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COMMERCIAL SEED INDUSTRY DEVELOPMENT

Project Evaluation Summary Narrative

13. Summary

The Commercial Seed Industry Development Project, authorized in 1979,
represented a new thrust for the S&T Bureau when it was created to promote
development of the commercial aspects of seed industries in LDCs. The
Industry Council for Development has been able to organize effectively the
resources of seed companies and seed experts in developed countries by
establishing a network of "senior associates'" (om—call consultants) -and other
seed experts from seed companies as resources to the project. The time
required to accomplish this, however, has been far greater than originally
anticipated and this has hampered achievement of the important subsidiary
project objective of matching resources with needs in LDCs.

Because of the uniqueness of the ICD approach - 1i.e., a commercial
orientation which pre—dated AID's private sector initiative, the existence of
another, albeit different type of AID seed project,* and a promotional effort
which was not as vigorous as it could have been, USAID missions have been slow
to request services under the project. Inventorying LDC needs, which required
missions' assistance, was thus delayed. Funds have not been expended for
field services at the level originally planned, especially in the training
area. The problem of inadequate field requests, however, no longer exists and
the ICD has recently received 1 large number of mission requests which should
fully utilize its grant funds. The project completion date was extended by 2
years (without additional funding) to compensate for the slow start.

* Mississippi State University has, since 1955, implemented AID's
centrally-funded '"Seed Program and Seed Industry' project. While the services
of this project are different from those provided by the Commercial Seed
Industry Development Project - the former focuses on the technical aspects of
seed production whereas the latter is concerned with institutional and
management issues - there has been confusion by USAID missions between the two
pro jects.
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The ICD has also found it more difficult than originally anticipated to
place IDC seed experts with seed companies in developed countries for
internships. The ICD needs to increase its network of companies willing to
participate in this component of the project.

When the project began, the ICD found that commercial seed industries
were not established in LDCs, so the focus of the project shifted from direct
assistance to indigenous commercial seed operations to government policy
reform. This was a correct decision, and the ICD has played an important role
in encouraging LDC governments to revise their policies so that commercially
oriented seed operations can be developed.

Finally, the ICD has been highly successful in providing quality
services to field missions and in gaining the respect of both LDC and

developed country seed industry experts.

14. Evaluation Methodology

This was a midterm evaluation, designed to qualitatively measure the
progress of the ICD seed project to date. At S&T/RD's request, the evaluation
goes beyond the scope outlined in the project paper in that an assessment has
been made of extending project services to all types of agribusiness, rather
than exclusively to seed industries. The conclusions of the feasibility study
were that the current project should be broadened to include assistance to
agribusinesses of various types, and that the ICD has the capacity to
undertake this expanded role.

The evaluation was conducted on the basis of personal interviews,
document reviews, and one field visit. Interviews were held with people in
the following types of organizations: international donor institutions, member
companies of the ICD, USAID missions, seed associations, senior associates,
and AID project officers. Trips were made to New York and Washington to
interview the ICD and AID staff and to review files. A field visit was
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arranged in Thailand to interview USAID mission and Royal Thai Government
officials involved in ICD's activities in that country.

None of the the ICD activities has matured to the point where
meaningful, quantitative field measurements could have been employed. The
evaluation involved a total of 30 person days of work, for a total cost of
$16,000.

15. External Factors

The adoption of improved seed varieties offers a mzans for developing
countries to increase agricultural yields without significant increases in
capital inputs. Yet their adoption is not great, despite their availability.
An FAQ study found that while 857% of developing countries have improved crop
varieties available, nearly all such countries lack an adequate supply of seed
at the farmer/user level. The problem seems to be linked as much to the
absence of commercially-oriented seed industries as to technical ‘production
problems. Most developing countries lack seed industries which are operated
on a commercial basis, and LDC governments frequently assume a dominant role
in the development of seed varieties and their dissemination to farmers.
Public seed companies are often poorly managed and many LDC governments pursue
policies which effectively, if inadvertently, stifle the development of
private sector seed companies.

Two important assumptions in the project design are that beneficiary
countries would be receptive to a wider role for the private sector in the
seed industry, and that there would be no insuperable barriers to establishing
viable, commercial seed enterprises. In fact, there have been obstacles to
building commercial operations, largely because of unfavorable government
policies. Recognizing the questionable validity of these assumptions, the ICD
turned to assisting host country governments to analyze and reformulate their

policies as necessary.



16. Inputs

In nearly all categories of inputs, there was significant deviation
from original project design targets. The level of assistance in public
policy reform increased substantially as it was found that such policies were
a major factor in hindering the development of commercially-oriented seed
industries in LDCs. In turn, the level of direct technical assistance to LDC
commercial seed industries has been relatively low because of the scarcity of
these industries (and also because of the slow start for requests for

assistance).

A much greater effort than anticipated was required to develop a
network of commercial seed industry sources in the developed countries which
could provide short-term assistance on field trips and intern training in
their plants. Accordingly, the level of training, which was to account for
about 507 of the grant funds, has been much lower than anticipated. Thus far
about 9% of project funds has been used for this function.

17. Outputs

Progress toward achievement of project outputs has been slow because
LDC private secto: seed industries have been more rudimentary than expected.
The project log frame anticipated that project outputs would be viable
commercial seed industries, an operating seed industry system in each target
country, and trained personnel involved in commercial seed activities. A
significant amount of time is still required for commercial seed industries to
develop and be considered viable. Government policies must first be changed,
and only then can commercial seed industries begin to emerge. Training is
also behind schedule because of the lack of demand for this service by LDC
governments (internships may not have been appropriately tailored to their
needs) and the difficulty of placing large numbers of interns in U.S. and
European seed industries for on-site training.
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18. Purpose

The purpose of the project is '"To stimulate development of commercial
seed industries in target developing countries." While this purpose is still
valid, the strategy has necessarily changed to achieve such development. If
the new emphasis on establishing the requisite policy climate is successful,
then commercial seed industries should start to emerge by the end of the
project in countries in which the ICD has already worked. Perhaps in Thailand
and Sri Lanka more fully developed industries can be expected by the
end-of-project because of the existing commercial orientation of those two

economies.

Enumeration of organized commercial seed enterprises in the target
LDCs, an objectively verifiable indicator for this purpose, has been behind
schedule because of the slow response of the missions. Heavier promotion for
the project recently has generated greater cooperation, however.

The high quality of technical assistance received so far by the
countries served by the ICD should lay the grourdwork for successful,
commercially-oriented industries. Firms should be better able to determine
the market demand for different seed varieties, establish effective
distribution systems, and implement appropriate pricing policies tc make their
commercial operations viable.

19. Goals/Subgoal

The goal of the project is "To improve the production of basic grains
in developing countries.!" The goal would still appear to be valid, and
achieving the project purpose can be expected to contribute to the goal.
Measurement at the goal level cannot reasonably be made during a mid-term
evaluation, but delays in achieving the project purpose will no doubt delay
meeting the goal. The Thailand case might “e one exception. The ICD training
of government seed plant managers in handling important basic grains can be
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expected to have an effect upon the nation's output of basic grains.
Certified seed use has jumped by a factor of 5 in the last 3 years.

The effects of the Mississippi State University project in the
development of the technical aspects of seed production in LDCs will

undoubtedly contribute to the achievement of the project goal.

20. Beneficiaries

No beneficiaries are explicitly identified in the project paper. One
can assume that direct beneficiaries would be parastatal and private seed
companies and seed experts receiving training. Indirect beneficiaries would
be farmers who should be able to obtain improved seeds at a reasonable price
and consumers who should obtain greater amounts of fnod at lower prices. At
this stage of the project, it is doubtful that indirect beneficiaries have
received any benefits. As of the date of the evaluation only one LDC seed
expert had received intern training with a seed company in a developed
country, while a score of commercial operators has received some general
training through in—country workshops. As of yet there have been few benefits
from better government policies, although these can be expected shortly in
Turkey and possibly Tanzania and the Caribbean.

21. Unplanned Effects

There have,r.> negative unplanned effects of the project. A positive
/7
effect has been the encouragement of LDC governments to reorient their

policies to accommodate greater commercial activity in their seed industries.

22. lLessons Learned

1) Centrally funded projects which offer resources and solutions for
wnhich USAID missions have little understanding and appreciation
require a vigorous promotion component, or the project will waste
valuable time and resources getting started;
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2) Network-building to mobilize the resources of private companies of
developed countries on a non-reimbursable basis to assist LDCs
takes a considerable amount of time and money;

3) The best services can be relatively ineffect:'2l when the
implementing 1DC entity lacks political or commercial power and
when the LDC government does not provide the proper policy
envirorment.

23. Special Comments or Remarks

Despite the problems the project has faced, the ICD has demonstrated
intelligence and flexibility in adapting the project to external factors which
were unknown at the time of project design. The ICD has also proven that it
can deliver a very high quality service.

A new question which has emerged is how this field service~oriented

project fits into the Science and Technology Bureau's recent emphasis on

research.
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ANNEX B. LOGICAL FRAMEWORK MATRIX

Project Title: Commercial Seed:Industry Development
]

R o
Life of Project: FY 78 to FY 92

Total U.S. Funding: $ 825,000 -

Date Prepared: June 22, 1978
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enterpriscs other seed agencies

2. Mn operating seed “industry 2. Appraisal Ly government ayency
system in each targot
country

3. T¥rained personnel involved 3. Data provided by business or
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2. Report of Ministry of Agriculture,
USAID, FAO, UNDP, World Bank

3. Project reports, reports from above
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offices and agencies
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developed countries
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and Executive Secrctary, 1CP



1.

Important Assumptions

That weather and climate remain favorable for improved crop
production and higher yields .

That conditions In target developing countries are f[avorable
for improvement of agricultural production

That. host countries arc receptive to concept of
commerciallzed seed industry in major role

That farmers in developing countries will need
and use improved Seeds, and be willing to buy them

That several seed firms in developed countries will
be willing to cooperate in project program and activities

That there are no insuperable barrlers toc establishment
of viable commercial seed enterprises in target countries,

That improved seceds will yield high enough returns to farwers
that ongoing vialility of the seed entexprise is favored

That: personnel receiving tralning overseas will be employed
in the seed trade and retained in the system for reasonable
periods of time

q.

That the governments of host countries will cooperate with the program

That cooperating developed-country firms will retain their Interest
and willinguess to participate in the program at least for life=of-project

That AID will continue to receive and appropriate the necessary funds

That a well-qualiEied, experienced individual can be recruited and
retained for service as Project Director

<



Surmary of Evaluation

1. Summary. The Commercial Seed Industry Development Project
represented a new thrust for the S&T Bureau when it was created to pramote
development of the commercial aspects of seed industries in ILDCs. The
Industry Oouncil for Development has been able to effectively organize the
resources of seed industry companies and seed experts in developed countries
by establlishing a network of "senior associates" (on-call consultants) and
other seed experts from seed campanies as resources to the project. The time,
money, and energy to accomplish this, however, have been far greater than
originally anticipated.

Because of the uniqueness of the ICD approach and the existence of
another, albeit different type of AID seed project, USAID missions have been
slow to request the program. Funds have not been expended for field services
at the level originally planned, especially in the area of training.

Likewise, the I has found it more difficult than originally anticipated to
place LDC seed experts in seed companies in developed countries for
internships. The IM needs to increase its network of companies willing to
participate in this camponent of the project. The problem of inadequate field
requests, however, no longer exists and the I has recently received a large
nunber of mission requests that will fully utilize its grant funds.

When the project began, the I found that commercial seed industries
were not established in'most LDCs, so the focus of the project shifted from
direct assistance to indigenous comercial seed operations to government

policy reform. This has been a correct decision and the ICD has been able to

1. Mi ssissippiJSt‘ate University has an AID centrally funded project
that has existed since 1955. Also MSU has cooperative agreements with certain
missions/host governnents, including Thailand.
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play an important role in getting LDC govermments to revise their policies so
that camercially oriented seed operations éan be developed.

Finally, the IQ has been highly"successful in providing high quality
services to field missions and in gaining the respect of both LDC and
developed country seed industry experts.

2. Evaluation Methodology. This is an interim evaluation designed to

qualitatively measure the progress of the ICD seed project tc date. It was
programmed in the project paper, although it has taken on an additional
dimension of assessing the capacity of the ICD to expand its services to all
types of agribusiness, rather than exclusively to seed industries.

The evaluation was carried out on the basis of interviews with a wide
variety of people involved directly and indirectly in the project. Likewise,
a field visit was made to Thailand to consult with the Mission and Royal Thai
Govermment officirls involved in I(M's activities in that country.

Interviews were heid with people in the following types of agencies:
international donor institutions, member companies of the I, AID Missions,
seed associations, senior associates, and AID project officers. Finally, a
trip was made to New York to irnterview the 1D staff and review its files.
None of the ICD activities have matured to the point where quantitative of
field meesurements could have been employed. The evaluation involves a total
of 30 person days of the evaluators.

3. External Factors. The use of improved seed varieties of fers a means

for developing countries to increase agricultural yield levels without
significant inputs of capital, yet their adoption is not great despite their
availability. A FAD study found that 85% of developing countries have
improved crop varieties available, yet nearly all such countries lack an

adequate supply of seed at the fammer/user level. The problem seems to be
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linked as much to the lack of cammercially oriented seed industries as to
technical production problenis. Most developing countries lack seed industries
that are operated'on a commercial basis, and LDC govermments frequently r.sume
& daninant role in the development of seed varieties and their dicsunination
to famers. The result is that they are often poorly managed and LDC seed
industry expérts lack even rudimentary camercial skills to bring efficiency
to parastatal seed operations. Likewise, LDC govermments frequently pursue
policies which effectively, yet inadvertently, stifle any private sector
'developnent of private seed companies. |

4. Inputs. Almost all of the project imputs changed in amounts
relative to the original project design. The level of assistance in public
policy reform increased substantially as it was found such policies were a
major factor in hindering the development of cammercially oriented seed
industries in LDCs. In turn, the level of direct technical assistance to LCC
comercial seed industries has been extremely low, because of searcity of such
industries.

A substantially greater effort than anticipated was required to develop
a network of camercial seed industry sources in the developed countries which
could provide short term assistance on field trips and for intern training in
their own plants. Likewise, the level of training, which was to use about 50%
of the grant funds, has been much lower than anticipated. Thus far about 9%
of project funds have gone for this function.

5. Qutputs. The project outputs have not been achieved because LLC
seed industries have been at a more rudimentry level than anticipated. The
project log frame anticipatca that project outputs would be viable camercial
seed industries, an operating seed industry system in each target country, and

trained personnel involved in carmercial seed activities. Viable connercial
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seed industries have not been achieved because it will take a significant
amount of time for them to develop. Govermment policies must first be
changed, and only then can commercial seed industries begin to emerge. The
ID has found that it takes a significant amount of time to achieve such
changes. Training is also behind schedule because of the lack of demand for
this service by LDC governments and the difficulty of placing large numbers of
interns in U.S. and European seed industries for on-site training.

6. Purpose. The purpose of the project is: "...to stimulate development
of cammercial seed industries in target developing countries.”" While this
purpose is still the focus of the project, the strategy has necessarily
changed in emphasis to achieve such development. If this emphasis is
successful, commercial seed industries should start to emerge by the end of
the project in countries in which the ICD has already worked. It is not
realistic to expect fully developed industries by that time because of the
current rudimentary level which exisi; Perhaps in Thailand and Sri Lanka more
fully developed industries can be expected by the end-of-project because of
the current cammercial orientation of those two econamies. The cammercial
capacity of these industries in these two countries will be samewhat weak
because the training caﬁponent of the project has not reached an adequate
level,

The high quality of technical assistance received by all countries
served by the ICD, should lay the groundwork for successful, commercially
oriented industries. Fimms ought to be able to determine the market denand
for different varieties and establish effeciive distribution organizations
which can implement adequate pricing policies to make their comnercial

operations viable.

7. Goals/Subgoals of Project. The goal of the project is: "... to
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improve the production of basic grains in developing countries." There are no
stated subgoals. ' The project has not progressed to the point where this can
be expected at this time. The Thailand case, might be an exception. The I
training of Government seed plant managers in handling specifie, important
basie grains, can be expected to have an intermediate effect upon that
nation's output of basiec grains. Certified seed use has juwped by a factor of
S in the past 3 years.

As previously noted, while the achievement of the projeect purpose will
bring about the project goal, it will take more time than originally plaﬁned
at the start of the project because of the extremely low level of development
of cammercial seed industries in LDCs. The effects of the Mississippi State
University project in the development of the technical aspects of seed
production in LDCs has undoubtedly contributed to the achievement of the
project goal. The achievement of the goal would take even more time without
the prior and current input of this latter project.

8. Beneficiaries. No beneficiaries are identified in the project

paper. (ne can assume that direct beneficiaries would be parastatal and

- private seed corpanies and seed experts receiving training. Indirect
beneficiaries would be famers who should be able to obtain improved seeds at
a reasonable price and consumers who should obtain greater amounts of food at
lower prices. Because of the current stage of the project, it is doubtful
that indirect beneficiaries have received any benefits at this point. Only
one LDC seed expert has received intern training in a seed cﬁnpany in a
developed country and a score of commercial operators have received sone
general training through in-country workshops. As yet they have not
benefitted from better government policies, although this will shortly happen

in Turkey and possibly in Tanzania and the Caribbean.
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9. Unplanned Events. Unplanned events have already been mentioned: (1)

slow level of field demand for I services in the first 2 and one-half years
of the project, (2) rudimentary level of commercial seed operations in LDCs
because of government policies, and (3) the lengthy time required to build a
network of .esources in developed countries and an inventory of needs in
developing countries. All of these unplanned events required chenges in the
project strategy and have caused some sub-optimal use of AID grant funds.

10. iessons Learned. (1) Centrally funded projects which develop

resources and solutions for which AID missions have little understanding and
appreciation require a vigorous promotion camponent or the projeet will waste
a fair amunt of time and resources getting started; (2) Network building
which mobilizes the resources of private campanies of developed countries on a
non-reimbursable basis to assist AID missions require a significant amount of
time and resources before they begin to bear fruit; (3) The best and highest
quality services can be relatively uneffectual when the implenenting LDC
entity lacks political or commercial power or the LDC govermment will not
provide the proper policy enviromment.

11. Special Comments and Remarks. Despite the problems the project has

faced, the ICD has shown intelligence and flexibility in adapting the project
to external factors that were unknown at the time of project design. It has
also proved that it can deliver a very high quality service. It is unclear,
however, how the seed prcject fits into the new emphasis on research in the

Science and Technology Bureau.

At tachments: Appendix A Statement of Work of Evaluation
fppendix B List of Persons Interviewed
Appendix C Organization of the I
Appendix D Memorandum of Understanding with Royal
Thai Government
Appendix E Report on ‘Thailand Evaluation Trip

Appendix F Notes from Thailand Intern's Report
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Appendix G Audited Financial Statenent:1982 Draft

Appendix H Pamphlet:Commercial Seed Industry Develop-
ment Program

Appendix I Pamphlet: ICD Objectives-FPrincipels~
Organization-Activities



I. INTRODUCTION
A. Background

This report is an interim evaluation of the Commercial Seed Industry
Pranotion Ikvelopnent Project (CSIPD), currently being executed by the
Industry Council for Development (ICD) and managed by S&T/VMD. The project was
approved in the fall of 1979 and became operational in the late spring of
1980. The total grant conterplated was for the amount of 3825;000.00 to be
disbursed over a three year period. The grant funds have not been disbursed
as rapidly as anticipated so the life of the prejeet has been extended an
additional two years at the same level of funding.

The basic purpose of the project is to increase agricultural production
in AJD assisted ecountries by stimulating the development of commercial seed
industries in such countries. This is to be accamplished by : (1)
inventorying international seed industry resources of developed nations, and
needs in LDCs; (2) promoting the development of indigenous camrercial
industries, private or parastatal, in LDCs; and (3) providing training of seed
specialists to operate seed enterprises.

The implementing organization for the contract, the Industry Council
for Development (ID), is a non-profit organization located in New York City.
It operates with a small staff of two professionals, an adninistrative
assistant, and two support staff people. Prior to the project, the I
operated as the Industrial Cooperation Progranme (ICP) of the Food and
Agriculture Organization (FAD) of the United Nations. While it is now an
autonamous entity, it continues to maintain strong ties.with the United
Nations system on an informal basis.

The I is supported by a membership which includes large private

canpanies principally located in the United States and Europe, although there
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are several member companies whose headquarters are located in developing
countries. A board of directors includes a chaimnan, two vice-chairmen, and a
treasurer, all of whom are drawn from member companies. The Board has the
responsibility to direct the overall policies of the I(D. As of June 1983,
there were 34 members of the ICD, 10 of which joined in the prior 7 months.
The increase in membership is part of a conscious policy of the ICD to expand
its membership to approximately 50, at which level it intends to remin.

Twenty-two of the members have their headquarters in Europe, of which
two have their head offices in Eastern Block countries. The United Statés and
Canada have 7 members and developing countries are represented by firms
located in 3 such countries, in addition to a Saudi Arabian campany. Although
the United States has only 6 member companies, they have tended to be the most
active in the ICD's operations.

The member corpanies of the I(D each pay an annual fee of $8,500 which
is the principal source of revenues for the ICD. As the seed project has
accelerated its pace, however, the AID seed grant has become an important
source of financing for the ICD. The AID grant represented 36% of ICD's 1981
revenues and about 47% of its income in 1982. Since the AID grant funds are
limited to seed activities, the ICD used its other funds to cover general
adninistrative costs and to finance its agribusiness assistance programn.

The ICD provides assistance through two sources. The first is through
its four "senior associates" who are professional seed experts whose services
are on-call when the need arises. These four senior associates include:

J.I. Hendrie: a seed expert who retired from Shell International

Chemical Co., where he worked in the seeds area, among others;

V. E. Gale: a retired agriculturalist who has worked with the FAD in

West Africa and the ICP, the predecessor organization to the ICD;
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Leon Steele: retired seed specialist for Funk Seed Company of the United

States;

Alex Grobman, Director of INIPA, a Peruvian Government institute in

charge of agricultural research and extension; also a world expert in

plant breeding.

In addition to -these four senior associates, the ICD relies upon its
member companies to provide senior staff who have international experience for
specific short temn assignments in response to country requests. While it has
principally relied upon its senior associates in the seed program, the ICD has
also sent out several professionals from seed carpanies.

é. Evaluation Methodology

This is an interim evaluation designed to qualitatively measure the
progress of the ICD seed project to date. It was programmed in the project
paper, although it has taken on an additional dimension. S&TAD is
considering the possibility of having the ICD expand its AID funded activities
from just seeds to more general agribusiness development. It is contemplated
that the mode of operation would be similar and the types of services would be
the same. Thus S&T/MD is interested that this evaluation ineclude an
assessment of the capacity of the ICD to take on this broader secope of work.
This is done in a separate report.

The evaluation was carried out on the basis of interviews of a wide
variety of people involved directly and indirectly in the project. Likewise,
a field visit was made to Thailand to consult with the Mission and Royal Thai
Govermment officials involved in ICD's activities in that ecountry. Also an
overseas call was made to the USAID/Tanzania Mission to discuss its impression
of the IM's performance in that country.

The types of institutions from which individuals were interviewed varied
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a great deal. Interviews were held with people in the following type of
agencies: international donor institutions, member corpanies of the ICD, AID
Missidns, seed associations, senior associates, and AID project officers.
Finally, a trip was made to New York to interview the ICD staff and review its
files. |

None'cf the I actiViti_es have matured to the point where quantitive
measurements could have been employed in the evaluation. Activities have not
reached the level where the creation of new or the improvement of existing
seed campanies could have been exsmined as the basis for measuring the impact
of the program. While same observations can be made with regard to the impact
of its efforts to re-direct govermment poliecy, such changes come about
slowly. The evaluation, therefore, has been based on sifting through the
opinions of those involved in the project and drawing conclusions on the basis
of those opinions. The evaluation involves a total of 30 person days of the
evaluators.

C. Surmary of I Seed Activities

Under the seed industry program the ICD has carried out seed pramotion
activities in 7 countries and/or regions. These have included the Caribbean -
region through the Caribbean Food Corporation, Tanzania, Sudan, Thailand,
Turkey, Pakistan, and Kenya. The involvement of the ICL in each of these
areas has varied to a considerable degree in the length of time and the extent
of assistance. A basic understanding of the background and assistance given
under each of these activities is important to evaluate the éhifts that have
occurred and the level of performance of the I(D. Below is a brief sumary of
the IM's overseas activities:

Caribbean Region/Caribbean Food Corporation. The Caribbean Region was

the first area in which the ICD carried out overseas activities under its seed
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program. It has also turned out to be its most camplex and frustrating
experience. Assistance was provided through the Caribbean Food Corporation

(CFC) which had just ecome into operation when the ICD began its assistance
program in the region. As Table 1 shows, the involvement of the I in the
Caribbean has been extensive, starting in mid-1980, and continuing to the
present time. Under the seed program, the I has provided the following
services to the CFC: (1) designed a'regional seed industry program; (2)
provided an analysis of existing and proposed sced jndustry legislation; (2)
provided production assistance to naticnal seed fims; (4) conducted a survey
of the regional seed market; and- (5) designed a regional seed training
course. Because the CFC has suffered from substantial adninistrative problems
and lack of political support, almost none of the activities designed have
been implemented to date on a regional level.

' Thailund. In 1976 the AID Mission in Thailand implemented a seed
projeet in the amount of $3.7 million to finance the purchase of equipment for
processing and testing seeds, training programs, and technical assistance from
Mississippi State Thiversity. In early 1981, the ICD was requested to send an
expert to assist the Mission in an evaluation of the project. As a result of
its pcrticipation, frrther assistance was requested of the ICD in conjunction
with designing a second follow-on seed project to be direeted by iiSU. The
design inecluded an 1CD assitance component. The principal form of ICD's
assistance were to be managemnent interships in U.S. seed corpanies and
national in-country management workshops and advisory services.

In August of 1982, a senior Thai official was sent to Gold Kist in
Georgia for intern training as part of a collaborative agreement which had
been signed by the I with the Royal Thai Government. Two additional interns

are to receive training later this year and an in-country workshop is to be
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put on by the I(D.

Turkey. The I provided assistance to the Govermment of Turkey at the
request of that govefmxent and the International Finance Corporation (IFC).
The Govermment was interested in making a major poliecy re-evaluation of its
seed industry with the possibility of promoting the development of a
commercially oriented seed industry. To further this objeective the govermment
and the IFC invited the ICD to identify markets for seeds, evaluate
alternative strategies to satisfy local demand for seeds through private
campanies, and to outline necessary government poliey changes that would be
necessary to promote the development of a private seed industry.

In Tebruary and March of 1982, the ICD sent a four person team to Turkey
which conducted an extensive survey of the seed industry and made
canprehensive recammendations to the govermment to pramote a camercial seed
industry. After considerable review of the I(D's recommendations, the
Government of Turkey made a wide range of changes in its policies to encourage
a more cammercially oriented seed industry. In a number of instances,
recarmendations made by the ICD were adopted in substantially the form they
had been made.

Pakistan. In April of 1982, the ICD provided assistance to Pakistan to
help goverrment and seed industry officials discuss constraints to the
development of the country's seed industry. The catalyst for the workshop was
a Pakistan agribusiness campany which is a manber of the ICD. As a result of
the seed industry workshop, plans are underway to develop an ICD management
training program to be located at the Ali Technical Institute in Lahore,
Pakistan.

Kenya. The contemplated activities of the ID in Kenya arose out of the
operations of the Kenya Seed Company (KSC). The KSC is a 20 year old
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successfui parastatal seed campany that recently decided it wanted to expand
the scope of its operations. The Private Enterprise Bureau of AID as well as
the Conmonweal th Development Corporation of the UK and the IFC were all
interested in investing in this expansion. The PRE Bureau conducted some
preliminary studies and the Mississippi State University seed program was
contracted with regard to its possible assistance to help establish a new
extension program as part of KSC's expansion. As an additional component tc
AIDD's involvement, the Miision decided that it wanted advice from the ICD
regarding cammercial and business aspects of KSC's overall operations.

In June of 1982, a senior associate of the ICD made a preliminary
reconnaissance trip to Kenya as an add-on to other business in the region, to
define a precise scope of work for the I(D's assistance. Al though this work
was completed, a subsequent request from the AID mission never materialized,
and the I has not been informed as to why. '

Sudan. In 1975 the FAD initiated an improved seed production project in
Sudan which contained an extensive overseas training camponent. In 1982, this
activity was expanded through a loan from the African Development Bank which
financed a program with an emphasis on seed production units and technical
assistance by the FAD, including overseas training. As the project developed,
however, the Government of Sudan changed its poliey away from long tem
overseas training in favor of shorter in-country training.

In June of 1982, a senior associate of the ICD was in Sudan as part of
its agribusiness assistance program. As a result of his discussions with the
AID Mission and the Government, the services of the seed project of the I
were requested. In April of 1983, the ICD carried out a survey of local
training needs that could be undertaken within Sudan.

Tanzania. From 1971 to 1982, the Mission had a seed project in which
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Mississippi State University (MSU) played an important role. The ICD was
asked by the Mission to participate with a MSU staff menber in an evaluation
of the project. In November and December of 1982, a senior associate of the
I and Dr. Potts of MSU carried out the evaluation. They made a number of
recamendations regarding the injection of private sector management practices
into Tanseed, a parastatal seed carmwpany. The Governrxent of Tanzania has taken
the recommendations under advisement and is seriously considering them. Their
implenentation would represent a substantial policy re-orientation for the
country; so the degree to which the goverrment will implement the
recatmendations is not yet ¢lear. The AID l‘viission, however, expects changes
to be made as a result of ICD's input.

Pending Requests

On the basis of past acltivities and actual requests received from new
regions, the following activities are pending and should be carried out this
year:

Ivory Coast--through the World Bank a request has been received by the
I to provide preliminary guidance to the Govermment of the Ivory (bast in
the development of its camercial s=ed industry.

Zaire--again through the World Bank, a request has been received for the
I to provide the Govermment of Zaire with assistance in the design of a
canprehensive seed program which the World Bank has same interest in financing.

Sudan--as an outgrowth of its prior activities, the I expects to
receive a request for carrying out training courses in the Sudan. Since the
current project through the African Development Bank does not provide funds
for such activities, the ID's participation would appear to be quite
attractive to Sudan, especially since in-country training is part of the new

emphasis of the govermment.
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Caribbean/CRC--the ICD is waiting for a change in the leadership of the

~Caribbean Food Corporation, which should be made short ly; The current
director has resigned and a new one should be appointed in the not too distant
future. The I expects that with new leadership in the CFC, implenentation
will begin on the many activities which the I(I)“ has already designed.
mailandf-arrar'germnts have been made for Funk Seed Co. in the United
States to train an additional two Thai seed officials. In addition,
in-country training will be carried out this calendar year under the
collaborative agreement between the ICD and the Royal ‘Thai Govermment.

TABLE 1
- OVERSEAS SEED ACTIVITIES OF THE 1D, 1980-First Half 1983

1980 1981 1982 1983

AREA

1 2 3 4 1 2 3 4 1 2 3 4 1 2
Caribbean/C¥C X X X X X X X
Thailand X X X
Turkey X
Pakistan A X
Kenya X
Sudan X X
Tanzania X

Pending 1983:

Ivory Coast Thailand
Zaire Sri Lanka
Sudan Pakistan
Caribbean

Sri Lanka--the ICD received ¢ fomnal request to provide the Govermment
of Sri lanka with assistance in making a survey of its national seed industry
as well as advising the government on public seed policy.

Pakistan--on the basis of its conversations with its member firm and the
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Govermment of Pakistan, the ICD expects to conduct an in-country training

course in 1983,

As can be seen from Table 1, ID's overseas activities started slowly
but began to a~celerate at the beginning of 1982, Respondin.; to pending
requests will probably requiré almost as much I human and direct overseas
financial resources as it has already used in its entire previous experience

-under- the project.



I1. log Frame Issues
A. Adequacy of Project Design
1. Project Goals and Assurmptions. The project goal and project

purposes as stated in the log frame of the project paper are as follows:

Goal: To improve the production of basic grains in developing countries

Purpose: To stimulate development of commercial seed industries in

target developing countries.

In a general sense the project goal wculd still appear to be appropriate
and valid. Many AID assisted countries experience significant short falis in
grain production for which they can compensate to varying degrees through the
use of improved seed varieties to raise yield levels. It is not clear,
however, that a seed project should have as its goal a focus on only raising
basic grain production levels. The project by its very nature deals with
govermment policy issues and commercial management training techniques which
are appropriate for the development and cammercial dissemination of any seed
varieties, includirg seeds for vegetables as weil as grains. The project
activities themselves have reflected this incongruity by the fact that
vegetable seed needs as well as those for grains have been considered. The
project goal might be sanewhat more realistic if it put its major emphasis on
grains, as has been the case in practice under the project, but avoid making
it the exclusive goal of the project.

The project purpose of stimulating the development «f cammercial seed
industries in AID assisted ecountries woula ..pear to still be realistic and
one which is responsive to seed problems in developing countries. In many
respects this shows a foresight in purpose which preceeded the private sector
emphasis of AID and the creation of the Private Enterprise Bureau (PRE) to

pramote the development of commercially viable enterprises through AID
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assistance. Likewise, the emphasis would appear to be quite timely. A recent
publication by the World Bank on Africa, for exarple, pointed out the large
number of African countries which are reeppraising their policies with regard
to the camercial orientation of productive activities. Certainly major donor
agencies such as AID, the World Bank, and the Comnonwealth Development Corp.
have given an increased emphasis to this focus.

Most of the assumptions of the log frame would appear to still be valid
in light of the experience of the I to date; although same of them have not
yet been tested because project activities have not reached a point that.would
allow an assessment.

Two related assurmptions, however, would appear questionable in sane
countries in which the ICD has carried out seed assistance. One of the
assurptions of the log frame is that host countries are receptive to the
concept of a comercialized seed industry playing a major role in their
econoamies. In practice, however, the ambivalence or opposition of governments
to this idea has been an important barrier to the hnplenentafion of
recommendations by the I in specific countries, such as Tanzania. The seed
industry in any country by its very nature is more closely linked with
governmment than most other industries. Public entities must set and enforce
standards, certify seed quality, and set import and export restrictions on
seed materials. Thus, there is an important continuing role for the publiec
sector in seed industry development, even where the government has a policy
‘favoring private sector dominance of camercial seed operaticns. There is a
history of govermments in LDCs pre-enpting the seed industry through
parastatal campanies which frequently do not operate on the basis of a
commercialized industry; but rather on the basis of social objectives such as

providing seeds to famers at subsidized prices, despite the costs of
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govermment development and production of improved seed varieties. The
consequence is that when the I(D makes recommendations for the development of
a cammercially oriented seed industry, this requires that a govermment
reconsider its philosophy toward the development of a seed industry.
EXperiehce to date would suggest that the ICD should not provide its services
to a country until sane real and substantial mariifestation has been made by
the govermment showing a willingness to seriously examine the alternative of
operating its seed industry on a cammercialized basis even if the object of
assistance is a parastatal coampany. ‘

A second related assumption of the log frame was that there are no
insuperable barriers to the establishment of viable conmercial seed
enterprises in tafget countries. Certainly govermment policies contrary to
such an approach are an unsuperable barrier, and the barrier on which the I
has focused.its greatest attention to date. Thus, this assumption would also
appear to be invalid, except where shown otherwise.

2. Project Strategy. The strategy of the project to achieve the purpose

and goal of the project involved three types of assistance. These ‘include:
(i) creation of an inventory which ideﬁtifies seed industry resources in
primarily developed countries as well as interests and needs.in
developing countries;
(ii) promotion of LDC seed industries for the cammercial marketing and
distribution of seed; and
(iii) training of seed specialists and skilledlnanpowér to operate seed
enterprises.
In order to examine the adequacy of these strategies in relation to the
purpose and goal of the project a more detailed deseription of the strategies

is given and then several comments are made regarding their adequacy.
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The project was to initially focus its efforts on the developmemt of the
inventory. It was to be developed, according to the projéct paper, by
contacting comercial seed firms in developed countries, seed trade
associations, and other seed sources which could provide assistance through
the program. Then, with the help of the AID Missions and the FAD, seed
industry needs in deveioping countries were to be inventoried. The I was to
take trips to LDCs to enlarge the scope of ~the inventory and obtain‘more
detailed information as time went on. The inventorying process was to take
approximately nine months, which would be the basis of future operationé of
the IQ). The project was to function so that the inventory of developed
country seed resources would be matched up with the needs of developing
countries on a case by case basis, and be the basis for its assistance program.

The inventory strategy to identify and classify needs has been
inadequate as a mcans to bring developed country expertise to bear or. those
countries which can utilize them. It is probably inadequate Becausé it cannot
reasonably be done as envisoned in the project design. The ICD invested
considerable effort and resources in the development of its inventory of
resources in developed countries. It made contact with the International Seed
Federation (F.I.S.), the American Seed Trade Association (ASTA), and specific
seed companies to detemine their willingness to provide their resources to
the project. Experience to date wot%ld suggest that the ICD was successful in
obtaining the cooperatioh of these groups.

The development of the inventory of needs, on the otﬁer hand, was not
do-able as conceived in the project. AID Missions were not particularly
responsive to helping provide information and contacts upon which the D
could identify the specific needs of specifiec LDCs. Informational cables to

the missions outlining the purposes and services of the project and meetings
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with AID/Mashington regional bureau people did little to fill the gap.
Consequently, the identification of LDC needs has been done on an ad hoe
basis, which has been a relatively inadequate means for developing a priority
schedule for IM's assistance program.

Centrally funded projects such as the I seed program are generally at
the merey of AID Missions to obtain information but the Missions are
frequently uninterested in helping such projects where they perceive no
immediate benefit to. themselves. Thus an inventory strategy must include a
much more carmprehensive and aggressive inventorying component than this |
project contained.

The promotion and assistance strategy was to focus on matching needs and
resources from the inventory by promoting cooperative arrangements between
governmental agencies and entrepreneurs in the developing countries, on the
one hand, and public or private seed enterprises in the developed countries on
the other. The I was to act as an impartial braker to establish these
collaborative relationships.

This strategy would also appear to have been inadequate for several
reasons. First, seed companies in developed countries are not willing to
contribute as imuch as a collaborative arrangement would imply, unless there is
sane important benefit in it for them. Where such possibilities are present,
however, developing countries are reluctant to make a camitment for fear of
being taken advantage of. In fact, one of the most successful aspects of the
I(D seed program has been the ability of the ICD to stand beiween IDCs and
developed country seed companies to assure LDCs that multinational seed
carpanies are not providing assistance in order to take over their seed
industries.

In actual practice the I has been able to implement a better
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strategy. The I has made itself the institution which has fommed the
collaborative arrangement with LDOC seed institutions. The ICD has written
collaborative agreements with the Royal Thai Govermment and the Caribbean Food
Corporation. In both of these agreements the I(D has made conmitments which
involve resources from developed country seed campanies, such as internships
in U.S. seed campanies, and those of its senior associates. Countries have
been able to enter these agreements wi thout making any long term camnitments
to any particular multinational seed carpanies or giving any of these
canpanies any control over domestic programs.

The training strategy is one which is attractive to the countries which
have received ICD activities, and it remains an important and essential
carponent of the overall pboject. Some aspects of the strategy as outlined in
the project paper, however, would not appear realistic for the group
targetted. The internship training in developed country seed industries was
projected to extend from 3 months to a year, with an average of 8 months, to
enable the trainees to experience a variety of operations within the seasonal
cycle. This type of training must involve high, responsible decision-makers.
They are the resource in private campanies capable of providing significant
training to interns. Likewise, interns must be high level people, as they are
the only ones who can return to their countries and change government policies.

Where this type of training would involve a relatively high level
government official from a developing country the time length is unworkable.
In the case of Thailand, for example, the trainee was gone for 2 months and he
considered this too long to be away from his office, even though he found the
training valuable. Internships will have to be streamlined to the degree that
they involve such senior seed industry personnel, which is I(D's target group.

It would appear to the evaluators that the project strategy lacked an
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important element--that of a systematic and comprehensive pranotion of the
project with AID missions and developing countries. While this is perhaps
easier to see from hindsight, it would appear to have been important to make
the project "take off" sooner than it has. As shown in Table 1, the overseas
activities of the ICD were slow starting, other than in the Caribbean, until
the first and second quarters of 1982. This was about 18 months after the
start of the project, while the project contemplated only 9 months for the
network building and inventory start-up processes. Now, of course, it would
appear that the ICD faces the opposite problem--i.e. it now has as many '
requests as it can reasonably handle. Resources in the beginning of the
project were undoubtedly used in a sub-optimal manner, however, because of the
slow start. This might have been avoided had there been a more carprehensive
information and promotion program aimed at the AID missions and LICs.

It is worth noting that AID has generally been slow to facilitate the
entry of the IQD seed program in countries. Of the total requests that the
'ICD has received, only about 40 percent of them were initiated by AID
sources. The rest came through the World Bank, the UNDP, a private investment
bank, and a member fim of the I.

The lack of AID responsiveness probably stems from two important
sources. The first is the Mississippi State University (MSU) seed project,
managed by the same office in S&T as the ICD project was initially. The MSU
project is one of the oldest and best known of the centrally funded projects.
Thus it is natural for AID missions to request the services of the MSU project
when they have seed problems or want to undertake a seed project. It is
unrealistic to ekpect the missions, on the basis of an informational cable, to
understand that the MSU project is foecused on the technical aspects of seed

production, whilz the new I(D project focuses on comercial seed industry
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management issues. The missions do not have the experience or knowledge of
seed industries to be able to distingtuish between of these types of services.

An equally important reason why more promotion was needed was because of
the relative uniqueness of the project for AID, and partieularly for S&T. As
previously noted, at the time of this project AID was not heavily involved in
projects with a comercial orientation. Except for the LAC Bureau, few
projects of this type were developed in AID, and the S&T Bureau had almcst
ncne. Thus, the probabilities were low that AID mission agricultural officers
reading a cable describing the ICD seed project would be sufficiently informed
to understand its importance--especially because of the background of
experience of AID field people. (bnsequestly, it is the belief of the
evaluators that the project strategy needed a more carprehensive promotion
conponent in order to adequately execute the project purpose in the time frame
contemplated at the outset.

3. Project Management by AID. The project was designed, approved and

initially managed in the agribusiness division of S&T/A@QR, and then moved to
S&T/VD. There have been two project managers, and the second one continued to
manage the project when it shifted offices.

The management of the I seed project by AID might best be
characterized as relatively infomal and non-bureaucratic. The AID project
manager s haye kept in frequent contact with the I(D staff by telephone and
have received copies of I reports and correspondence. Formmal reporting
requirements hav? been kept to a minimum and record keeping’requirements have
been adequate for AID monitoring purposes without being an unreasonable burden
on the IM. While there was no dramatic change in management style when the
project was imoved fromn S&T/AR TO S&TMD, the relationship was made a little

more formal and more regular reports were required.
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The informal management style has probably been the result of the small
size of the project, the smll size of the ICD staff, and the slow development
of activities which have made it easy for the AID project managers to keep
abreast of ICD activities. The ICD itself has been happy with 'the AID
management style. The test of the management style of AID, of course, is to
be judged by the results. On balance, the project management style was
justified on in light of the I(M's performance and it probably facilitated the
smooth functioning of the project. The freedom given the ICD would seem
justified because of the fact that the I(D was quick to adjust its progfmn to
the realities which it found at variance with the project as originally
designed. This has been the case in both the govermment policy area and the
use of collaborative arrgngenents. The AID project managers showed a
flexibility and willingness to allow adjustments which now seem to have been
good decisions.

The one area in which the AID management shonld have been more directive
was that of identifying the need for assisting the ICD to develop a more
vigorous promotion program aimed at AID Missions. This should have been clear
to AID management during the initial year of the projeet. In many respects
the I had to rely on the project maneger to initiate such a program,
al though ICD certainly could have originated the idea.

A last point with regard to AID management is the apparent uncertainty
in the mind of the ICD as to its future role in the S&T/MVD. While it is
exploring the possibility of expanding its activities into agribusiness, the
ICD seems to sense that, while it was given a relatively free hand under
S&T/AR, it will have to fit within the overall strategy of the Multisectoral
Development Office (VD). The ICD does not seem sure what this means in tems

of its own ideas of how the seed activities should be run; in part because it
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does not understand what is the overall strategy of MD. Further dialogue

between the I and MD would be helpful in this regard.

4. Impact of Unplanned Events. The first unplanned event which impacted

the progress of the project has already been referred to--the lack of requests
for IM's services in its initial operational phase. This can be seen through
an examination of the destination of expenditures of the I in relation to
funds received from AID from 1980 through 1982. The direct overseas
expenditures listed in Table 2 include the direct costs of consulting fees to
senior associates, their travel costs, in-country workshop costs, etc., .but
exclude costs of central administration of specific overseas activities and
general administration costs.

The data frofn the table indicate that approximately 48 percent of the
AID Seed grant funds to date have gone for the direect costs of overseas
activities, including training (internships and in-country workshops) and
technical assistance. If we assume that all 1979 and 1980 expenditures were
for organizational start-up costs and network building, the direct overseas
costs still amount to only 63 percent of the rest of the grant funds. While a
part of this remainder was used for central administration costs to get these
activities in the field, the figures show th~ the seed program has started
rather slowly, using an inordinate portion of the grant funds on inventorying
and network building. The lack of demand undoubtedly explains why a larger
than anticipated portion of the funds was used for activities not directly
supporting specific country activities.

Another unexpected situation encountered in the project was the lack of
a private seed industry in most developing countries. Although the project

paper anticipated assistance to both parastatal and private seed carpanies in
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Table 2

Direct Expenditures for Overseas Seed Activities
In Relation to Total Revenues from AID

Activity Direct Overseas Year Total Aid Dis-
Expenditures Per bursements
Aotivity .
Caribbean $ 70,600
4 1979 $ 16,300
Tanzania $ 10,000
1980 $ 55,800
Sudan $ 5,900 .
1981 $141,890
Thailand $ 27,000
- 1982 $197,312
Turkey $ 26,000
Pakistan $ 10,100
Kenya 2,000
TOTALS $ 150,700 1979-82 $311,002

Source: Estimates by ICD; I audited financial statements, 1980-1982.
developing countries, a strong expectation can be seen in the document that
the I would devote a major part of its activities toward strengthening
private sector LDC seed companies. In part the company-to-corpany
collaborative agreement strategy was based on this expectation.

As the I(D got more involved in LDC activities, however, it discovered
that the private sector seed industries were almost non-existent in most AID
assisted countries it serviced. On the basis of its experience the ICD became
convinced that much of this was the consequence of government policies in
these countries which pre-empted the private sector and/or stifled the
development of private seed companies. It concluded that a prerequisite to

the development of a viable private seed industry in such cases meant that
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government policies had to first be corrected and then they could turn their
attention to private seed companies. To do otherwise would be self-defeating.

The result of this unexpected situation was a major shift in program
emphasis by the ICD. While policy advice was part of the technical assistance
contewplated in the original project design, it became the center-i)iece of
IMD's program and direct assistance to rrivate seed fimms in LDCs was not
provided to any substantial degree. This has probably been one of the reasons
why the ICD has relied more heavily on its senior associates than staff from
member companies to provide assistance. The senior associates had expeftise
in the area of policy guidance, so it was natural to concentrate the I(D's
policy assistance in them.

A related consequence was the revision of the collaborative agreement
concept of the original project design. Company-to-campany assistance was not
appropriate where there were no private seed industries in developing
countries. |

As Table 2 showed, a substantial amount of the grant resources have gone
into non-overseas activities. One of those has been the network building
required for the project to take off. It has taken far more time, resources,
and promotional effort than originally contemplated. This was due to the fact
that not until recently were any of the I(D member corpanies active in seed
investments, directly or through subsidiaries. Oonsequently, the ICD had to
develop a seed resource network outside its formal membership, which was
expensive and time consuning. Even now the network for supborting interships
is not at the level expected in the project baper.

The consequences of the network building problem were not substantial,
except from a cost point of view. Since there was not a great demand for the

IM's services, the senior associates were able to handle the majority of the



-30-
initial requests the ICD was called upon to service. Also because of the
- de-emphasis of canpany-to-carpany assistance, the lack of a network was
probably not critical to ICD's early performance in the field.

From a financial point of view, however, at the end-of-project the total
project expenditures for field supported services will probably be -
substantially less than what was anticipated at the beginning of the project.
The lesson to be learned is that network building is an expensive process and
only pays dividends in the long run. Now that the I faces a large demand
for its services relative to its size, for exakle, the network building'is
only now beginning to provide substantial benefits. The only real alternative
to incurring such expenses is to find a contractor that already has such a
network in place. The type of network created through the seed project,
however, was unique and no institution had access to a network of seed
campanies from which it could have drawn to provide technical assis.tance with

few tangible benefits to itself.

5. Progress Toward Meeting End-of-Project Objectives. The project paper

does not lay out a clear set of end-of-project objectives. Therefore, the
evaluators can only make sane general corments and estimates in this regard.
First, it would appear that the I has developed a reasonable inventory of
seed resources in developed countries. The inventory is not necessarily a
workable network available to the ICD, however, upon which it may easily
call. Certainly in the area of training resources, the I still needs to
develop a far more extensive network of campanies which are.willing to teke
interns from LDCs. It has recently held talks with the F.I.S. and made visits
to European seed companies to accamplish this.

The inventory of needs in the UXs, on the other hand, is probably not

well developed. The ICD will be too busy in serviecing current requests to
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develop this further, and this is probably the best outcame. The inventory of
LD needs was anticipated as a mechanism of matching LD needs with developed
country resources. The strategy was not entirely do-able and the current
approach of servicing requests if probably a better alternative at this point.

The ICD has made good progress in promoting indigenous commercially
oriented seed operations in LDs. In Thailand, Turkey, and Tanzania it has
helped provide a solid basis for such industries to develop; and with proper
leadership from the CRC the same can be expected to happen in the Caribbean.
It is still too early in the life of these activities to detemine their.
ultimate success, but in temns of progress to date it would appear that the
ICD has been quite successful.

The training of host country seed experts through internships in foreign
campanies and through in-country workshops would appear to be far behind
séhedule and one which will need to be accelerated in the future. Only one
person to date has been trained through an internship with a U.S. seed company
and only a couple of in-country training workshops have been held. The
project paper noted that it was expected that about 50 percent of the budget
would be expended for training. This is nowhere near a reality and it is

doubtful that it will be reached by the end of project.
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I11. ICD Operation and Mhanagement

A. 1 Operations

1. Policy. An area in which the IQ appears to have had
several impressive successers is that of seed policy reform. As previously
noted, the I has put a major emphasis on changing the policy enviromment of
the countries in which it works to stimulate the development of commercially
oriented seed industries. It made a major effort in this regard in Turkey and
the results of the I(D's efforts were seen in May of this year when the
Turkish Government announced a large number of seed policy chang‘es in thé
areas of import restrictions, seed certification requirements, and private
investment in comercial operations which include seed investments. Foreign
campanies have specifically been requested to explore possible investments and
the government has shown a disposition to substantially alter its traditional
position.

A major aéhievement of the I has been its ability to continue to
operate with the CFC and develop a comprehensive program of draft legislation
which can be implemented by Caribbean countries orce the CFC beccmes an
effective organization. The CFC and the Caribbean member countries of that
organization have given the I unqualified support over a very long period of
time, despite the shortcomings of the CFC itself. The ICD project is one of
the few projects that has received this level of support throughout the
difficult period which the CFC has passed. While the policy reconmendations
have not yet been implmented by the Caribbean countries, it would appear that
this has been more the result of the ineffective leadership of the CFC rather
than the lack of political support by the countries themselves. The past
support of the ICD program would suggest that it has a good chance of success.

The impact of the I on Thai policy has been indirect but important.
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One of the reasons the MSU team in Thailand supported the intern training
program was because of its potential impact on high level Thai seed officials
who could influence policy.

The last case of potential success of the ID in the poliey area is that
of Tanzania. The ICD provided assistance to that goverrninent in the Operati-on
of its parastatal seed corrpény, Tanseed. It made recamendations which
involved substantial poliey changes by that govermment. The AID Mission in
Tanzania notes that the govermment has taken these recormendations under
serious consideration and there is a good chance that they will be adoptéd.

2. Technical Assistance. The I has not had a large number of

opportunities of providing technical assistance management services to
spyecific seed industries, apart fromn specific training programs and policy
guidance. It would appear that in those countries in which it has operated,
however, the lack of resources of the I to provide major financing of seed
projects has not been an impediment to its effectiveness. The ICD has enough»
resources available to finance a fair amount of training itself and it has
been sl:le to combine its services with those which can finance other
camponents of a seed project. In Thailand the AID Mission had already
financed one seed project and was ready to finance another. In Sudan the
African Development Bank provided the government with the necessary funding
for the major components of its seed project, so none were needed from the
ID. In Kenya various donor agencies were positioning for an opportunity to
provide financing, and in Tanzania the AID Mission also had financed a seed
project. Likewise, in pending requests the I(D is being asked to provide
assistance in potential projects in the Ivory (hast and Zaire for which the
World Bank is interested in providing financing. Thus, it would appear that

the lack of major seed project funding resources by the ICD is not a hindrance
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to the effectiveness of the seed program.

The responsivehess of IM's program to AID Mission requests for
assistance can only be judged by the missions themselves. In the cases of
Thailand and Tanzania the missions themselves have given the I very high
marks for the quality of services they have provided and the responsivenesé to
their concerns. In the case of Kenya it is not eclear why the Mission decided
not to ulitize the services of the IM. It is worth noting, since a nurber of
the requests come from non-AID sources, the reaction of other donor agencies
| whiech have utilized H])'§ technical assistance services. The IBRD, the ﬁNDP,
and the IRC staff involved with the I in Turkey and the Caribbean found the
quality of services of the ICD to have been excellent. All three
organizations expressed the highest respect for the ICD and its capacities in
responding to their requests. The test of the sincerity of these complements
by USAID Missions and other donor agenéies is perhaps reflected in the fact
that the World Bank has initiated a number of additional requests for the
services of the ID in the Ivory Coast and Zaire, and that pending requests in
Sudan, Caribbean, Thailand, and Pakistan are all based on its previous'work.

3. Training. The training program of the ICD under the seed project has
been less successful than expected. The project paper contemplated that for
years 2 through 4 of the project approximately 50 percent of the project
expenditures would be devoted to training costs. It was estimated that from €
to 10 trainees per year could be "eesily" trained in U..S.. seed carpany
facilities, plus an undetemined nunber by ¢ompanies in othef developed
countries.

In actual practice, a lot more has been spent on training needs surveys
than on actual training itself through internships and in-country training

workshops. If both direect training and preparation costs are canbined for the
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Caribbean, Sudan, Thailand, and Pakistan they still only represent a total of
8.6 percent of thé total grant funds disbursed to the ICD. If 1M
adninistrative staff costs were added to this for the.tine involved in
arranging these training activities, it is doubtful that total training
disbursements would cane anywhere near the 50 percent contemplated at the
beginning of the project.

This low level of training is a function of both the lack of requests
for training and the lack of capacity of the ICD to place the numbers of
interns fn large seed corpanies as originally planned. The lack of denaﬁd can
be seen from the fact that the ICD has discussed at length in-country training
workshops in the Caribbean, Thailand, the Sudan, and Pakistan. While the 1D
has been willing and able to perform these services the countries have been
slow to get their side of the activities going, so the I has had to wait.

On the other side, when the ICD has faced a large internship request, it
has not been able to perform quickly. In Thailand, the government requested
that four Thai senior seed officials receive intern training in»foreign seed
corpanies. The I was able to place only one in a short period of time, and
then after considerable effort was able to offer two additional internships
for later this year. The I(D, on the basis of its experience, feels that with
substantial efforts it can place a maximum of .4. interns per year. Several

»industry sourced have acknowledged that the costs of seed companies to train
an LDC seed expert are relatively high. Thus, it is unlikely that a campany
that has accepted an intern will be willing to to do the same again the
following season.

The original projections that training répresent 50 percent of
disbursgnents, howev 'r, do not appear unduely optimistic. If the average cost

of intcrships and workshops were to be approximately $15,000.00 each, then the
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50% target could have been reached in 1981 by a total of 4.6 internships
and/or workshops and by 6.4 in 1982. If the entire bufden for reachiﬁé the
target were to be based solely on internships, the I would probably have a
difficult time reaching the target. If, however, a combination of workshops
and internships were carried out in a single year, which would be much eaé&er
for the IM, then this target would be quite reasonable and within its
capacity. The lack of achievement of this target, however, is probably the
most important shortingeoming of the project, since training was envisoned as
one of itscentral objectives. It would again appear that the lack of a.
vigorous promotion of the project to better inform the AID Missions of the -
training services of the ICD played a major part in this shortcaming.

The quality of the training received by the one intern has been
considered by the Royal Thai Govermment to have been excellent. Certain
aspects of the training, however, need same revision. As mentioned
previously, the length of seed intern training for senior govermment officials
must be shorter than that contenplated in the project paper. To acecarplish
this, however, certain revisions of the training program for such persons will
have to be made. Because of the time constraint, it is possible that training
should be focused on only one crop or only one or two activities, such as
purchasing operations, processing, quality control, or field inspection.

Theré is same disagreement on this point by Thai officials. This issue can be
better addressed after a couple more training experiences. It is important to
note that the ICD itself feels that internships should be limited to senior
seed of ficials rather than lower level personnel in LDC govermment entities
and private seed conpanies. In fact, the ICD specifically indicated to the
Cameroon Mission that it did not want to focus its training on mid-level

govermment people. Thus, the consequences of this policy must be integrated
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into the design of the training program.

The Thai experience would also suggest that corpanies which accept a
trainee need to make a more direct commitment to actually train the intern
rather than just permit him to be an observer at the plant. The Thai intern
felt that he was trained by men who had so many operational responsibiliti~es
that they did not have the time to give him specific training, nor did they
necessarily know how to train. The ICD needs to make some detailed
arrangenents with seed carpanies who accept interns to make sure that a real
camitment is made that certain plant individuals are oriented regarding' how
to train the intern and are given specific time to carry this out.

Finally, several details should be mentioned which will improve the
training experience itself. In the Thai case the official who was trained was
placed in a motel at the edge of town without a car for personal or
professional use. Even though he spoke Bnglish, the result of the
accannodations was to isolate him. A senior official with considerable
responsibilities cannot be expected to live in such a situation, especially
when he is not with other interns to provide some campanionship and when the
time period for training is more than a week or two. Also the Thai trainee
found the weekly financial report very burdensame. It could have been
eliminated by merely providing him with a per diem allowance for ordinary
expenses.

4. Promotional Assistance of ICD. The I has been quite successful in

attracting other capital support for its seed activities, although the
existence of capital support was what gave rise to requests for ICD services

in a nunber of cases. The I has been able, however, to attract contributions
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Table 3
Non-ICD Funds Contributed to ICD Activities

Project I direect over- Other
seas expenditures Funds

Source of Other Funds

Caribbean $ 70,600 $150,500 CrC, EDF, UNDP, USAID
Swiss Government

Tanzania $ 10,000 $ 8,050 USAID

Sudan $ 5,000 $ 1,000 Govermment of Sudan

Thailand $ 27,000 $ 10,600 USAID, Royal Thai Govt.
GolKist

Turkey $ 26,000 $ 9,150 Govt. of Turkey

Pakistan $ 10,100 $ 4,600 Corn Products Co.

Kenya $ 2,000 -

TOTAL $150,700 $183,900

Source: calculated by ICD from internal records
from AID missions, regional organizations, UN agencies, international donors,

and private companies. Table 3 gives an estimate of the funds and value of
time which has been donated in its various projects.

As can be seen from the table, other funds have actually been greater
than direct overseas costs expended by the I in its field activities. If
the total seed grant funds are included, of course, this $183,900 becanes only
59 percent of the total funds spent by the ID. The amount in relation to the
grant funds, however, is not insignificant.

B. I Management and Organization

1. Qualifications of ICD Staff and Senior Associates. An

evaluation of the level of qualifications of the I management and associated
consulting staff to carry out the seed program is to be detemined by the
manner in which the project has met its goals and adjusted to unexpected

events, where such was in the control of these individuals. In this context
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the camments already made are directly relevant to this point. The opinions
of those who have worked with the I(D staff and senior associates on specific
overseas activities are extremely complimentary of their abilities and the
quality of their services. While specific programatic changes have been
suggested by some individuals interviewed, the evaluators in their interviews
with a very wide range of individuals with different contacts with the project
have found only highly complimentary evaluations of the ICD staff and its
senior associates.

The I has involved a number of seed experts who are neither staff
members of the ICD nor its senior associates to provide services. The
assessment of field people as to the quality of these people also indicates
that they have been well qualified and performed at a high professional
level. This should be considered a major accamplishment. Several executives
of seed companies and associations who have dealt with agribusiness companies
noted that carmpanies often give less qualified staff members to assignments
where they get no direct benefits, because of the implicit cost to them of
sending their more qualified and senior people. Thus, the ability of the I
to obtain the level of people it has represents an important achievement of
the project.

2. Impact of I(D's Special Relationship with Developed Country Seed

Companies. Both donor agencies and executives in mutinational seed carpanies
have felt that the special relationship of the I(D with seed companies has
been a key element in its ability to operate in developing countries with
credibility. Both donor agencies, AID Mission personnel, and regional
officials have noted that the acceptance of the I by LDCs has made it
possible for the ICD to provide cammercially oriented advice and assistance to

developing countries. It was generally felt that these countries would not
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have been receptive to this type of advice had it came through companies or
donor agencies themselves. In fact, several individuals in donor agencies
noted that this appecarence of being independent of the multinational seed
campanies yet having access to their expertise has made the I uniquely
qualified to carry out its functions successfully with developing countries.
They noted that the countries have felt that they were getting the benefit of
the technological information of the large seed campanies in the developed
countries without giving any special advantages to them.

It is important to note however, that the special position of the ICD
has had an equally important impact on the large seed companies. It was
pointed out by several industry sources that seed associations and campanies
are generally on their guard against consulting firmms which frequently
approach them regarding the availability of their staff for specific
assignments. The [ has been able to create a credibility with seed
canpanies which has set it apart from consulting firmms and which has allowed
the expertise of these campanies to be available to the project.

3. Sufficiency of Core Staffing. The core staffing has been sufficient

to meet demands for the services of the I seed program to date. Although
the level of demand is inereasing substantially, the current core staff is
sufficient to handle the anticipated volume of business. If the I were to
service 6 to 8 requests this year, this would represent almost 2 months of
time per request which should be within the capabilities of the I(D under its
current staffing level. Likewise, the senior associate system of the ID
allows it to increase its capacity without making any long term staffing
commi tments, which is a distinetly beneficial mode of operation from both the

ID's and AID's point of view. If demand were to take another large leap as
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it has this year, however, it is doubtful that the I would have grant

resources to satisfy it, quite apart from any staffing needs.
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IV. Qonelusions and Recammendations

A. Conclusions. The evaluators would make the following general
eonclusions:

1. The seed project has been successful in holding to its general
objectives which represent an important focus on the camercial develogneni of
seed industries in keeping with AID's new private sector enphasis.

2. The I and the AID project managers have been flexible in shifting
project strategies when it became clear that this was necessary to achieve the
basic objectives of the project.

3. The development of a needs inventory in IDCs was not adequately
designed and never really accanplished.

4. Network building of large coarpanies in the developed countries is
both a time consuming and expensive process, and only has pay-offs over the
long temm; short term benefits are highly unlikely. This is especially true
when no real network exists in the contractor or any other entity, as was the
case in this project. It would appear that it has taken 3 years of
preparation and only now is the project really taking off.

5. The I seed program lacked an adequate level of demand for its
services to utilize effectively the grant funds that were disbursed in the
first three years of the projeet, but this problem seans to have ended. Its
relationship with the Uhited Mations network was the prinecipal source of
business during its initial years and probably did more to utilize effectively
AID's grant funds than any AID initiated activities. Likewise, a more
vigorous promotion program within AID would probably have been cost effective.

6. The project took a definite shift toward policy assistance which was
justified, given the conditions in the countries in which it operated.

7. The project has fallen far short of its training objeective, which is
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amajor shortecaming of the preject. The difficulty seems to have been linked
to the overall lack of understanding of the project in the field, and hence
the lack of demand for its training services. It would appear, however, that
the ID still has sone network building among' seed campanies to accomplish for
its internship training program. . \

8. The ICD has been highly successful in gaining credi't;\ility in the seed
industries of both developed and developing countries. Developed countries
perceive it as independent frommultinational! companies and multinational seed
canpanies perceive that the ICD has a private sector/camercial orientat‘ion to
seed problems in developing countries.

9. The I has been successful in obtaining the servieces of highly
qualified seed experts and providing high quality services to the activities
in which it has been involved under the project.

' B. Rec«;nmendations. The evaluators would rake the following general
recarmendations:

1. AID should require that there be a closer relationship between the
IO seed program and the Mississippi State University seed project. This
could be accamplished by first having S&T/AR and MD better coordinate their
efforts and then by having MSU and ICD regularly meet to discuss possible
collaborative activities. MSU noted in interviews with the evaluators that
they found ICD's assistance valuable and that the cormercial management
aspects of seed industry development are important. MSU does not have the
expertise of the ICD in this area and the two entities shodld work in greater
concert to exploit their conplementary areas of specialization. In both
Tanzania and Thailand the value of the two groups working together has aiready

been demonstrated, yet there is no fomal mechanism to ensure that it will be

repeated.
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2. The internship training program needs to be revised to more
adequately mect the objectives of training senior seed officials in LICs. The
I should develop a specific orientation program for seed companies which
establishes specific training objectives and a camitment on the part of the
canpanies to provide capable personnel who will have the specifiec
responsibility to train, as well as a better scope of work of what is to be
accanplished during the internship. Also, more care needs to be given to the
circunstances in which interns are placed, including lodging, social
activities, and transportation.

3. With the accelerated damand for its services, the ICD will have to
create same criteria to prioritize requests. Several of these should be: (i)
the political strength of the institution with which the ICD would work, to
avoid a repeat of the lost time under the CRC/Caribbean experience, and (ii) a
demonstration of a serious intent by the govermment of the country involved to
operate its seed industry on a cammercial basis. (onsiderable effort can be
lost under the project, if the policy base necessary to operate a commercial
seed industry cannot be established because of the lack of political will.
This was a fﬁajor finding of the IM in its initial phases of operation and
should be a guide to its future activities.

4. Future projects which are valuable but not easily appreciated by AID
missions should contain a more vigorous promotion element. Reliance upon
informational cables to missions and meetings with technical backstopping

offices in AID/Washington regional bureaus is not sufficient.



