIjUp un t hu t ra1 ne~~c vtL~,~tt~
ro Iurn 1intl 1.j~ ruL rainliny cotruz -? c vl -L'

tJ t::I);

r u

it~h~v t Ilk. ('()I t iyuu 48 ur thL t . uIIC;od~ ljiUijo

Nu It I his CJL. I

t~~xv~~..1 I I 1.jJJZ). 1

No r.pi. io~

TOTAi1k



Iiasi the t rainlille cou1rse affectud the amount. of pL-obills
inut on tho job?

N umIber

No 4

1( )'A L, I A

Do YOU wi.Al to train other umqiloyeu in the ASlIP o.ppruach?

Nu

'lOTAI, I 1

Do you w i.0 tou t ttrd nuchi a couc,;e?

y
4
.,

II



Arc! tju. her e n w L dLU Li b1j,,d

N o9

TO('IA 1, 1


