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_ This second evaluation came at the conclusion of the formal involvement of:the
technical assistance contractor, the University of California at Davis, with the
project. The team, composed of AID/W and USAID employees, was asked to evaluate the.
status of project research activities and to determine the degree of institutional
developnent a<_h1eved

The project's initial broad scope was soon narrowed to two prmc1pal sub-act1V1t1es,
strengthening horticultural research capabilities and building research capability in
agricultural economics. A third sub-activity later emerged to include attention to
research in pos‘t—harvest road handling, strengthening agricultural information .
management and equipping and organizing a new horticultural science laboratory.

Using a combination of technical assistance, training, technology transfer and
adaptive research, the project was successful in making a substantial contribution to
both productivity and to increasing the research skills of Ezyptian scientists. It
demonstrated that collaborative research teams involving govermment and academic
scientists could produce useful results. Improved high yielding horticultural varieties
were transferred to Egypt that were quickly adopted by Egyptian farmers. The tomato
varieties introduced by the project have been so successful that the econamic benefits
fran increased production of toratoes alone may, in the end, justify the investment that
this project represents. A less tangible achievement is the improved capacity of
Egyptian agricultural economists to undertake empirically based analyses of a variety of
economic problems and issues which confound the QE in this sector. In spite of these .
achievements, and they are considerable, the project was not a success. The basic
approach, conceived in an era of high level joint decision making between the U.S. and
the QE, produced an administrative and policy structure which, in the evalvation team's
review, was too camplex and too expensive when compared to the activities that
ult:1mately emerged as the backbone of the project. The original institution building
purposes of the project were not fulfilled, although significant contributions to
institutional capacity were made. For a variety of reasons, the University of
California at Davis had difficulty in developing apptopriate ptoject management,
administrative and fiscal procedures. Adequate incentives for attracting and retaining
qualified leadership and scientific personnel were slow to emerge, leading to severe
implementation aad management problems throughout the life of the project. Efforts to
remedy these problems seemed to '=ad to still other difficulties with either’AID.or with
the QOE. .

lessons learned: (1) Build. .z institutional capacity takes time, patience and-:
continuity of effort. Project purposes and expectations should be realistically stated
and clearly understood by all parties; (2) If institutional capacity is to increase,
responsibility for achievenents and for management of the process must be born by the
host country; (3) When the pressure for spending money or achieving physical 'outputs"
becomes too great, the capacity building purposes will be subverted; and
(4) Administrative problems can easily overshow substantive project achievements. Mre
attention should be focused on establishing management roles and responsibilities early
in the project life.
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.- EXEQUTIVE SUMMARY

This interim evaluation of the Agriculture Developrent Systems (ADS 263-0041)
comes at the conclusion of the formal institutional inwvolvement of the
University of California at Davis with the project. The University of
California played a key role in the early design of the project during 1977
and 1978, and was the contracting agency for assisting the Government of
Egypt's efforts to revitalize its agricultural research system. The project
purpose was to increase the institutioml capacity of the Government of Egypt
to plan and manage an effective agriculture research system.

The project's initial broad scope was soon narrowed to two principal
sub-activities, strengthening horticultural research capabilities and bui 1ding
up resecarch capability in agricultural ecoromics. A third sub-activity later
emerged to incluie attention to research in post-harvest road hardling,
strengthening agricultural information management and equipping and organi zing
arew horticultural science laboratory.

Using a cambimtion of technical assistance, training, technology transfer and
adaptive research, the project was successful in making a substantial
contribition to both productivity and to increasing the research skills of
Fgyptian scientists. It demonstrated that collaborative research teanms,
involving government and acalemic scientists could praluce useful results. In
the horticultural activity, improved high yielding varieties were transferred
to Egypt which were quickly adopted by Eqyptian farmers. The tomato varieties
introduced by the project have been so successful that the economic benefits
from inxeased praduction of tamatoes alore may, in the enmd, justify the
investment which this project represents. A less tangible achievement is the
improved capacity of Egyptian agricultural ecoromists to undertake empirically
based analyses of a variety of economic problems and issues which confaund the
GOE in this sector.

At amother level the project was successful in raising the awareness of the
@E and AID of the potential of horticultural cash crops for both domestic
consumption and for export. The GOE has begun to capitalize on this potential
by liberalizing price controls and export regulations on many categories of
horticultural crops. Moreover, at the micro level, the research capabilities
of imdividuals have een strengthened and the existing research system
energized.

In spite of these activity successes, and they are considerable, the project
was not a success. The tasic approach, conceived in an era of high level
joint decision making between the U.S. and the GOE, produced an administrative
and policy structure which, in the evaluation team's view, was too complex ard
too expensive when campared to the activities which ultimately emerged as the
backtone of the project. The criginal institution building purposes of the
project were not fulfilled, although significant contrititions to
institutional capacity were made.
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For a variety of reasons, the University of California at Davis had difficulty
in developing appropriate project manmagement, admini strative and fiscal
procedures.  Adequate incentives for attracting and retaining qualified
leadership and scientific personnel were slow to emerge, leading to severe
implementation and management problems throughout the life of the project.
Efforts to remedy these problems seemed to lead to still other difficulties
with either AID or with the GOE.

It is unfortunate that this is so. The time, erergy and quality of commitment
of the many U.S. and Fgyptian scientists acsociated with the effort far
exceeds the rewards they may have received. Close working relationships
between the two scientific communities were established and, with luck, will
survive the end of the formal relationship. Training oppportunities, access
to research networks and materials will contimie to materialize for Egyptian
scientists. Out of this experience, perhaps the basis for a more praductive
Egyptian agriculture research system has been established.

There are important lessons which can be learned fram this experience. These
have been spelled out in some detail in this evaluation and in the 1981
evaluation of ADS. Perhaps the most important lesson is a conservative ore.
Building institutional capacity takes time, patience and continuity of

effort. Project purposes, and expectations should be realistically stated and
clearly understood by all parties. If institutional capacity is to increase,
responsibility for achievements and for management of the process must be born
by the host cauntry. It cannot be shared or fragumented. Finally institutions
are not just organizatiomal charts, rules of procedure, or physical

bui 1dings. .People make institutions work, and people must be allowed to make
mistakes and learn from them. Wnen the pressure for spending morey or
achieving physical "outputs" becomes too great, the capacity building purposes
will be subverted. All of this is as true for developing agricultural
research systems as it is for other develcpment activities.
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PREFACE TO THE 1983 EVALUATIQN

f
)
|

This evaluation is a "regularly scheduled" AID evaluation of the AID financed
Agricultural Development Systems (ADS) project. It cames at a point three
months short of the completion of the UC/Davis contract with the Govermment of
Egypt. AID, the GOE, and UC/Davis agree that contract will mot be rerewed or
extended. USAID has proposed, however, that the project will be extended for
ore additioml year, after which it is anticipated that the most promising
activities will be incorporated into the proposed USAID agricultural “"sectoral
assistance" program with the Government of Egypt. Thus, a critical decision
which might have shaped this evaluation, whether to contimue with the UC/mavis
contract or not, is no longer relevant. As stated in the scope of work
developed for the evaluation by USAID/Cairo:

"the intent of Evaluation is to evaluate the status of present research
activities being comucted by the project and determine the presence or
absence of institutioml development which may have occwrred, or is
occurring. USAID plans to use fimdings of evaluation as a guide in
determiring which, if any, research activities row underway merit
contimed support. (USAID/Cairo to STATE Cable #07265 dated March 1983.)

The 1983 evaluation team was: Richard Blue, Team Lealer, Associate Assistant
Adnd ni strator, Office of Evaluation in the Bureau far Program and Policy
Coordiration, AID/W, Bemard Pollack, Senior Horticulturist, AID S&T/AP, amd
Jack Sleeper, AGR/PAD, USAID. Fred Hutchinson, Director of BIFAD, AID/W,
participated as an observor and provided valuable insights. Sareya Amin, FSN
Economi st was most helpful in assisting in the economics sub-project
evaluation. :

The methodology for the evaluation was standard for rapid appraisals. It
included review of project dccuments, interviews with USAID, GOE amd project
staff and principal activity leaders. Site visits were made to field research
stations, trial sites in various locations in Egypt, the Project Office, the
Central Laloratory and the Natioral Horticultural Lakoratary.

Interviews with farmers were held in the ABIS area, the principal area of
tomato produwction using ADS developed varieties. The evaluat ion began May 22
and a preliminary report was delivered to USAID, the M.nistry of Agriculture,
amd project staff on Jure 9, 1983. The draft was reviewed by AID Washington
and interviews held with University of California staff in July 1983. Based
on coments from all parties the draft report was revised and fiml report
delivered to USAID/Cairo.

The team acknowledges with gratitude the assistance of many people who
provided information, insidhts and opinions about this project. We are
especially arzteful to Dr. Youssef Wally, Minister of Agriculture (moR),

Dr. Mohye El Din, DA ard Director of ADS, Dr. El Azzoani, Co-Director for
Horticulture, Dr. Glasshurner, UC/Davis and Co-Director of ADS, and

Mssrs. Ray Fort and John Swanson, USAID/Cairo, all of whom gave of their time
and erergy with considerable patience and understanding. We hope we have been
accurate in our reporting and balanced in our judgments. Errors of commission
and ommission are, of course, the responsibility of the team.



'I. INTRODUCTION

A. Backgg ourd

The Agricultural Development System project (ADS 263-0041) was among the first
projects authorized by AID in the agricultural sector under the renewed
foreign assistance relationship between the Government of Egypt (GOE) ard the
Agency for International Develcpment (A.I.D.). The ADS project agreement
between the GOE and AID was signed in 1977. It was followed by an interim
host country collaborative assistance contract between the GOE and University
of California in 1978, with the Davis Campus (UC/Davis), assuming
responsibility for coordination for the University. In 1979, an exparded five
year contract was concluded between the University of Califarnia and the GOE
to implement the project.

An interim evaluation of ADS was condicted by an external AID team in December
and January 1961. This report, formally submitted to the Ministry of
Agriculture in June 1981, is an extensive histary and amalysis of the origins,
purposes, organizational structure and implementation history of the project.
It is recommnended that this evaluation and the UC/Davis response to it be read
as vssential background material for the present study.*

B. .The Status of the ADS Project in 1781

The 1981 ADS evaluation team's principal. findings and recammendations are
paraphrased as follows:**

* R.Blue, et al, BGYPT: AGRICULTURAL DEVELOPMENT SYSTEMS PROJECT, AN INTERIM
EVALUATION, USAID/Cairo, January 1981.

** The complete statement of firmdings, recammendations and lessons learned is
in Annex to this report.
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Severe startup and implementation problems had delayed the project.
Contributing casﬁal ‘factors were inexperience on all sides with host
country ~ontracts, misunderstandings about the purpose of the
project, lack of correspordence between the Project Paper (the

‘authorizing document) and the UC/Davis-GOE contract, difficulties in

fimMing anmd gaining camitment from eppropriate faculty members, amd
poor communction between all partics.

Early delays in project implementation led to pressure later in the
contract life to rapidly develop project activities. This pressure
may have put more emphasis on getting work underway rather than
analyzing needs, setting priorities and concentrating resources on
the highest potential areas and most significant problems.

In spite of early problems at the time of the 1981 evaluation,
proaress had been made in three main areas:

- a joint project decision making structure had been developed,
staffed and appeared to be working.

- substantive work had begun in the horticulture subsector,
especially tomatoes, the agricultural economics subsector, and
certain other activities, e.g., a proposal for an agriculcural
library, feasibility studies for agricultural statistics, and
severa). new research activities in agricultural science.

- the most significant institutional accomplishment was the

formation of collaborative research teams drawing from M)A, the
Egyptian academic faculties amd U.S. experts. This
accomplishment was stressed by all parties anmd should not be
understated.

The Central Laboratory being established on the University of Cairo.
campus was found to be an important part of the overall horticultural
research effort. However, critical issues of physical development,
management, budget support, access and control had not been
adequately addressed or resolved.

The training requirements for Egyptian scientists had been severely
underestimated, particularly in the Agricultural Economics subproject
but also in Horticulture subproject. A training program was evolving
but many needs had rot been anticipated in initial hudget planning
for the project.

A main purpose of the project was to develop institutiomal capacity
in the M)A. However, because the project was organized outside the
ministry to some extent, it was questionmable whether long term,
sustainable institutional development would occur, whatever the
bernefits to individual scientists.
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Based on
the most
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9.

With the

Financial management seemed inadequate. Although an evaluation is
not a financial aulig, the evaluation team found it difficult to
reconcile budgets with actual experditures and could not determine
whether costs of specific activities were reasomable amd in line with
initial estimates.

these findings, the 1981 evaluation made a mmker of recammendations,
important. of which are:

The Project Paper be amerded to bring the goals and purposes of the
project paper into closer aligmment with the actual activities and
projected real accomplishments of the project.

USAID monitoring and substantive management of the project needed to
be strengthened.

A comprehensive incstitutional developrent and training strategy
should ke developed to insure long term sustainable activities and
berefits of relevance to Egyptian agriculture.

Participation of U.S. scientists, including experts from universities
outside the Califarnia system should be expanded.

Plans for general agricultural development should be dropped.
However, efforts to extend results of crop specific activities amd
research papers from the Agricultural Economics activity should be
accelerated.

The creation of a natiomal agricultural information system, based on
an expanded National Agricultural Library should be crushed.

The status of and operations and mamagement responsibility for the
Horticultural Laboratory should be clarified.

The agricultural ecoromics research activity should be more
effectively integrated with horticultural activities. '

Dissemimation of research results for all activities through
workshops, publications, seminars and other means should be

.encauraged, but under a different project.

possibility that these recomeriations were both reasomble and could

be implemented, the 1981 report recamended that the contract with UC/Davis be

extenled

for two years. This recommendation was based on the judgment that

the project activities then underway had the potential for making an important
contribution to Egypt's agricultural development. Given tha nature of the
research, particuliarly in the horticultural activity, and the early delays in
implementing the project, more time was needed to achieve results and to
develop a firm institutional basis for a viable long term program.



IT. ORGANIZATIONAL STRICIURE .

A. Organizational Structure

The basic structure of technical advisory committzes, subproject co-directors,
project co-directors, project coordinator and joint boards (JPPB) remained
unchanged from 1981 to the present. Although on the surface the system
appeared rather top heavy, it did correspord to the idea of joint decision
making and worked sufficiently well to gererate, review and aﬂmlmstratlvely
support forty-two international activities in the two subprojects and in the
third "other" categary. The main elements of the project remained
horticultural research, agricultural economics and selected other activities.
Project expenditures accelerated rapidly in 1981 and 1982 and the project will
have experded all funds by completion of the contract.

The system of joint decision making has had, however, several notable and
perhaps umanticipated drawbacks. These are:

1. VWhile enhancing institutiomal capacity in the broad sense, it dilutes
the institution building purposes of the project in so far as the
Ministry of Agriculture's Agricultural Research Centers are concerned.

2, It appears to give more control to the contractor (uCc/Davis) than the
GOE would like, hence leading to contimed dlsagreement over issues
of project administration.

3. It s contributed to the sporadic pattern of Egyptian efforts to
assert contrel through occasional administrative resistan.s without
really contrituting to increased Egyptian responsibility for actions.

4. It has not produced careful finarcial accounting or budget
management, supposedly one of the virtues of the system.

These weaknesses, porhaps overstated, require some discussion.

B. Institutiomal Levelopment

The 1981 evaluation noted that enhancement of the institutional capability of
the MA related institutes was a major purpose of the ADS project and
recommended that a comprehensive strategy be developed to that end. While
significant enhancement has occurred of the capabilities and resources of
irdividual scientists has accurred, a horticultural laboratory has been
established and most positive of all, a pattern of ministry-academic team work
has proven successful, these achievements do not by themselves constitute
institutional development. For example, all Egyptian scientists interviewed
stated that without incentive payments the collaborative research begun unde:
ADS would not contime. Yet it is questiomable whether the level of incentive
pay can be maintained by the MOA. All MDA/ARC persomnel agreed that whatever
the accomplishments of ADS, and they are substantial, the Ministry of
Agriculture had rot terefitted in terms of its own institutiomal ability to
plan, administer and evaluate a systematic research program. Indeed the
Egyptian position paper developed by the Egyptian portion of the Joint Policy



Planning Board in September of 1982, indicated very little change in thinking
about the organizational structure. In this paper support for project
activities and management continues to rely on U.S. administrative as well as
technical assistance. There is little to indicate that serious consideration
has been given to the reorganization and integration of promising activities
into an overall program. The main shift is away from joint decision making
between Egyptians and Americans, but in all other respects, the "project
mentality" prevails. For example, there would be an Egyptian director
"assisted by an American senior technical advisor." Further, "each subproject
will be administered by a resident technical advisor from Davis." The MDA
appears to be wedded to a project approach, when what is needed is a more
comprehensive program design for integrating the various activities started
under ADS into a strategy for measuring production.

The ADS project concentrated its eiforts, urderstandably perhaps, on
developing activities and creating a process by which activities were reviewed
and implemented. The planning horizon, however, was urusually short, even
though most professionals involved recognized that creating a long term
research strategey with the institutional properties of a research program and
system was necessary. The location of the project outside the Ministry's
Agricultural Research Center and the retention of substantial policy and
budgetary and administrative control by UC/Davis reduced the extent to which
institutional learning and increased capacity would accrue to the Ministry.

C. Control Over Administration

The failure to resolve the institutiomal development stragegy issue meant that
each inmdividual research activity became an end in itself. At the outset it
must be stated that in contrast to 1981, most Egyptian camments about the
quality of U.S. scientific assistance were extremely positive, especially
after other resecarch scientists in the U.S. were enlisted to participate in
the program. After incentive payments, continued ccllaboration with American
colleagues was viewad by many Egyptians as the most important ingredient for
the successful development of research in horticulture and agricultural
ecoromics in Egypt. The means by which these scientific relationships will be
maintained, however, has not yet been developad.

Nevertheless, at the level of project administration, differences in procedure
and style continue to cause difficulties. To overstate the case, American
management at UC/Davis did not have confidence in Eqyptian administrative
abilities and 4id not want to be put in a position where Egyptian authority
was paramount. To a lessor degree this concern extended to professioml
relationships as well. The UC/Davis administration had had difficulty
initially in gaining the support and involvement of faculty members in the
project, and felt that Egyptian technical control wouid further inhibit the
involvement of U.S. scientists as well as the substantive progress of the
activities. These concerns, plus initial UC/Davis inexperience in managing
technical assistance relationships led to perhaps excessive efforts on the
UC/Davis side to retain authority over the contract activities. This effort
began in the initial stages of the project, and has contimied throughout.



D. Egyptian Administration Actions

The apparent lack of conflder‘lce in Egyptian admini strative capabilities on the
UC/Davis side was matched by contimued Egyptian resistance to the concept of
joint decision making, which some, if not all Egyptian lealers saw as defacto
dominance by the UC/Davis project leadership. Egyptians believed that a host
country contract meant that UC/Davis worked for the Govermment of Egypt. The
contract, however, explicitly gives the UC/Davis the responsibility for
financial management and administration. The construction of hudgets for each
activity seemed to be very much a product of the UC/Davis cocrdinat ion office
and American co-coordimtors in Egypt. Egyptian administrators of the project
had little woice in decisions involving expeniiture items involving U.S.
dollars or AID dollar purchased Egyptian pounds. In a reactive fashion, they
could control to some degree the timning anl frequency of U.S. scientists
visits to Egypt and the use of the Egyptian Special Furd.

Placed in a position where authority over the project's direction was more
symbolic than real, amd truly desirous of receiving substantive technical
assistance, equipment, ard in horticulture, rew plant varieties, most
Egyptians did mot resist the terms of the arrangement. However, there is
little daubt that when in 1982 the opportunity arose to reformulate

admini strative arrangements in anticipation of a rew contract, the Egyptian
leadership chose to subordinate UC/Davis to the Ministry of Agriculture.

E. Fimncial Mamagement and Budgeting

Recards in USAID files amd those supplied by the project office irmdicate that
improvement was made in reporting annual experditures and in the preparation
of hudgets. \An evaluation is not a fimncial atﬂit/.} Nevertheless, several
observations on the overall allocatlon amd management of fimancial resources
need to be made.

1. The rate of expenditure on approved activities improved dramatically
in 1981 amd 1982. So much so that funding for the final year 1983
had to be scaled back in anticipation of a budget shortfall. This in
turn led the project to make a number of requests for awmentation of
furds from USAID, to which USAID agreed on demonstration of actual
needs. UC/Davis did not want to accept a qualified commitment,
seeking instead firm official cammitment to maintain expenditures at
the 1982 levels. Apparently UC/Davis did not have great faith in
USAID's ability to perform. The issue of contract extension became
mixed up with project extension and awgmentation. Finally, UC/Davis
decided or realized, deperding on ore's perspective, in September
1932 that their contract would not be renewed. However, the issue of
project augrnentatlon remained. Failing to receive a firm USAID
comitment in September 1982, ADS project administrators in UC/Davis
amd Cairo decided to ¢ut back 1983 expenditures rather than maintain
the 81/82 rate. This reduction meant that many research activities
had to curtail planned expenlitures for 1983. In early 1983, a
Reyional Inspectar General's audit was begun on the dollar purchased
Egyptian pount account, and a number of items charged were initially
disallowed. Subsequently, all planned activities inwolving travel,
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'workshops and other related expenditures were suspended until

reconciliation of the audit fimdings could be campleted. Because of
this the current evdluetion was umable to review or make final
judgments about expenditure rates or cost effectiveness of the
programs as the end of contract status is approached. (FN: It
should be noted that USAID has sulmitted a Congressional Notification
for awgmentation of the project in the amount of $2,000,000. Of this
amount, $1.8 million was to go initially to the UC/D contract.

Current thinking is to use most of the awgmentation to carry the
project through 1984 after the UC/D current contract is campleted on
September ., 1983.) :

As moted in the 1981 evaluation, implementation problems in the early
stages of ADS put pressure on project leaders to rapidly obligate and
experd fumis. In late 1982, UC/D project authorities recognized that
they had encouraged this and that it had led to overbudgeting for
some activities, overspending in others. For example, nine of the
nineteen active horticultural activities exceeded their budget by ten
percent or more although the overall rate for horticulture was about
on target. The financial analysis prepared by ADS in October 1932
indicatea that the project had expenied $4.8 million fram the dollar
and Egyptian paund accounts in 1981-82 alone. The rate of

experditure was much higher in the dollar account than the pound

account, but at that rate, an additional $1.9 million ard $353,316
worth of pounds was requested for 82-83. As mentiorned alove, this
was not accepted by USAIP although it did agree to auyment based on
demonstrated need.

The projected shortfall meant that a painful adjustment had to be
made, the uverall project had to move from an attitule of plenty to
ome of frugality. For example, the tomato activity, one of the most
successful in the project, was cut from $43,000 requested to $24,000
in 1982-83 against an expemditure of $49,000 in 1981-82. Deciduous
fruits had spent $56,000 in FY 81-82, requested $55,000 in FY 82-83,
hut received only $39,000.

These cuts were not appreciated by UC/D faculty, at least one of whom
complained in writing that some less meritorious projects (in the
writer's view) had received less substantial cuts, and that there had

- been no internal review and evaluation on which to establish

priorities based on real progress. On the Eqyptian side, budget cuts
determined by the UC/D office were equally aggravating. They had
been made without much if any input from the Egyptian Team Leaders.
USAID complained that UC/D had misinterpreted the USAID position on
further financial support. USAID was particularly annoyed that most
of the cuts seem to come at the expense of extension and outreach
activities, something USAID wanted to promote. UC/D countered that
in the absence of a firm commitmernt to continue the project by
September of 1982, they had no choice hbut to scale back the 82-83
budget. The net result of this was anger and frustration on all
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sides. After two productive if not totally harmonious years, ADS
seemed back where if started in so far as internal relationships were
concerned. The Ingpectcar General's audit, in the spring of 1933
further contrihuted to the growing sense of dismay and frustration.
-American and Egyptian scientists, who had begun to establish
praduwctive working relationship felt that they were paying the price
for project management problems.

F. Administrative Costs

A fairly constant theme in discussions with Egyptian and some American
scientist concerns the alleyed top heavy administrative structure of ADS.

This was also moted in the 1981 evaluation. UC/D aldressed this issue in a
February 192 memo which maie two basic points; one, the high ratio of
administrative to program expenditures was a function of heavy front end costs
assocciated with the stort up of the program and, two, a project like ADS is
going to require highier administrative costs because of necessity to operate
both a Cairo and UC/D office. It was added that the initially high ratios of
admiri strative to actual resszarch expenditures (between 30 and 40 percent
through September 1981) would come down to 25 to 27 percent by the emd of 1982
as programs became fully active.

The evaluation team agrees that the structure of ADS puts a heavy hurden on
the budget for administration. The UC/D calculations, however, do not include
the 26.5% university overheal charged to the direct .dollar costs of each .
activity, nor do they include the costs of maintaining the technical

admini strative leadership at Davis. Although the university overhead rate is
exceptionally reasomble, the combined costs of both technical comittees
alore equaled $374,133 in 1981-82. Between 60 and 70 percent of this went to
salaries of U.S. professionals. Using the dollar accoant we estimate that the
ratio of administrative (incluling UC/D, Cairo, UC/D overhead, and technical
admini stration) came to appraximately 40 percent of dollar experditures
through 1982. Although this ratio may be reduwced in 1982-83, total ‘
admi ni strative costs have been unusually high for this project.

On examimation of cther expenditures by categcary within each subproject
activity, a clearer picture of "where the money went" emerges. Based on
preliminary budgets for the 1982-83 horticultural activities, excluding a line
item for Horticultural Administrative: Technical, the total dollar amount
availahle to horticultural resezarch in 1982-83 was budgeted at $970,000. This
does not include a reserve fund of $130,000. The average activity budget for
1982-83 was $48,500. In addition, each activity had available, on average, LE
40.500 financed by AID. By analyzing six activity budgets prepared for
1982-83 in the horticulture subproject, the following camposite budget
breakdown was prepared.
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TABLE 1

Estimated "Average" Activity Budget
Horticultural 1982-83*

$ U.S. L. E.
48.500 40,500
UC/Davis Egypt
Salaries 16.975 (35%) 20.250 (50%)
Internatioml Travel 10.185 (21%) 4,900 (12%)
Expeniables 7.760 (15%) 15.350 (38%)
Misc. (Intern'l Travel) 2.910 (6%) ' -
UC/D Overhead 11.840 (26.5%) -
Equipment 3.820 (8%) -

*Source: Activity working budgets for six Horticultural subproject
' Activities UC/Davis, USAID files 1982-83.

No actual budget correspords to the figures presented, but the average cost
assigned closely reflect the pattem of distrimtion found in the six budgets
which were examined. This average budget shows the large proportion of the
technical assistance activity which when using senior scientists and frequent
short term visits, must inevitably be used for salary, travel and per diem.
For travel and per diem of U.S. scientists alome, appraximately $1.,225 million
was experded through FY 82, plus an additional $376.500 for UC/D overhead for
a total of $1.6323 million. This represents thirty four per cent of the
appraximately $4.645 million experded on activity agreements. U.S. travel and
salaries together account for appraximately 62% of the U.S. dollar side of the
activity budgets.
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None of this is meant to detract from the conclusion made elsewhere in this
report that substantial contrilutions to Egyptian horticulture and
agricultural economic research have been made. But it does raise serious
questions about the cost effectiveness of the approach used to develop and
enhance institutional capacity amd to transfer the benefits of U.S.
agricultural technology to Egypt.

G. Project Leadership

The 1981 evaluation noted that the ADS project had difficulty recruiting
qualified leadership to the projects administration. It was assumed that
these difficulties had been resolved by 1981. Howsver, since the 1981
evaluation the project continued to experience some difficulties mainly with
regard to leadership on both the UC/Davis and Egyptian sides. Highlights of
these problems include:

- The replacement of the American Co-Director in Egypt, Dr. Pierre
Ioisseauw in mid-1981 with Dr. Bruce Glassburner in January 1982
after an interregmum of several months by Dr. Frank Child, UC/Davis
coordinator in late 1981.

- The replacemcnt in 1981 of the American Co-Directar for Horticulture,
Dr. Ross, with Dr. Simms.

- The replacement of Dr. Hindi as Egyptian Co-Director with Dr. Moheya
El Din, Head of the Agriculture Economics Institute of the
Agricultural Research Center of the MA.

- The replacement on the USAID/Cairo side of Mr. Armstrong with Mr.
Swanson, the current project offlcer.

- The replacement of Lr. Chi 1ds in 1982 as UC/D coordinator with D:.
Robinson, Associate Dean of the College of Agriculture.

Continuity of leadership in Cairo was maintained however by the presence of
Drs. Rowntree and Seheta far the UC/D Egyptian team. On the Egyptian side
Dr. Gueli continued to serve as Co-Director for Ag. Economics and Dr. El
Azzouni as Co-Director Horticultural activities. Dr. Simms, who became
Co-Director of Horticulture with Dr. El Azzouni had been assaciated with the
project from the begimning in his role as tamato specialist and was able to
move effectively into a more general leadership role.

While some change in personnel is inevitable, it is unfortuante that the ADS
project, especially on the UC/Davis side, contimued to be troubled by
leadership changes in 1981. It was only in Jamary 1982 that the present
leadership team was in place. While these changes may have been necessary,
the appearance of discontimity contrihited to the overall sense of mamagement
weakness.
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H. Mbilization of Resources

As stated in detail in the analyses of subprojects, the project succeeded in
overcoming several major weaknesses noted in the 1981 interim evaluation.
These were:

--Lack of UC/Davis scientific faculty participation.

—Inability to recruit participation of leading scientists outside the
UC/Davis and California systems.

——The need to broaden and deepen the participation of younger Egyptian
scientists into the research activities.

UC/Davis faculty participaticn in the project increased throughout 1981 amd
1982, By 1932 substantial numbers of the agricultural economics and
horticultural faculties at UC/Davis were involved in scientific research and
training activities in Egypt. By the emd of 1982, individual faculty members
expressed concern that the Egypt project was detracting fram the ongoing
responsibilities of the faculty. In an internal evaluation corducted in 192
U/C Faculty members observed that there were relatively few professiomal
rewards to be gained from project participation, although many felt that they
had berefitted in terms of persoml growth. Participation was seen more as a
"missionary” obligation, rather than an expected part of their professional
careers. This perceived lack of career berefit was reinforced by rather
conservative administrative practices followed by UC/Davis with respect to
leave, incentive payments and professiomal recognition.

This was a particular problem with UC/Davis horticultural scientists on 11
month appointments with the university. Participation in the ADS project had
to fit in with other priorities. UC/Davis research scientists do not have
complete freedom of action with regard to their research agemdas. Research
xograms are finded by the state and subject to annual review. Technical
assistance to and involvement with Egyptian research programs are not
typically an recognized integral part of UC/Davis scientists funded research.
Therefore the amount of time available for internatiomal technical assistance
is quite limited, roughly ten to fifteen days a year. UC/Davis scientists
pointed out their involvement with the ADS program was a heavy additiomal
burden for them and their departments.

It is likely that even if the contract had mot emded, UC/Davis would have had
to substantially reduce the level of faculty involvement. There was real
concern that first rate people would mot be available to replace

Drs. Glassburner, Roundtree and Simms in the Cairo office when their tours
with the project conclided. In spite of these difficulties, UC/Davis was
comitted to seeking an extension of its contract on the basis of the progress
which had already been made in moving the project farward.
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The recruitment of scientists fram other campuses, as well as expanded U.S.
field visits to research and praduction centers in other states has been a
definite improvement since 1981. With the addition of Dr. Kreizdorn
(University of Florida) in citrus and Dr. Minger (Correll University) in
Cucerbits, Dr. Barham in garlic and Dr. Simms as Horticulture Co-Director the
project could boast of having four past presidents of the American Society of
Horticultural Science responsibly engaged in the work of the project. On the
Agricultural Economic side, professionals from UC/Berkely and other schools
became more actively engaged, and younger Egyptian ecoromists were given
opportunity for post doctoral training in the U.S.

The involvement of large numbers of highly qualified U.S. scientists from
UC/Davis and elsewhere is a notable achievement of the project.

Progress in resource mobilization notwithstanding, it is troubling to observe
the contimed difficulty the U.S. foreign assistance program has in recruiting
ard rewarding university faculty involved in technical assistance activities.
There are several important constraints which faced UC/Davis in this regard,
most of which are discussed in detail in the 1981 evaluation. These are:

1. Lack of adequate rewards ard incentives for U.S. faculty
participation in the context of highly campetitive danestic career
paths.

2. Lack of administrative support from experienced contract managment
offices on the hame campus.

3. Unwillingness to subordinate U.S. scientific expertise and research
agerda to the leadership and research management of institution in
developing countries.

Faced with these obstacles, the ADS project tended to attract more senior,
established scientists for whom the risks of foreign involvement are not so
high.

III. . MOBILIZING TECHNICAL ASSISTANCE: THE LESSONS OF EXPERTENCE

Is there a better way to mobilize scientific talent for technical assistance
tasks? No solution is without difficulties but USAID and the GOE together
must address this problem early on in the planning for the new sector
assistance approach. The evidence from ADS suggests some possible directions
to pursue.

1. Combining a host country contract with a collaborative style mode
appears to create a dilemma. The host govermment expects to direct
the technical assistance institution subject to the terms of the
bilateral agreement. The U.S. collaborating institution expects to
be treated as a partner and, since the direction of the quality amd
mode of technical assistance is from the technically more developed
to the less developsd country, the collaborating institution tends to
want professional control of the process. It may be that the only
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way to resolve this dilemma is to awoid host country contracts if one
is dealing with an Bmerican un1vers1ty USAID must play a greater
alministrative and substantive role in administering the project. If
the host cauntry contract is preferred, technical assistance talent
may be mobilized through individual consultative contracts, or
through third party institutional arrangements.

2. There is no substitute for experience. It may not be sufficient but
it is necessary. Key people in any technical assistance project must
b2 blessed with the intellectual acumen and experience to commard
respect, the sensitivity to know when to praceed slowly and the
determimtion to press for excellence. Less experienced people
should not be precluled, but they sho:ld not be thrust into
leadership roles. 'The ADS administrat.ive team in Cairo from 1982 on
was an excellent mix of these qualities. Senior U.S. scientific
collaloratars also were widely praised by their Egyptian colleagues.
It is unfortunate that their involvement in the project did not
develop until relatively late in project's life.

3. Administration is a separate and unique skill. The administrative
problems of ADS overshadowzd the substantive good that came out of
the project. Administration is distinct from management. Good
admini stration means the ability to keep records, inventory control,
set up ani imple ~nt financial and accounting procedures, prepare and
deliver all manre. »f reports o all types of people. Overall and
with notable excentlons, ADS was not a well administered project.
This kind of skill is mot necessarily found among plant breeders,
physiologists or even economists. Yet we expect these people to kmow
how to run a "business" accarding to the rules of the host country,
the collabortating institution and the U.S. govermment. Are
contracting institutions provided with courses in contract amd
financial administration? Does AID insist on these kinds of skills
in writing terms of reference? Does AID provide ongoing support and
problem solving assistance when issues arise? The answer far ADS is
evident in the history of this project.

I. Revised Project Paper (PP)

To respord to the principal issues, and recomendations advised by the
Evaluation Report of January 1981, and to take advantage of some "lessons
learned" in implementing the project over the first three years of the
contract, the Joint Policy and Planning Board at its meeting on February 22,
1982 approved a revised Project Paper (Attachment #1). Although there was
only oral concurrence by USAID this draft revision has been the masis for
carrying out activities under the host country contract between M)A and UC/D
and does appear to be consistent with the bdfad scope of the original Project
Paper.

The revision recognizes that the stated objectives were so broad as to allow
for more activities than could possibly be accommodated within the time,
financial and administrative constraints of the contract, as well as the
personrel and resource constraints of the participating institutions. The
revised PP now clearly delireates the broad overall goals of the project and

the more specific achievements expected within the projected five year time
frame.
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The PP amendment fcrmally recognized that the ADS project, in fact, was
concentrating its efforts on the activities under the suborojects of
Horticulture and Agr. Economics with a few other activities amd the scope of
the project during the remaining contract period will fall largely within
these established components. The review team feels that the activities.and
procedures (technical) now being implemented by the project are more realistic
and attainable. It also agrees with the JPP3 that at the end of the present
five year contract there will not be a permanently revitalized and stable set
of research institutions but that a major move in that direction will be of
great help to the MOA in building for its long range development.
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III. The Horticultural Sub Project

A. Goal and Purposes:

The stated goal for the Horticultural subproject is to emable Egyptian
horticultural enterprises to supply nutritious fruits and vegetables in
quantities ample for the increasing domestic demand and of a quality that will
further penetrate the export markets of Arab countries, Europe and Southeast
Asia.

The following purposes are stated in the Narrative Summary of the Logical
Framework for the Horticulture Subproject:

1. To develop in Egyptian horticultural research institutions a greater
capacity to plan, uniertake, complete, and extend research and
technological knowledge.

2. To increase productivity of Egyptian horticulture.
3. To encourage relevant research in fundamental disciplines.

4. To improve the postharvest handling, storage, and transport of
horticultural products in domestic and export markets.

5.. To develop new activities to overcome constraints on the above purposes.

Note: No place in the LF is there any mention made of intergrating activities
in the Horticulture subproject with that of the Ecoromics subproject.
B. Overview

The Horticultural Sub Project has been Jivided into 21 different activities,
each with its own budget, principal investigators (American and Egyptian
counterparts) extension, and staff. For those high priority commodity
criented activities (tomato, cucurbits, citrus, garlic, grapes and mango) the
teams are well integrated with all subject matter specialists (breeder,
pathologist, physiologist, extension specialist, etc.) available to the
activity as necessary. A motable exception to this is an economist with
agricultural management background. This is an inherent weakness that must be
corrected before much progress will be noted in the activities. Cost of
praduction and marketing information is necessary to the researchers and the
growers so that they can contime to make the proper research and management
judgements and decisions.

The teams assigned to the lower priority commodities (Seed Production, Nursery
Imdustry, Cut Flowers, Food Science and Techrology), Olives, Deciducus Fruit,
Mediciml and Aromatic Plants, Date Palm, and Banana) are not as yet well
organized and lack members for their teams. The remainder of the
Horticultural activities (Central Lab and Library, and Tissue Culture) are
ronrcommodity oriented.
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Since 1981 the extension or d’utreach program has been intensified and
improved. This is a definite plus and will contribute to the impact fram
improved research. Evidence of the extension inputs to the agricultural
industry are reflected in the published praduction recammendations for
cucumber, muskmelon, squash, watermelon, garlic, tcmato, citrus, grape, olive,
mango and floriculture. The most apparent and successful extension effort is
with tomatoes. For this crop, all techniques for information transfer are
being used (mass-media, direst contact, newsletters, growers meetings,
demonstrations and field days).C. Activity Analysis

1. Major Commodities

Tomqt_g

Tomatoes are the most important vegetable crop in Egypt and are grown on about
3 percent of the total planted area (150,000 ha). This appears to be the
strongest of the horticultural activities in personnel, research effort and
techmology transfer. In terms of total project expenditures, it has been
accomplished with a minimum of funding and travel. A major research effort to
evaluate available varieties for alaptation to envirommental, soil, and
discase conlitions in Egypt was started in 1980. It was intended that
varieties surviving tiis intensive screening would provide short term
recamendat ions until releases resulted from a longer term breeding program.
The strategy has paid off in providing a long list of 22 varieties for both
fresh market and processing and has improved yields fram an average of 8-10
tons/F (feddan) to 30 tons/F. A concurrent breeding program to incorporate
discase resistance, yield and quality factors into acceptable varieties has
been established for the long term.

A concerted extension effort to transfer the available variety and production
information to the farmers has resulted in the production and planting of over
2.5 million seedlings of the new types on 4500 feddans of demonstrations in 16
governorates. Almost 10,000 kg. of seed for the rnew varieties should be
available for planting in this growing season. Egyptian leadership in this
activity is excellent amd can sustain itself without Uc/D. Also, the
cost/ben=fits ratio for this activity is very high. The returns to the
Egyptian economy from the increased tomato yields would pay for the entire
cost of .the ADS project in one growing season.

Cucurbits

Cucurbits (cucumber, squash, pumpkin, muskmelon, watermelon) are grown on
ahout onz third of the vegetable acreage in Egypt and are of significant
economic importance. After the addition of a team co-leader (Minger) from
outside UC/D the team started to make progress. Althougn variety testing has
provided temporary cultivars for the farmers, rone are resistant to the common
diseases and viruses affecting this group of plants. A comprehensive breeding
program has been started to incorporate powerdry mildew resistence in
cucumber, squash and melon; virus resistance in cucumber, melon, squash and
watermelon and fusarium wilt and gummy stem blight resistance in melon and
watermelon. Also, considerable reszarch dealing with cultural and management
procedures that show positive results in improving production is underway.
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. .l "
The complexity of the genctics of resistance and the breeding procedures being
used will require outside expertise for several years after the UC/D contract.
expires. It apoears that the Egyptian leadership lacks sufficient training to
corduct the research that will be necessary to carry the project forward. At
this time funding for the activity appears to be adequate but the involvement
of consultants and the necessity for additional training by Egyptian
counterparts might requires a larger budget. The impact of the activity on
the vegetable iplustry is noticable and will grow if rew Jdisease resistant
varieties are introduced. The extension program is weak but an effort is
being made to train agents. Good information and grower publications are
available so a contimed effort must be maile by the MOA to prepare an adequate
number of zgents for techmology transfer. Because most farmers are growing an
array of crops, it would be expedient if extensions agents were trained to
exterd information over a broad rather than a narrow range of crops.

Mango

Although the potential for growing and marketing this crop is high, in terms
of acres in production it is a relatively minor crop. However, the budget and
exterded effort to determine the cause and control for Mango Inflorescence
Malfarmation has male this a major priority crop. The actual cause of the
problem has not been isolated but a broad series of tests have all but
eliminated insects, disecases and/or viruses as the causal agent. The most
fruitful research has been in the area of cultural practices, particularly
with early management of pruning and thinning procedures. The extension
service has managel to convey this information to the growers and it has
decreased the percentage of malformation and increased yeilds. This is a
short term objective and must be. followed with a breeding proqram to produce
varieties that are resistant to malformation and of higher eating and shipping
quality. '

As the program stands now it is not sustaimable by the MOA. A breeding
program will require a commitment for a breeder, long term training for
present team members, expanded facilities (lard, equipment, labor) and an
increased budget. It is questionable if the cost/tenefits ratio would justify
making this kind of an expansion with this crop. A great deal of economic
research is necessary before that quéstion can be answered and it is
reconmended that a cost/benefits stuly be made to determire the value of this
crop in the economy. However, until this can be accomplished it is
recomended that the variety evaluation program be exterded, better use be
made of the U.S. collection in Florida and Puerto Rico and that technical
assistance be exparded.

g_g_rlic

Garlic is an important domestic and export crop that is grown only on about
5000 ha. The research effort is concentrated primarily on improving
praduction through the selection of the highest yielding cultivars in the
screening tests, improved management and cultural procedures, insect and
disease control and better seed hardling methads. This type research is
traditioml and about 80 percent transfer of technology. For the short term
it is satisfactory and desirable but it cannot sustain a viable industry for
long. Because of the potential for garlic production it is recommerded that a
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long term breeding program be initiated to develop high yielding, pungent,
pest and disease resistant varieties with goad storage and shipping qualities
and long shelf-life capability. This will require an injection of funis, a
plant breeder, and long term training for the Egyptian team members. It is
strongly recomended that a praduction economist be addel to the team and that
a functioning extension element be trained ard assigned to the field. Also,
it is important that the M)A continue to use outside technical assistance
until the Egyptian team has been trained and is capable of comucting the
required researcn.

Gram

Grape is an ecoromically important fruit crop in Egypt and ranks secomd to
oranges in area under cultivation amd praduction. Most of the praduction is
used as table grapes and a small part going to a developing wine imustry.
With almost 5000 F of the New Lands area allocated to grape production it has
the potential of becoming a leading export item. The research effort has been
primarily screening local and intraduced cultivars for adapation to Egyptian
envirormental comditions. Eight new cultivars have been released fram this
program and research impact on the industry will be significant. In addition,
research on thermal fumigation of the soil using plastic mulches and the
potential of getting two crops/year could also have great economic impact.

The Egyptian research team is well trained but lacks an agricultural

economi st. As extension effort has been mounted and an excellent grower
publication has been produced and is being used by the growsrs. This activity
ius sustaimable by the MA with an occasional consultant for technical
assistance. It is recommerded that the budget far the grape activity be
maintained at the present level of effort, that an agricultural economist be
added or made available the tec the team and that a breeder be considered far
the long term success of the activity.

Citrus

Citrus, primarily oranges, is the major fruit crop industry in Egypt.
However, to maintain this position and be profitable, considerable research
effort is needed to identify the major elements involved for increased
production. Although the activity has concentrated on establishing a
fourdation planting of virus indexed material, rootstock evaluations and
factors affecting production, the research has had very little impact on the
irdustry and appears to lack imagination and innovativeness. Lack of
management training and poor cultural practices in their own research orchards
s negated much of the research results. Training is short term
observational rather than long term academic and travel seems excessive.
Neither the training nor travel seem to have contributed much to the success
of the activity. The American counterpart seems to be carrying the project
and without the infusion of outside technical assistance the MA cannot
sustain the activity. Although there has been some training of extension
agents, there has been little, if any, extension effort and no evidence of
their impact.
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Because the activity is so i’nportant to the agricultural ecoromy, it must be
maintained and continued. It is recommended (1) that an outside evaluation be
male of the n2eds of the citrus industry and that future research be based on
their recommendation; (2) that a production economist be added to the team so
that production, management and marketing studies can be undertaken to provide
accurate guidance in making management decisions; (3) that short term,
hands-on technical training be provided (in Egypt) to both research and
extension members of the team and (4) that the activity be continued using
outside consultation when necessary.
2. Minor Comncdities (with potential)

This group of activities (Seed Production, Nursery Industry, Cut Flowers, Food
Science and Technology) are listed in this fashion because accomplishments
were too few to evaluate at the time of the review. All have a very high
potential for adding to the agricultural economy, particularly because of
their export possibilities. The Food Science activity has male significant
progress with a procedure to speed up manufacture of white soft cheese and
with processing at tomatoes for juice and paste. When complete this research
will have a significant impact on the imlustry. Both the Seed Production and
Food Science activities are essential to the success of the subproject and
every effort should be made to maintain support. All four activities will
require considerable support from the Ecomomic group, particularly in the
packaging and marketing area and will continue to need outside technical

assi stance.

3. Minor Commodities (with little potential)

[+
Datx Palm A

Work began in March, 1932 at seven stations. The first years work was
expbratory and was intended to establish a basis for long term research. The
emphasis for studies was on leaf/bunch ratios, fertilization, pollination of
bunch management. Short term stulies were comucted on propagation, potency
of male pollen sources, pollen storage tests, and the introduction amd
maintenance of eight date varieties from Califarnia. No extension effort was
urdertaken nor was the impact of the research measurable. This activity is
mt sustainable without additional resource support and it is questiomable if
the cost/benefit ratio would be high enough to justify continuation of the
activity at this time. It is recommended that an in-depth ecoromic
feasibility study be made of this crop to determine national needs, resource
capabilities, amd returns on imputs. It would be a waste of resources to
contimie with any research until this study is comple:e. '
Bananma

The bamana activity was very slow to start and has comcentrated on the
evaluation of introduced cultivars for adaptability to climatic and growing
corditions in Egypt. Several rew introductions are in quarintine but
maintenance and care is so poor it is doubtful if many will survive. There
appears to be a potential for a banmana variety with a reliable praduction
recard and better eating quality but it would take a long time to develop an
inmdustry. This activity is not sustaimable with the present leadership amd it
might be more cost effective if valuable resources, now assigned to this

project, were diverted to one of higher priority.
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Olive

The research emphasis for this activity has been to develop improved technique
for the rapid asexwml propagation of cuttings. This research effort would
then contribute to the overall effort by the MA to add 250,000 trees/yr. to
the 20,0007 of olives already being grown. This research has resulted in
reasomable success with a misting procedure conmiucted in a greenhouse
enviromment. The technicue is well established and traditiomal and the
results are generally predictable. Consequently, the current research with
olives is again off-the-shelf, mot very innovative, ard rather expansive in
relation to the economic importance of the crop. To date the research impact
on the industry has been small and probably will mot increase unless
considerable effort is mede by the MA to change research direction. It is
recomended that further expenditures for propagation he diverted to the
tissue culture lab for extensive research on closing techniques. Also, if the
activity is contimied, a long term breeding program for improved varieties
must be considered and additional research be comlucted on cultural and
management procedures. .
Mediciml and Aromatic Plants

The research in this activity is evaluating exctic plants having mediciml or
aranatic properties and could be of significant economic importance. If
program were expanded it should be in the direction of breeding and cultural
and management practices. Alsc, an agricultural economist should be made
available to the project. To impiove the professioml aspects of this project
much more training is needed for both research and extension personnel. At
the present level the activity seems to be self sustaining.

Deciducus Fruits

The rescarch program is primarily an introluction and screening effort to find
cultivars with low chilling requirements that are alapted to Egyptian
envircrmmental conditions and tolerant to saline soils and water logging. The
long term nature of this project makes it difficult to evaluate impact but it
appears to be gool for apricots and peaches. If orchards were better
maintained (weeds, diseases, insects and pruning and thinning procedures)
research results might be more reliable. It is recommerded that the research
effort be diverted to better cultural and mamagement procedures (spacing,
trellishing, pruning, thinning and weed management) and that an economist be
assigned to the activity to make cost of praduction studies. It appears that
the cost/benefits ratio for this commodity might be rather low and that
resources be diverted to higher priority crops. This activity is sustaimable
by the MA at the present professinal level.

4, Non-comodities

_Tissue Culture Lab

The primary emghasis to date has been on ordering equipment, organizing and
setting wp the lab and training personnel. Preliminary research was started
with garlic, strawberry, mango and potato biat no results have been reported.To
date research from this activity has had no impact in the agriculture sectcr
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yet it has high potential for pay-off, particularly with the tropical fruits.
The Egyptian leadership in this activity is well trained and the lab fully
equipped with adequate technical personnel. Nevertheless, considerable
outside assistaice will be necessary to this activity to provide guidance ard
technical assistance. The lack of any activity to date makes it difficult to
consider recommendations at this time. However, rescarch on the cloning of
olive, anmna and date palm (difficult to propagate) and for virus free
strawberries and disease free mango should bz initiated immediately. I
visited this 1ub 11/28/83 and found no act1v1ty taking place. Apparently
nothing has happened here since the review.

Central Lab and Satellites

The ADS Central Laboratory is located in the Central Laloratory Building on
the University of Cairo Campus and is an activity of the Horticulture
Subproject of ADS. The huilding now being occupiel is the property of the
University of Cairo. At issue is "What happens to the Central Iab at the end
of the ADS Project"? At this point the question is perhaps acalemic since the
Minister of hgriculture has stated that the lab will be a part of the MA ard
the building will be "leased" from the University on a lorng term basis. It is
intermded to ke a national institution and become a general laboratory for
"mainly horticulture amd related sciences". At the present time the lab
consists of a library, general lab, tissuc culture lab, post-harvest
facilities, packing and graling lire and several greenhouses. It is urder the
able direction of Dr. S.7%. Twefik arnd appears to be functioning quite well in
both a rescarch and service made for the ADS Project. It is the best equipped
and functioning lab that the evaluation tcam has seen in Egypt amd prokably
will remain so if the following comditions can be maintained:

1. Thr lab is provided with an adequate budget and that the incentive
syste remains intact. This will assure long term and competent technical
la¥s - in the lab that is so important to continuity of the program and
training.

2. That maintemance of equipment is assured and replacement of supplies
OCCULS as necessary.

3. That additioml new equipment is purchased to maintain the
state-of-the-art capability.

4. That there is agreem2nt by all users (MOA and University of Cairo) as
to use and direction of the lab.

5. That regulations for usz of the lab remain simple emough so that
bureucratic orders do not smother the desire for the use of the lab, yet
responsible and responsive emdugh to maintain an order of professionalism.

This laboratory ani the attached library is essential to the project for both
its basic and appliel research ard must be maintained and usad. It is
probably the wost outstamling accomplishment of the ADS project and should
provide the incentive to the young researchers to strive for the gaal set for
this project. The impact this can have on future horticultural and other
reszarch in Egypt is high and the benzfits derived will be high when compared

to its cost. However, the MAO must take great care that this accomplishment
does mot becoms a morement like so many other labs in Egypt.
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The satellite labs at the ARGl' in the Barrage area (El-Kamater) are in complete
disrepair. Because of the importance of this station to the total
agricultural research program it is recommerded that these labs be refurbished
and brought up to a professional level for use by those researchers working at
the station. It is also important that the satellite stations be suppliead
with field equipment that is adequate for the researchers responsibi lities.

At present there is little or no equipment to do field research.

D. Achievement of Purpose

1. In only ome case, the Tomato project, has the activity been
institutiomalized. This was no doubt due to the guidance and leadership
of Dr. William Sims who was with the project fram the start and on a full
time asis. All the other activities will nsed some type of technical
assistance and in many cases ecoromic assistance. The weakest areas cof
institutionalization have been planning the research and extending the
results amd much more training is needed in these areas.

2. In some fashion or another each of the activities contributed to
increasing the proluctivity of Egyptian horticulture. The greatest impact
will come from the Central lab, Food Science, Tomato, Cucurbit, Garlic,
Grape, Citrus, Seed Proiuction and Tissue Culture activities. Projects
like the tomato ard cucurbit have already started.to pay-off economically
at 1 the Central Lab has made a significant acalemic contrihition.

3. Except for the tanato, cucurbit, grape, and tissue culture zctivities
very little relevant rescarch in the fundamental disciplines has been
noted. The major reseach effort has heen in the traditional mole with
tralitioml crops. Only a hnadful of the reported published papers could
make it into a refereed jourmal.

4. The “omato, Citrus and Post Harvest activities have contribhited most to
the impovenznt of the postharvest hanlling and storage problenms. Nothing
has been reported from any of the activities on storage and transport of
horticultural prolucts.

5. The constraints on doing research ani extension in a developing country
are overwhelming and this project offers no exception. The lack of an
acceptable extension service is prolably the largest constraint to the
success of this project. No matter how much restarch is conlucted and
reported, if it does not get to the farmer it is worthless.

E. General Recommeniations

1. Every activity must have an agricultural ecomomist available. The
reasons are sulmitted in the activity details above.

2. Several of the teams have weak leadership or have leadcrs with oti.
responsibilities that are more demanding of their time. It is recommerded
that teams b2 reformel and that only well trainsd full time leaders and
team mempers be chosen.

3. Rather than have an extension comporent in each activity it is
recommended that specialists be named to serve more than one activity.
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4. The cytology lab for genetic studies should be expanded and maintained
in the Central Iab.

5. To speed up research, particularly with anmual crops, teams should take
advantage of the ability in Egypt to produce two or three crops a year.

6. It is recommended that the project take advantage of the availability
of USAID/S&T/AGR centrally funled projects such as Weed Control and Pest
Mamagemant.

7. It is recommended that the onion and potato research be incluled in the
horticultural research program.

8. It is recommended that the project be alert to the possibility of new,
high cash value crops such as asparagus, sweet potato, mamy of the root
crops, and Avocalo.

9. It is recommended that an in-country three to four week training
program be initiated for extension agents. This should be a hands-on,
trouble shooting type of training, teaching "what" to extend rather than
"how" to extend.

Ecormomics Subproject

1. Progress in Achievement of Purpose

The purpos2 of the ecomdmics subproject as outlined in the 1979 UC contract
addedum, is to enhance the capacity of the Ministry of Agriculture and other
Egyptian institutions to identify and amalyze agr icultural problems, provide
policy alternatives, anl select and implement agricultural policy.

Fnhancement of this capacity was to b2 accomplished by upgrading the
amlytical skills and kmowledge of gyptian agricultural economists through
the provision of funds for policy-oriented research, training and professioml
collaboration amongst themselves ard with U.S. agricultural economi sts.

In less than three years of what was origimally plannzd as a five year
project, many of the banchmarks set out in the project paper to measure
progress towards achieving this purpose have come close to being met (Table
II). A total of 115 Byyptian Ph.D's ard 120 junior ecoromi sts (60% of whom
are university reszarch assistants) or about three-fourths of the agricultural
economics profession in Egypt participated in the subproject. Virtually all
of the agricultural ecommists at the disposal of the MOA have been utilized
in the program. Over half of the 235 Hyyptian collaborators comprise Egypt's
younger “second generation" of ecomomists, who in the future will have larger
policy- and decisinn-making roles in the society. Furthermore, many
economists who participated were trained in socialist countries. Despite the
fact that these individuals were less familiar with empirically-based methads,
they were able to acquire new amlytical skills and exposure to Western
economic inquiry through their participation in the program--two were actually
team lealers. '
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TASLE II
END OF PROJECT STATUS OF EOQNOMICS SUBPROJECT
IN SEPTEMRER 1983

- Target Actual
Egyptian economists who have
participated in collaborative
research 150-175 235 1/
UC faculty and grajuate stulents .
who have participated 60 44 2/
Workshops 2-5 10
Post-doctoral caniidates 14 10
Doctoral candidates : : 6 3
Egyptians who have attended
professionmal meetings 16 7
Research activities completed 32 21 §../

1/1nclules 120 Tgyptian research assistants (MSC degree).
_Z_/Excluies 10 professors from other U.S. universities.
§_/Excluies two activities which need six months for completion.

Source: Fronomics Subproject contract adderdum Log Frame
and UC/Davis records.
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!
Throwgh “"activity agreements." between the GOE and the contractor, research was
carried out in six general policy areas: prices (4 activities):; human capital
anmd social institutions (7 activities): alloca-ion of "development resources"
(1 activity): food security (4 activities): and land and water use (2
activities)L

Each of the 23 research activities initiated under the subproject included ore
or two Ph.D Egyptian economists and one or two U.S. caunterparts providing ten
MSC personnel working on a policy-oriented topic using modern techniques of
data analysis. This "hands-on" research training was supplemented by
workshops, semimrs, guest lectures, exchange visits between U.S. and Egyptian
researchers, short courses of instruction (such as English for economists,
micro-camuter courses) and other training, as well as longer training
programs for the ten post—<loctorates and the three doctoral camdidates.

Most of the working papers produced by members of these activities exhibit the
learning proacess which took place unler the subproject. In general, the first
third of the papers authorized by Americans tended to be methodological, while
those by Egyptians temled to present historical backgraunis or general
overviews, anl in som2 cases may b2 characterized by rhetorical assertion
rather than empirical analysis. Subsequent papers, however, begin to show
increased analytical maturity, collaloration and imdeperdence of authorship by

Egyptians.

_].-./ The Biogas Evaluation Activity appears only margimally related to these
policy areas.
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’ TABLE III
ADS PARTICIPANT TRAINING TRIPS TO U.S.

IN ECONOMICS ACTIVITY (1980-1933)

No. Participants Length of Stay Purpose of Visit
3 Contiming doctoral program
10 One year post doctoral studies &
research
29 Four weeks or mare work with collaborators on

data amalysis and/or
computerization; utilization
of UC libraries and visit
California water delivery
system

35, Two to three weeks work with collaborators on
data amlysis and/or
computerization; and/or
report preparation

3 Iess than two weeks visit water delivery system
: amd collalorate on activity
design
80 Tot al

Source: UC/Davis records.

For example, the first paper (No. 23) of the Food Subsidies Activities was
written by the Egyptlan team leader and presented the broad institutional
framework of price policies and food distrilution. A subsequent paper

(0. 45), incluling other team members as authors describod how a theoretical
model could be used to measure the welfare costs of wheat pricing policy. Two
subsaquent papers applled this model more thoroughly: No. 84 examined the
welfare costs of rice pricing and quota policy; ard No. 111 examined the
welfare costs of broad lean marketing and distribution policy. MNumbers 59 and
60, which included other Egyptian team members as authors, completed the
team's work on measurement of differences in income and consumption between
rural and urban areas. Two additiomal papers (Nos. 74 and 89) were written by
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senior members of the team,/the last keing a considerably improved revision of
the first paper. Subsequent papers (Nos. 144 and 145) showed significant
analytical improvement and maturity in understaniing of the Egyptian context.
The last paper (No. 150), a summary of welfare impacts of govermment policy,
was reviewed by the entire team, and carries the names of all team members.

Of these eleven papers, at least six of these papers are worthy of submission
to professioml journals.

2, Institutionalization of the Project

The Jamary, 1981 evallétion firmling still stanis: the subproject has failed to
put into place a permarent mechanism to bring government ard university
ecomomists closer together in working relationships and thereby
institutionalize the policy advisory role. However, collaboration between
Egyptian ecomomigsts, while in a mole operating outside the M)A and the
universities, has bsen substantial.

Through the 23 research activities, the project achieved a high degree of
collaboration between the MDA economists and economists in various
establishments anl institutions, incluling: the faculties of ecoromics and
political science in ten Ejyptian universities, the National Institution of
Research, the American University, the Ministries of Investment, Supply,
Fconomy and Planning, etc. For example, the Agricultural Policy Analysis
Activity has two menbers from the Ministry of Supply, three from the Ministry
of Planning, two from the M)A, one from the Institute of National Planning,
two from universities anl one from the Suez Camal Bank.

Miny collaborators involved with the economics sabproject feel it Ins
demonstrated that cooperation is possible and fruitful betwzen the various
organizations and departmznts concerned with agricultural policy in Egypt.
Some are contident that cooperation will contimie after termimtion of the
project: prombly not at the same level as during the project, but definitely
at a higher level than the pre-project level.

3. Marketing of Rasearch Firdings

Other than throwgh the process of collaboration between the Egyptian
researchers, there are two primary ways the fimdings of the 23 activities have
bzen matketed in Egypt by the project administration: the organization of ten
thematic workshops, plus namerous smaller seminars and workshops; and the
publication and distritution of the 152 working papers. Reaction to the
workshops ani papers is difficult to measure, but it is clear that they
generated a high degifee of interest.

The ten Ecommics Policy Workshops (listel in Table IV) ware well attended
during the duration of the sessions by goverrmant amluniversity personnsl
outside the project. Each was opered by the Minister of Agriculture, who more
often than not said something sabstantial in his jresentation. Invitations to
the workslops were sent to all those thought interested. Proceeiings were
translated into Arabic by the project administration and sent to the relevant
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ministries. Leaders of the wérkshops were in most cases asked to present
their recomendations to the Minister of Agriculture, other relevant
ministries or policy-making groups. This was also done with many of the
smaller semimars and workshops involving only onz activity. Government and
university personnel involved in the ninth workshop on foad price policy amd
subsidies were invited to present and discuss the workshop findings on the
popular Arabic radio station during the last week in May 1933.
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Table 1V

Economics Policy Workshops
Sponsored by the ADS Project

First Fconomics Policy Workshop
"Eeoromics of Agricultural Intensification®

Second Economics Policy Workshop
"Agricultural Marketing in Egypt"

Third Ecomomics Policy ‘Jo:.kshop
"Migration & Machanization in Egyptian Agriculture"

Fourth Ecorowics Policy Workshop
"The Promotion of HEgyptian Exports of
Horticulture Policy in Egypt"

Fifth Ecoomics Policy Workshop
"Agricultural Policy in Egypt"

Sixth Ecoromics Pohcy Workshop
"The Future of Cotton in the Egyptlan Economy"

Seventh Ecommics Pohcy Workshop
"Mechani zation Issues in Egyptian Agriculture"

Eighth Ecoromics Pollcy Workshop
"Livestock Fconomics in Egyptian Agriculture”

Ninth Ecoromics Policy Workshop
"Food Price Policy and Sibsidies”

Tenth Economics Policy Workshop
"Labor Migration and Igyptian Agriculture"

March 28-31, 1981
June 23-24, 1981
December 15-16, 1981

March 29-30, 1982

September 18-19, 1982
December 18-19, 1982
February 17, 1983
bhrch'3, 1983

Moy 11-12, 1983

May 19, 1983
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The working papers are formally sulmitted to the Foreign Relations branch of
the MDA, which anncurces the existence of the studies to those thought
interested. Papers are then distrilutel by the project admini stration upon
request, or sent formally to those in the MA thought interested. To date,
some 8,000 copies of papers have been distrituted within Egypt alone.
Numerous working papers are also republished in the research bulletins of the
Departments of Agricultural Ecoromics at Zagazig and Ain Shams Universities.
The project has also generated several publications in U.S. journals and one
book; the latter did mot include Egyptian authorship.

There has been very little discussion or exchange of ideas betwzen project
personmzl. and the AID Agriculture Office concerning the findings and
recommerdations of the research activities. Reasons for this failure to
communicate might include: the acrimony which has characterized the relat ions
between UC/Davis ard the AID/Cairo Mission; failure of the AID Mission to
follow the January, 1981 evaluation recammendation to assign an agr icultural
econoni st to monitor the economics subproject; perceived lack of interest on
the part of the AID Mission (the Project Officer was the orily pexson from AID
who atterded the Ten Policy Workshops): and perceived unwillingress to
cooperate on the part of UC/Davis (in at least three instances AID triel
unsuxcessfully to obtain rescarch papers from uc/mvis) .

4, Relationship with Horticulture Sub-Project

More attention has bzen given to the macro-ecoromic aspects of horticultural
production and marketing since the January 1981 evaluation. However, mne of
the rescarch has dealt with the mizro-ccoromic implications of the agronomic
research in the horticultural project.

Two new research activities were added in 1981, in addition to the Vegetable
Marketing Activity already undexrway during the evaluation in January and which
sponsored its own policy workshop later in the year. The post-harvest losses
for Vegetables and Fruits Activity examined tcmatoess, grapes and potatoes
(considerad a horticultural crop) and produced onz paper (two in process),
while the Citrus Iniustry Analysis produced two papers (two in process). In
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addition, the Fourth Fconomics Policy Workshop on Horticultural Export,
sponsored in March, 1982, was attended by more than 100 participants who heard
18 presentations. Several smaller one-day workshops were held on horticulture
post-harvest problems, citrus marketing and marketing survey techniques. The
personnzl from the Horticulture Subproject actively participated in the
post-harvest workshop.

Other subsecuent policy research activities have included horticultural crops
in their analyses: The Fconomic Efficiency and Resource Use Activity examines
farms-in the Cairo vegetable zone, amd the Commodity Systems Activity inclundes
an anlysis of potato marketing.

Given the scope of work in the origiml ecomomics subproject paper limiting
research activities to macro-economic policy analysis, there was never any
serious consideration of the proposal that the ecoromic impact of agroromic
research under the project be analyzed. Perhaps because the feeling among the
Egyptian members of the JPE3 has been that it should be left to the farmers to
decide the profitability of the agronomic packages and be left to the market
to make its own adljustments. They therefore felt that limitation of ecoromic
rescarch to policy analysis of prices, marketing and export of horticultural
crops was more appropriate.

5. Relevance of Research

It is mot possible to review here the 152 papers for technical content and
relevance. Howsver, it is clear that over half the topics addressed in the 23
rescarch acitivities are clearly relevant to Egyptian agr jicultural development
problems and AID/Cairo mriorities in the agricultural sector (Table V). In
particular, the work on price policy has been extremzly relevant and should le
more closcly examined by the AID Mission. Almost one third of the 152 working
papers deal directly with matter of pr ice policy, as did the Fifth and Ninth
Policy Workshops on price policy and food sibsidies. Many of the papers
present.cd at the Sixth (Cotton), Seventh (Mochaniwtion) and Eighth
(Livestock) Policy VWorkshops also dealt at considerable length with price
policy issues. :
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. Table V

Agricultural Development System Project

List of Research Activity and Number

of Papers Praduwed as of June,

1933

Food Security and Agricultural Price Policy

Demand, Supply and Government Policy

Livestock and Livestock Prolicts

Fool Consuwnption in Rural Egypt

Goverrment Price Policy ard Food Subsidies

Demand for Mechani zation

Rural Iabor Supply and Agricultural Employment

Marketing Potential for Vegetables for
Export/Domestic Market

Integrated Village Stulies anl Policy Analysis

. Agricultural Policy Analysis

Farm Efficiency and Agricultural Policy
Role of Comperatives
Citrus Marketing
Agricultural Pricing Policies & Trade Balance
Lakes Develcpment vs. Soil Reclamation
Poultry Inmlustry Policy
Farm Efficiency anl Resource Use
Post Harvest lLosses for Vegetables and Fruits
Biogas Evaluation
Comncdity System Analysis
Rural Development and Consumption
Effect of Partial Mirket Pricing of
Land & Water Allccation

Irrigation Evaluation

Papers authored solely hy Egyptians
Papers authored by both Ryyptians and Americanc:
Papers authored solely by Americans =

No. of Papers

20

20
17
17
13
12

8

R NHENMNMNMNWWARDMLO

o

31
78
43

152
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6. Cost Effectiveness of the Subproject

The Agricultural Ecomomics subproject is essentially a non-reveme praducing
project over the short term. Furthermore, the subproject has had multiple
functions (primarily training and research). It is therefare very difficult
to measure the costs of the project in terms of its outputs.

Cost effactivenzss analysis is the means by which AID tests the fimncial
viability of nonrevenue produsing projects. Given a specified number of
outputs which must b2 proluzed in order to achicve the project targets, cost
effectiveness analysis can be utilized to compare the total AID grant costs of
project outputs to those of altemative activities.

Total cost in AID grant dollars has boen estimated for the three year duration
of the sulyroject in Table X. Were it assumed that professiomal development
through collaborative resecarch and participation in workshops and seminars
could b2 grouped urder the rubric of training along with the formal and
informal training programs unier the project, then the total AID cost of each
of the 235 BEgyption collalvratcors may be estimatal at $13,900. This figure is
samewhal over one-third the current AID cost of a two-year MSC program in the
U.S. {$33,400). Given that collalorators contime working for the government
or universities and that many would Le umavailable for training in the U.S.,
the "training" affordad to Egyptians under the ADS project may be a profitable
short-term investment of AID dollars in hunan capital. The question
rometheless may be raised whether participant training in the U.S. would give
a greater return over the long run.

The analysis igmores the reszarch function of the project and its impact upon
Egyptian economic thought through seminars and distribution of papers. It
also overlooks the value of the pragram to U.S. researchers and the value to
Egypt of gencrating interest among U.S. economists in stulying Egyptian
agricultural problems. A similar aralysis cf the cost of each of the 153
working papers proiured urder the project to date (many of which are suitable
for the publication in internatioml professioml journals) would ignore the
very important elucational function served by the papers and related workshops
and semimrs. Neijther amlysis is of the trainming and research outputs
adecquately measures the impact of the project upon the public policy debate,
which may be considerable.
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Table VI.
Economics Subproject Expenditures (000)

1980-81 927.8
1981-82 1,370.1
10/82-3/83 585.0
4/83-8/83 385.6

Tot al $3,268.5

Source: UC/Davis and GOE project staff

7. TFuture Directions

It is clear that the economics subproject should be given more time to
complete tha 23 activities initiated w»iler the project. Two activities
(comolity marketing and Vl]ld'}@ stulies) have reached the survey completion
stage, anl need another six months for data analysis, writingy and publication
of results. In addition, there are some 40 papers which are currently being
discussed and odited by the activity team--it is possible that 20 of them will
be published as working papers by the contract close-cut date.

Once the contract terminates on August 31, the burden of implementation of the
phrase—down will fall upon the GOE arsl AID. Given the workload of the
Agriculture Office, it is highly unli]*n]y that a Project Officer will have the
time to assume a more active role in 1mplnm_ntat10n of the projert and
continue the work of the contractor: assistance in editing papers,
coordimtion of exchange visits, supervision of publication, arranging
seminars, amd paying bills, including bills for encumberances incurred before
departure of ‘the contractor. The GOE and AID should soon come to an agreemant
upon a means of carrying on phase-down work for the next year.

For the long term, future research and training programs in agricultural
ecoromics must build upon the strongy bcgmmnj made under the ADS project.

AID and the GOE should bagin to give serious consideration to the inclusion
into the Supporting Agriculture Systems program of a new activity which will
be based upon the successes realized in the ADS project ard which will meet
the n2ed to create an institution of agricultural policy research and planning
drawing on government and nrm—govemmpnt ecomomists., Such an activity would
also inclule post-doctoral training in the U.S., research on policy-oriented
issues, and short term consultation visits by top level U.S. agricultural
economi sts. This activity should ke implemented by the Agricultural Economics
Rescarch Institute of the MOA.
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End of Project Status - General Conc’usions

In this section genzral conclusions are maie and recamerdations advanced for
USAID consideration in planning new activities under the sector approach.

A. Institutiomal Develocpment

1.

The ADS enhanced institutiomal capabilities in the following ways:

a. A collaborative team-work approach was developed and proven
successful in a majority of activities. The Ministry of Agriculture
has accepted the principle of joint MA-acalemic collaboration.

b. Individual scientists have improved their rescach planning anmd
managjenznt skills. :

c. The bzginming of a more empirically based research orientation
has bezn developed, espacially among agricultural economi sts.

d. A nore collegial decision making structure for insuring quality
and relevance of reseavch stratajies bas been developed, with the
idea of peer review of critical elements in the systen.

e. A large number of younger ¥gyptian scientists have heen given
opportunities to expand their skills, olserve and learn from
association with U.S. scientists new and proluctive ways to practice
their craft.

The ADS project for a variety of reasons was umble to develop within
the Ministry of Agriculture an institutional capability for planning
aml implementing a ressarch and extension program in horticultural
and agricultural economics.

a. The project mole was "outside" the Ministry, hence more
institutioml learning accrued to UC/Davis then to the MA.

b. No strategy for forcing in:egjration to the MOA's Agricultural
Reszarch Certer was ever developed., The contract ends without a well
conceived pglan for orderly transition of the project and
continuation and expansion of its most useful activities.

.c.  An overall training strategy for contimal upgrading and

reinforcemznt of Fgyptian scientists' research skills and management
capacity has not been developal. Without it the advances male under
ADS may rapidly evaporate.

d. Vhile the project succecded in developing a large number of
activities (42) inwlving many Egyptian scientists (over 500), both
American and Egyptian leaders agree that many teams were overstaffed
and contained unproiuctive participants.

e. The tendency to concentrate research on cammadities (citrus,
tanatoes, etc.) may not be the best use of all scientific personnel.
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For example, it may rot e necessary to have an olive pathologist, a
tanato pathologist, and so forth. These specialists were not
organized into disciplimary lines in the ADS activity.

B. Overall Cost Effectiveness

It is difficult to assess the henzfits to the Egyptian ecoromy of research
projects like ADS. Much of what was accomplished was in the nature of the
rehabilitation of a run down rescarch infrastructure, hoth physical amd
human. ADS has succeeded in breathing n2w life and vigour into horticulture
and agricultural ecoromics in Egypt. Inhareases in the praduction of tamatoes
alone may well yield ecomnic returns sufficient to justify expeniitures. Nor
is there any doubt that ressarch skills in agricultural ecorpmics and
horticulture have been greatly improved. However, whon one assesses the cost
effectivenzss of the projects, one must conclixde that ADS was mot a
particularly cost cffective way to transfer technology or achieve capability
enmncemznt. There are many rcasons for this.

1. The structure of decision making and project administration (joint
oards, technical comittees, co-directors, three alininistrative
offices, inzentive payments, etc.) meant that a very large percent
(as mxh as 403%) of the U.S. dollar ani pound furds went to defray
admi ni strative costs.

2. Participation of senior U.S. scientific and administrative personnzl
is expensive, even though their inwolvemcnt is much preferred over
more junior scientists by the GOE.

3. The pattern of frequant short term visits by U.S. scientists and
admini strative and policy lealership led to exceptiomlly high travel
costs. For cxample in the fourth quarter of 1932, primarily
September, 39 Americans visited Egypt far an average stay of 10
days. Of these 13 (33%2) were for adninistrative/policy purposes. If
the average cost per trip is estimated at $3,500, travel expenses for
U.S. personnel alone came to $136,500 for the fourth quarter of
1982. This may bz umisually high because of the tendency of U.S.
participants to travel to Egypt in the early fall,

4, CEgyptian salaries in DA and universities are too low to attract and
. retain qualifiel full-time persmmnel for research projects. This is

particularly true for many qualified Egyptians who can command higher
salaries abroad or elsavwhere in Igypt. Tnerefore the incentive
payment structure built into the project was a necessary coniition
for scientific participation. However, the attractiveness of
incentive payments may have led to the "distrilutive logic" discussed
in the 1981 evaluation--and therefore overstaffing of some activities.

5. Because the project experiencel implementation delays, considerable
pressure emerged to sign up activities amd spernd money. This is not
to imply that any proposal that cane along was funied bat it does
suggest that perhaps too much emphasis was placed on individual
activities, and rot. enough on establishing clear research priorities,
assessing progress, and adjusting project resources to reward
positive accomplishments.
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Combined with the late start (most project activities really begin in
1981), the uncertainty about project (and contract) extension and
budget augmentation led to imnumerable budget adjustments in 1982,
The final 82-83 budget was substantially cut at the last moments in
1982, about the time when UC/Davis determined that they would mot
continue the contract in face of unclear signals from the MOA and
USAID. These reduced hudgets forced all activities to slcw down and,
finally, with the emergence of negative preliminary audit fimdings in
carly 1983, USAID suspenied further expenditures. There is little
daubt that this uncertainty and instability had a deletericus effect
on the substance of Ioth research subprojects in 1983. Whatever the
reasons, there is row no plan for orderly transition of project
management to the MDA, Egyptian researchers appear to L= totally
uninformed as to plans to maintain their activities, arramjements for
contimal collaboration with American scientists are not. working out,
and many Byyptians are already making plans to move on to other
positions. This "nedging of bets" is an unicrstaniable phenomenon,
but has sericus negative implications for the continuation (and
camletion) of promising rescarch activities. Overall the "boom or
bust" mencality was not condusive to a cost effective and proiuctive
pragram of research and develepment. All parties, USAID, UC/Davis,
and the M\ must share the responsibility for the current unfortunate
situation.

C. Mamagement Effectivensss

ADS management should e assessed in terms of substantive output ard

admini strative pro:clures. On the substantive side, output was inpressive if
ore recaynizes that the project really was active over a three year period
(late 1930 to early 1933) rather than five years as originally envisaged.
thile mamgement procedural difficulties should mot overshadow substantive
accomplishwents, they must nevertheless be noted and discussed.

1.

Although project administration improved greatly in 1982, the history
of managerent difficulties continued to give the ADS project an aura
of ireffectivess which was difficult to overcane.

Fimncial administration was a recognized weakness in both the Cairo
and Davis offices. The conseqicnce was a negative prelimimry audit
by the Inspector General which resulted in a suspension of project
furling. The ADS Cairo office had recognized the need for
strengthening its administrative capability but its requests for help
went unfulfilled.

The timing of the aulit in the last year of the project was
particularly unfortunate. An audit in 1981 would have focussed
attention on fimncial and management issues at a point early enough
in theproject to allow for remedial measures to he taken without
damage to the substantive aspects of the project.
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Efforts were made in 1982 to improve relationships between USAID and
ADS. Regular meetings were held hetween the USAID project manager
and the UC/Davis Cairo co-director. USAID was invited to participate
in project workshops, seminars ani the like. There is little
evidence, howaver, that these efforts overcame the negative
perceptions of the project based on previous expecience. USAID
reluctance to become a partner in the relationship was perceived by
UC/Mavis as rejection and ron-support. USAID's position was that its
agreenznt was a bilateral one with the government of Egypt. The
UC/Mavis tean wanted USAID support as if the contract was between
them and the U.S. Government. At the same time UC/Davis was
reluctant and unprepared to deal with the myrial procedural rules
aMdreporting requirements of either USAID or the GOE, and -asserted
their own sznee of professional judjyment and scientific competence.
The GOE side contimal to make sporalic efforts to gain control of
the process, bised on their view, only partially accurate, that
UC/Davis worked for them. At the same time it is claar that the GOE
relied on the UC/Davis tean to implement the multitulinous actions
necessary to make the project praiuctive. The net result of this,
plus the uncertai nties about contract extension, budget awymentation
and project papcr revision continuel to create hard feelings and
misunierstanlings on all sides. At the level of scientific
collaboration, it should be stresssd that Egyptian scientists
developed close and positive personal relationships with many
American scientists anmd they are very strong in their belief that
these relationships should contime at some level.

Genaral Recomeniation$

The intent of this assessuent has been to evaluate ADS to determine the status
of institutional development and to advise USAID on which ressarch activities
now urderway merit contimed support. Specific recammendat ions are male with
regard to the horticultural ani agricultural cconomics subprojects, as well as
more genaral recommendations on institutiomal development.

A.

l'

Immeliate Actions Neaded

USATID and GOE should immodiately work out administrative and funding
arrangements for contimation and completion of current activities
through 1984.

During 1983-84 USAID and GOE should:

a. Assess all activities and establish resesarch prioritiés in the
context of an overall program strategy for horticulture research and
agriculture ecoromics and other activities.

b. Review composition of all teams and recgranize when necessary to
achieve results.

c. In the main, the principal of MDA/acalemic teams should be
ercowraged, depenling on the nature of the research to be conducted.

However, not all scientific work requires a "team" approach.
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Future Planning

An institutioml support structure with MOA should be established to
provide necessary administrative and financial support to the program.

A decision making structure should be established within ARC to:
a. Determine research priorities and areas of high level support.

b. Assess, evaluate and reward those activities which have shown
high potential ani demonstrated progress.

c. Ensure that ecomomic amalysis is linked to research in
horticultural, particularly with regard to farm managemant,
proliction costs and bernefits and the ecomomics of domestic amd
export marketing.

d. Once rescarch activities are funled, activity lealers should
have the flexibility to implemznt programs ani make appropriate
expenditure decisions.

A conbined internatioml and Egyptian research alvisory committee
should b2 convenad every second year of the program to review results
and make reconmendations to the GOE ard USAID. Contimous monitoring
ani annual progress reviews should be the responsibility of the MOA.

Training and professioml developnznt in research methods, proposal
development and research managemant and admini stration should be an
integral part of the program. Spos jal effort to assist younger
Egyptian scientists in their own devzlcpment should be stressed.

In funding agricultural research and extension, USAID should consider
utilization of all fumiing mechanisms, incluiing CIP, private sector
programs, participant training, small grant projrams,
decentralization amd local development programs and all other sources
which might be tappel to support various collateral aspects of the
sector assistance approach.

Other than encouraging specific micro level reszarch in agriculture
economics USADD and GOZ should contime to fund mecro level policy
oriented research, but the administration ard funding of such
research shouald be under the direction of the Institute of
Agriculture Ecommics Research, with appropriate arrangeuwents for
proposal szlection ard funding to assure gmality, relevance and
objectivity.

USAID will experience significant increase in dewands on direct hire
staff during 1934 and into early stages of sector assistance
program. USAID should assign spezific management and substantive
responsibility to staff for agr jculture ecomomics and separately for
horticultural research and extension through 1984. BAs the sector
assistance program comes into being, USAID may want to review its

internal organizcion in anticipation of the new approach.
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C. Very long Term

USAID has sought to increase the visability of its assistance to Egypt in all
sectors. Given Fgypt's potential in horticulture crops, its favorable climate
ard excellent soil conlitions, USAID may wish to consider the establishment of
an internatioml center for horticultural research, affiliated if appropriate
with the CGIAR system.



