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INTRODUCTION

From April to October 1977, the initial two ASIP Egypt staff acquired
the additional skills and information to begin the implementation of the ASIP
approach within the Ministry of Agriculture.

From October 1977 to July 1980, from successes identified and inform-
ation obtained from experience on how to improve in the future, a follow-on
project was agreed to by the Ministry of Agriculture and USAID Egypt. This
report is based on that assumption.

The present Agricultural Sector Management Development Project (ASMDP)
staff and consultants are to be congratulated on their acquisition of additional
skills and information required and their dedication to the aims and principles
of ASIP,

His Excellency, Engineer M, M. El Salhy, First Undersecretary and Chairman
of the Projects Advisory Committee, 1s to be highly commended for his continued
involvement with and support of the institutionalization of the ASIP approach.

The Projects Advisory Committee has been very productive i{n the in-
stitutfonalization process over the past 34 months with their individual and
collective support,

The role of the Project Supervisor allows for a person at a senior level
within the Ministry of Agriculture to assume project institutionalization re-
sponsibilities at the policy level.

The focus of the report i{s to be vseful for future ASMDP activities.,
Copies of and information on the major outputs of ASIP/ASMDP were given to
USALID Egypt and PAS at the end of the contract. The list of 1items 1is attached
as Annex A,

A, ASIP-ASMDP Aims

I. To improve the welfare of {ndividual members of farm families and those
families who are dependent on working in agriculture for a livelihood.

11, The "Hows" to reach this alm are:

a., Increase productivity of agr{culture and net income of
farmers,

b, Bridge the pap between planners and farmers.

¢, Improve the effectiveness of organfzationn in reaching
thedr afms through cooperatfon of {ndividualn and

organt zationn,
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d. Develop linkages/support of levels within organizations
and between organizations in the agricultural sector.

e. Improve the effectiveness of groups getting jobs done.

f. Improve the effectiveness of individuals getting jobs done.

B. Institutionalization Concept

To continually improve agricultural/rural development with tha re-
sources presently avallable within the Ministry of Agriculture and the
agricultural sector. Accomplish this :through improvement of skills and the
provision of useful knowledge to individuals. Through them, develop a system
that uses the Egyptian experience by identification and effective use of
successful practices and principles.

C. ASMDP Institutionalizational Premises

e Changes in individuals and organizations are slow.
e Leadership i{s essential for ASMDP as well as management.

e There is no benefit in developing more skills in people
than they can use,

® A project is judged by the way it operates and its
physical facilitles.

e Decision makers relate support given to benefits re-
ceived within thelr term of office (2-3 years).

e The Ministry of Agriculture has a limited budget.

e Staff with an organizational cxperience (Agricultural
Sector) are better able to fdentify needs and supply
them.

e To be the most effective, principles and practices
must pass through the Egyptian screen.

e The fastest and most effectfive learning is obtained
from part{cipants fu scquences of short learning
activitics followed by back-on=-the=job experience.

n It {u more effective towards fmproved agricultural
development to have people with usable skillas in
getting Jobn done than to have people with large
rescrvolrs of {nformat{on they can't use.



Public Administration Service 1497 Chain Bridge Road, McLean, Virginia 22191

D. Definitions (Webster)

e Leadership: The office or position of a leader; the quality of a
leader; capacity to lead.

e Lead: To guide on a way, especially by going in advance; to direct
on a course or in a direction.

e Management: The act or art of managing; the conducting or supervising
of something (as a business); judicious use of means to
accomplish an end; capacity for managing; executive skill;
the collective body of those who manage or direct an en-
terprise.

e Manage: To handle or direct with a degree of skill or address; to
succeed in accomplishing.

e Implement: To carry out; to give practical effect to and ensure
actual fulfillment by concrete measures; to provide
instruments or means of expression.

o Institutionalize: To make into or glve the character of an institution,

e Institution: An act of instituting; something that serves to instruct;
a significant practice, relationship, or organization in
a soclety or culture.

e Skill: The ability to use one's knowledge effcciively and readily in
execution or performance; dexterity or coordination, especially
in the execution of learned physical tasks; a learned power of
doing something competently; a developed aptitude or ability.

e Knowledge: The fact or condition of knowing something with familiarity
galned through experience or association; the acquaintance
with or understanding of a science, art, or technique; the
fact or condition of being awarce of something.

e Train: To coach in or accustom to some mode of behavior or performance;
to make proficient with speclialized {instruction and practice.

(American Heritage Dictionary)

o Teach: To cause to know a subject; to guide studies; to impart knowledge.
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II. INSTITUTIONALIZATION

Progress in institutionalization has been a composite of an exten-
sive number of individual and inter~related components. The situation
regarding pertinent program elements are grouped and listed below, along
with recommendations or proposals on how the respective situations can be
improved. These are in addition to the many successful activities contained
in review notes of specific project activities over the past 34 months.

A. General

Situation: o A Project Advisory Committee was established for
ASIP/ASMDP which was very beneficial.

Recommendation: e Continue with a Project Advisory Committee.

e As decentralization is a reality and the project is
working more at the governorate levels, include people
from governorates on the Advisory Committee.

Situation: ¢ The future role of ASMDP 1is not entirely clear,

Recommendation: e A written statement on the future of ASMDP should come
from the Minister of Agriculture which can be shared
with all of those involved with ASMDP,.

Situation: e Participant's undersecretaries, supervisors, peers, and
subordinates have certain difficulties understanding
ASMDP and their roles and responsibilities in making it
productive, and the benefits to be derived from an involve-
ment with ASMDP.

Recommendation: e Conduct courses for the senior managers in an organ-
ization first, then work down through lower levels
in the organization.

o Take segments of the organization and train a major
portion of the staff (establish a critical mass),

e Develop more ASMDP staff {n organizations so they can
conduct and support many of the project activities,

» Senior peopic on ASMDP ataff must budget time to explain
the project to organfzation decisfon makers,

e Short articles rshould be prepared on ASMDP and distrib-
uted.

o Lxamplen of ASMDP benefits should be {dentified and
sharced with decinfon makern,

H
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Situation: e Staff development workshops conducted as retreats have
been more productive than those held in Cairo. (Similar

Recommendation:

Situation:

Recommendation:

Situation:

S{tuation:

Recommendation:

Sftuation:

Kecommendat{on:

Sf{tuation:

to the ones conducted by AID staff in Agamy).

That a certain number of these be held each year
even 1f more expensive than those held in Cairo

or Barrage Training Centers.

Several useful learning modules have been developed.
Additional learning modules should he developed.

The modules developed for the USAID/Jamaica

project should be made available to the staff

for adaption and use. (It is faster to modify

than to construct from scratch.)

Credit Bank wanted a special course in feasibility
studies,

Identify specific needs of organizations
Enlarge staff and train to do this type of train-

ing or find other sources for filling need.

F. Support Activities

Successful practices are developed primarily from
participant workshops and individual consultancy.

Budget enough staff time to these activities so
that the Epyptian Reference Book can be enlarged
quickly,

The English Rescarch Library has not be~n used as
i source of successtul practices developed in Egypt.

Tratn staff members to fdentify successful practices
and principles and re-write them to meet ASMDP for-
mat standards,

Budget encuph staff time to do this (at least one
full tine),

Publications/reports fn Arabfce and Enplish in
Erypt have not bheen collected to extract succunsa-
ful practicen and principles,
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Recommendation:

Situation:

Recommendation:

Situation:

Recommendation:

Situation:

Recommendation:

Situation:

Recommendation:
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Train staff member to do (or consultant such as
Sabry Katamish).

Provide per diem and transportation.

Budget adequate time.

Participants have wanted Worldwide Reference Book
translated into Arabic so it can be used by more
managers.,

Finish translating and bind English and Arabic
together in sections as proposed in major project
outputs,

Have staff member review Arabic translation in
order to clarify, by writing in a language more
understandable to target population, and eliminate
anything not applicable to Egyptian conditions.

Egyptian Reference Book has not progressed as planned.

Enlarge staff and train some to focus on the
development.,

Budget staff time to work on this as a priority.
Supply adequate support to those working on it.
Many course participants have not attended a

workshop or had individual consultancy at their

job sites,

Enlarge and train staff or reduce the number of
courses,

Furnish adequate per diem and cars with drivers
(support).

Participants complain they do not have enough
contact with and support from ASMDP after the
ini<ial course.

Publish newsletter monthly containing succennful
practices/principles unt{l firut cdition of the
Egyptian Reference Book and be published.
Enlarpe and tradn Cafro and povernorate ntaff,

[mprove sysitem of weltf-organtsing  workshops,

Reduce number of couruen,
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Situation: e Communication between cooperating organizations,
participants, governorate staff, and ASMDP is
very difficult.

Recommendation: e One person with ASMDP should be given the respon-
sibility of making adequate personal contact with
necessary entities until other methods of commun-
ication can be arranged that are satisfactory.

Situation: e Participants have appreciated short articles in
the various areas of management printed in both
Arabic and English,

Recommendation: e Continue to identifv suitable articles, translate
1f necessary, print and mail to participants with
the newsletter.

Situation: e Participant supervisors and undersecretaries nften
don't understand ASMDP and the benefits to their
organization of having their staff participate in
ASMDP activities.

Recommendation: e Continue to i{dentify positive benefits to the
individuals and to their organization from in-
volvement with ASMDP and relate these to parti-
cipant supervisors and undersecretaries.,

Situation: e The last workshop at Desouk Markaz was able to
continue to develop skills and use formerly de-
veloped skills in better accomplishing on-going
agricultural activities in the Markaz. This was
possible because there were enough participants
in the Markaz to conduct a workshop, and the
Markaz fnspector had been a participant in a
course,

Recommendation: e Continuc to use Desouk Markaz as a pllot project
80 the successes can pe duplicated in other seg-
ments of organizations {n the agricultural sector.
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G. Successful Practices

Situation: e Successful practices (SPs) identified in project
activity reviews are often not used afterwards.

Recommendation: e List important ones in specific areas.
e Maintain a file for review.

Situation: e Egyptiar Reference Book is not as far along as
anticipated because of a limited number of SPs,

Recommendation: e Allocate trained staff and support to this activity.

Situation: e There have been many SPs identified in the courses
on how people get iobs done quickly when working
with other people.

Recommendation: e These SPs should be listed for use by coaches
and course directors.

Situation: e Participants have given and have expresied an
interest in obtaining SPs in the arecas of crop
and animal production, etc. (technical areas).

Recommendation: e These technical SPs should be reviewed to see
if they are beneficial enough to disseminate
through the newsletter or otherwise.



Public Administration Service 1497 Chain Bridge Road, McLean, Virginia 22101
17

H. Egyptian Reference Book

Situation: e Systems and the development of individual skills
to identify and write successful practires through
workshops and individual consultancy came late in
the project.

Recommendation: e Enlarge present base:

e Allocate adequate time and staff to ERB develop-
ment.

o Train staff in necessary skills.

Situation: e An adequate number of successful practices have
not been ldentified, clarified, and approved to
start the compilation of an Egyptian Reference
Book.

Recommendation: e Staff should be identified and trained to obtain
successfiul practices.

e Adequate time and support should be allocated to
the person responsible for compiling the ERB,

e All approved successful practices be given to
this person for use in the ERB,

Situation: e No feedback has been recelved from participants
as to the clarfty and usefulness of the initially
approved successful practices,

Recommendation: e Send cut request for suggestions for improvement
with next newsletter.,
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I. Baseline Information

Situation: o A lot of information collected from courges,
workshops, interviews, and individual consultancy
has not been organized so it can be used properly.

Recommendation: e Review all information in ASMDP files.

e Determine what is useful to project activities
and reorgenize.

e Eliminate all that 1s not useful.

e Improve system for collecting, filing, analyzing,
and using information.

Situation: ® A start was made on collecting baseline data on
Desouk Markaz.

Recommendation: e This should he completed.

e On completion, a review should be made in order
to refine and improve.

Situation: e Other sources of baseline information have not
been used.

Recommendation: e Review Information needs with management division
at AUC, with NMDI, etc.

Situation: o Staff did not recelve much training in this area
or have much experience in gathering baseline
information.

Recommendation: e ASMDP staff nceds to continue developing skills
in this area.

J. Needs Asscesament

Situation: e Participants {n {nftial courses were from several
governorates, as one of the major criteria for
aclection was Enplich lanpunge capability, Courses
responded to needs of participants, but were at a
fairly pencral level, At the end of 34 monthu, in
the necond halt of the courne, upectific needn were
responded to (courne conducted at Kafr K1 Sheich;
workuhop conducted at Desouk),
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Recommendation:

Situation:

Recommendation:

Situation:

Recommendation:

19

In Arabic, continue to arrange learning and sup-
port activities so they focus on specific as well
as general needs. Pertinent information shold

be widely disseminated within organizations. Needs
assessment showed agreement with 90 percent of the
skills and information initially requested by ccurse
participants. The initial portion of the course
should remain the same. Modifications in struc-
turing the second half of the course should provide
learning activities on using skills that more
closely resemble activities back at work.,

The needs assessment instrument for use before and
after the course has proven to be successful.

Continue to review and improve.

Use the same instrument or modify for use after
workshops and individual consultancy.

These instruments should be used to make sure
participants arc using their improved skills and
information effectively at their jobs,

A course for junior level managers has not been
conducted.

The needs asscessment fnstrument should be given

to 30-40 junior level managers in order to see
what their needs are, and the benefits of conduct-
ing junior level courses and support activities.
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e Workshops-~-(Staff Development)

-~ Scheduling: Staff and prospective staff avail-
ability has not allowed for needed sequential
training (first learning a management module,
then learning to give this management module,
then giving 1it, and finally, training others
to do the same.

The project had no learning visits for Egyptians
to the United States in {ts original budget and
was criticized for this by Egyptians when ASIP
was compared to other AID projects and their
scheduled learning visits to the U,S.

e On the Job Training

- Takes a lot of ASIP staff time to develop and
maintain transfer of skills and supervision.

ASIP Approach

The basic principles of the ASIP approach, based on the
five years of research of GAl combined with the twenty
vears experience ¢! Coverdale, has proven successful in

its trials {n Egvpt to date,

Lack of understanding by decisfon makers of the inductive
behavioral manayerent trafning, buflt on successful prac-
tices, as well as the process of fdent{fying and using
succensstul practices {n agrfcultural and rural develop-
ment, has createl problens {n project focus and sequence.

Approeach deals {n practical skilly and knowledge that
{9 usable fn petting Jobrn done and problems nolved by

sartticipantys {o thedr organfsations,
} |

Miscellancous

There has been little Mabage/coordination between/among
manapenent acti{vitdes dn bpept, {n or out of AID/L,

Personal relat{cns among weveral persons {n MOA were
negated becaune of di fering pon{tions on Epyptian=
fefng the ASIE approach relating to hante principles
of inductive tratning, succennful practicen, and
participative learning,
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Annex C

CRITICAL SUGGESTIONS PERTINENT TO FOLLOW-ON PROJECT

From the experience of the ASIP/ASMDP to date, the following
proposals are made for the follow-on project:

ASMDP Staff

e That the English capabilities be developed in the staff
so they can pass the AUC test with a score of 70 or above
before becoming actively involved with the ASMDP.

e That procedures, roles, and benefits be established for
ASMDP staff, both in Cairo and {n organizations out of
Cairo. That these are agreed to by the prospective staff
member, his {mmediate supervisor and his underscecretary
before any {nvolvement in staff development activities by
the project.

e That fncentives comparable to extra work done by ASMDP
staff be received by the staff, or that the work done per
day by staftf be reduced to the norms of MOA and the staff
fncreasced so that the expected project outputs can be
maintained,

e That {n the future the number of courses conducted are
Hnfted to the extent that adequate follow-up activities
arc accorplished and staff development workshops conducted.,

e That on-poing and future projects and staff needs be
continually fdentitfed to allow for staff development
workshop. that would matntain an adequate 1ink between
ataff «k{lle, knowledpe, and ability and the parti{cipant~-
organisation neede,

[ ] Theue \.'u!‘,'.hupn to be conducted l»}.' ASTP/ASMDP sntaff or
outrnide connultanta, but done {n oo timely fashion,

@ That a ntat! wire of 50 percent over a nortal ataff be
palntained to allow tor stalf development activition;
that an additdonal %0 perient overage be raintained to
allow tor atrrftton,

Facilit 1’(: B=- :{‘ifwf,.‘-'_i‘}“t'-'.

® That a managetent development center bhe eatahlinhed at
the Barrage Tratndng Center {0 order to!
= Latablial and matntain a Jearning atmosphere
pupportive of ASMDE and uneful an a model for
other trafining contern, ‘ED ‘

=1
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Strategy

c-2

- Have a training facility within the Ministry of
Agriculture that is equipped to train senior
level managers at a reasonable cost.

- Have a learning atmosphere where staff development
workshops are the most effective and productive.

- Create and maintain a proper image of ASMDP,

- Adequately develop staff who then can conduct
effective courses and workshops under conditions
from available facilities and resources in
governorates and markazes.

Have transportation available when needed; a type of trans-
portation that presents a proper {mage (not taxis).

Have MOE and ALD inputs agreed to by those at the policy

level which includes the responsibility to provide them.

At the {mplementation level, 1t is difficult to work with
a carrot in one hand and a stick {n the other,

Facilities and services necessary to accomplish start-up
activities or one-time inputs should be furnished by AID/
contractor,

It 1s difficult to have equipment moved to governorates
and Barrage,

Senfor courses are essential for the most effective impact
of the ASIP approach. The basic principles of projects
need to be understood by both sides, with the problems

of thelr fuplementation (fnvolving chanpes from the norm
on the Lpyptian «fde) supported durtng the change.

Lack of concentratfon of participants {n (ne orpanization
or portions of une==-same as above,

To obrain expected resulta fram follow-up pearticipant
workoehops, the proup should constst of thouse who can solve
organlsational problemas with team actfon; this {s more canily
accorpliahed when cources are piven in Arabice,

With conraes bedny piven fn Arabie, persons can be nelected
from within an orpantzation or vection to end up with train-
ed manayer-, they can then nupport cach other vertically

and horteontally,

Partfctiants tratned to date should be organize! and aup=
ported with follovsup activition before additional couraen
are conducted,  (Partlcipant vorkshops are the main source
of pucconntiyl pravtiven,) ’L/
]
/
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e When the quality and number of support staff are not
available technical staff has to do this work. The project
should be supported with an adequate number of secretaries,
bookkeepers, administrative assistants, drivers, equipment
operators (duplicating, offset, and mimeograph), and office
helpers.

e Much improvement in agricultural production can be accom-
plished by furnishing participants (and their fellow workers
in their organizations) with technical knowledge. The
project has started small libraries in three governorates.

Learning Activities

e MM Courses

- Courses conducted at Mariyout or Barrage with
participants from several governorates have used
tasks that would generally fit all participants
attending the course. 90-95 hours has been ade-
quate.  As courses can be given in governorates
or markazes, courses can be extended as needed
by increasced course specificity, Courses 1n
governorates and markazes can also be from 9-2
and non~-residential, eliminating the per diem
expense to the governorates. (Eight-hour courses
have becen necessary in the past to reduce consult-
ant cxpense and per diem.)

- Length of initial course should be restricted to
what participants are able teo learn and translate
back at their jobs., (Too much at one time is lost.)
Initial learaing can be bullt on later through
workshops, (ndividual consultancy, advanced courses,
and the newsletter,

= If there t5 to be another evele of ASMDP staff
development throuph the medtum of English, a source
of English speaking particlipants should be found
without the shotpun effect (mavbe Egvptian staff on
other AID projects). English capabilities of poten-
tial ASMDP wtaffl could be broupht up to at least a
score ol 70 a4t AUC before being accepted by ASMDP,

e Senior Level Cournes

= Seprments of organfeations need to be {dentified
where cenfor statt can recelve the tratning firent,
followed by enouph MIM coursen to saturate that
level, then  an adequate number of junfor level
courses to reach the farmern,

AR\
»
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- Senior course inputs need to have the same basic
inputs, but focused on aims and standards in the
first week and at their level of work in the second
week., Facilities and services need to be appro-
priate to the level (not Barrage).

e Junior Level Courses

~ A Jjunior level course should be conducted prompt=-
ly to determine if any changes are needed in senior
and middle level courses and any influence on over-
all implementation strategy (total number who should
receive training and support).

e Participant Workshops

- These workshops need to be continually adapted to
meet on-golng neecs of participants from the agri-
cultural sector,

- Workshops need to maintain a focus on:
Developing additional skills
Providing useful {nformation
Overcoming common problems through team effort

- Workshops, to be ¢ffective, must be conducted on a
schedule that meets the needs of each group,

= More work needs to be done to develop a self-organ-
fzing system of workshops.

- Workshop participants should be selected so that
mutual/conmmon problems can be wolved,

= Workshops arce the most appropriate vehicles for
producing beneff{ts resulting from fnd{vidual par-
ticipation in ASMDP

e Seminars

- A the staff has come to ASMDP with little or no
background {n management (courses, books, and
magazines avallable to uwtaff), seminars are an
fmportant {nput to ataff development--to broaden
thelr  knowledpe base o management and increane
tholr credibility and conff{dence., The number that
attend cach neminar can be inereancd,

,5«.{—
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Consultancy

e The system of consultancy should be further refined to better
achieve aims and expanded primarily with the use of govern-
orate staff,

e Consultancy skills should be tied to organizational develop-
ment skills so ASIP/ASMDP can better produce needed benefits
to organizations.

Newsletter

o The newsletter helps tie the trained managers together, .
maintains a contact with ASMDP, is a source of new inform=-
ation, and shares successful practices during interim
printings of the Egyptian Reference Book. ASMDP should
have a large enough staff to publish {t monthly.

Egyptian Reference Book

o A large enough ASMDP staff should be made available so that
the staff members can be trained in the necessary skills
and have time to use them to:

= Generate successful practices by:
Conducting participant workshops
Dofng individual consultancy
Reviewing publications in the ASMDP library

- Review, clarify, and assemble successful practices
in a reference book,

Staff Development

o Staff development workshops should be tallored to meet staff,
participant, and organizational needs, Tralnlng staf{ need
to have thelr skills, knowledge, and attitudes at a level
that {s bevond participant and organfzational need, Most
of this trafulng {s achfeved through the help of consultants,
New statt continually must be trafned by the more experienc-
ed ntaflt and consultanta,  In additfon to the traitning
necesunry to develop a qualificd and effective ASMDP staff
to mevt Epvptian needs in the {nmmedinte future, learning
vinity to the Unfted States should be ncheduled an deened
appropriate.
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Annex D (Page 1) \°

ASHDP MANACIMENT DEZVELOP T PROCRAM
ACTIVITY CHAID

July, 1979

SOURCES OF CANDIDATES: -

Governcrate Organizs-

tions within the

Agricultural Sector '

e Agr. Directorates

e Cooperatives

® Credit Ranks Screen through 2
gOvE. organ. ”4'

® Ministry of Irri- Superviscr info of aims,

zation ; \ pestitioca in Selectlon Coarse Pre-Courve d '

Participsnt B Pre-Course
® Agrarian Reform Rominstion Interview

hlerarchy, re- —p  °f ———3 Jolnteg ____ o Questicautr
[ Participants Instrac~
‘Pnrtlclpnnt

sponsibilities, ticas
furture role
(Originaslly
Edzlieh)

e Fisheries
o Veterinarian
® Companies

® Mintstry of Land

Rec lamat { Process Adsaption of
ec on Information =——==3» Course Related
Obtsined to Needs lden-
tiffed
ol
- NG
e
— T e ——— - —— .. C———— e e, - W:J.
P — e > w—— -










