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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/4 and USAID employees, was asked to evaluate the. 
status of project research activities and to determine the degree of institutional 
developnent achieved. 

The project's iniLial broad scope was soon narrowed to two principal sub-activities, 
strengthening horticultural research capabilities and building research capability in 
agricultural economics. A third sub-activity later emerged to include attention to 
research in post-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 Egyptian scientists. It 
demonstrated that collaborative research teams involving government 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 economic benefits 
from 	increased production of tomatoes alone may, in the end, justify the investment that 
this project represents. A les!3 tangible achievement is the improved capacity of 
Egyptian agricultural economist- to undertake empirically based analyses of a variety of 
economic problems and issues which confound the ODE 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 DE, produced an administrative and policy structure which, in the evaluation team's 
review, was too complex and too expensive when compared to the activities that 
ultimately emerged as the backbone of the project. The original institution building 
purposes of th4 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 appropriate project 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 lead to still other difficulties with eitherAID or with 
the DE. 

Lessons Learned: (1) Ruil 1 :g 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. Mbre 
attention should be focused on establishing management roles and responsibilities early 
in the project life. . , 
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MXEWTIVE SUMI.VR 

This interim evaluation of the Agriculture Development Systems (ADS 263-0041) 
comes at the conclusion of the formal institutional involvement of the 
University of California at Davis with the project. The University of 

a key role in the early design of the project during 1977California played 
and 1978, and was the contracting agency for assi sting 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 building 

up research capability in agricultural economics. A third sub-activity later 

emerged to incluie attention to research in post-harvest road handling, 
and equipping ard organizingstrengthening agricultural information management 


anew horticultural science laboratory.
 

combination of technical assistance, training, technology transfer andUsing a 
adaptive research, the project was successful in making a substantial 

contribution to both productivity and to increasing the research skills of 
Egyptian scientists. It demonstrated that collaborative research teams, 

involving government and academic scientists could prduce useful results. In 
were transferredthe horticultural activity, improved high yielding varieties 

quickly adopted by Egyptian farmers. The tomato varietiesto Egypt which were 

introduced by the project have been so successful that the economic benefits
 

from increased proluction of tomatoes alone may, in the end, justify the
 

investment which this project represents. A less tangible achievement is the 

improved capacity of Egyptian agricultural economists to undertake empirically 
variety of economic problems and issues which confound thebased analyses of a 


GOE in this sector.
 

At another level the project was successful in raising the awareness of the 

GOE 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 
on many categories ofby liberalizing price controls and export regulations 


horticultural crops. Mreover, at the micro level, the research capabilities
 
of individuals have been strengthened and the existing research system
 
energized.
 

In spite of these activity successes, and they are considerable, the project 

was not a success. The basic approach, conceived in an era of high level 
and the GOE, produced an administrativejoint decision making between the U.S. 

and policy structure which, in the evaluation team's view, was too complex and 
as thetoo expensive when ccwnpared to the activities which ultimately emerged 


backbone of the project. The original institution building purposes of the
 

project were not fulfilled, although significant contrilutions to
 
institutional capacity were made. 



variety of reasons, the University of California at Davis had difficultyFor a 
in developing appropriate project management, administrative and fiscal 
irocedures. 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. 

energy and quality of commitmentIt is unfortunate that this is so. The time, 
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 an materials will continue to materialize for Egyptian 
scientists. Out of this experience, perhaps the basis for a more productive 
Egyptian agriculture research system has been established. 

There are important lessons which can be learned from this experience. These 

have been spelled out in some detail in this evaluation and in the 1981 
a conservative one.evaluation of ADS. Perhaps the most important lesson is 

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, 
of the process must be bornresponsibility for achievements and for management 

be shared or fragmented. Finally institutionsby the lost country. It cannot 
are not just organizational charts, rules of procedure, or physical 
buildings. People make institutions work, and people must be allowed to make 

ormistakes and learn from them. When the pressure for spending money 
the capacity building purposesachieving hysical "outputs" becomes too great, 

All of this is as true for developing agriculturalwill be subverted. 

research systems as it is for other development activities.
 



PREFACE To TE 1983 EVALLATICN 

This evaluation is a "regularly scheduled" AID evaluation of the AID financed 
threeAgricultural Development Systems (ADS) project. It canes at a point 

months short of the completion of the UC/Davis contract with the Goverrment of
 

Egypt. AID, the GOE, and UC/Davis agree that contract will not be renewed or 

extended. USAID has proposed, however, that the project will be extended for 

one additional 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 continue with the UC/Dalq.s 

contract or not, is ro longer relevant. As stated in the scope of work 

developed for the evaluation by USAID/Cairo: 

status of present research"the intent of Evaluation is to evaluate the 
activities being conducted by the project and determine the presence or 

absence of institutional development which may have occurred, or is
 
as aoccurring. USAID plans to use firdings of evaluation guide in 

determining which, if any, research activities now underway merit
 
continued support. (USAID/Cairo to STATE Cable #07265 dated March 1983.) 

The 1983 evaluation team was: Richard Blue, Tean Leader, Associate Assistant 
Administrator, Office of Evaluation in the Bureau for Program and Policy
 

Coordination, AID/W, Bernard Pollack, Senior Horticulturist, AID S&T/AP, and 
Jack Sleeper, AGR/PAD, USAID. Fred Hutchinson, Director of BIFAD, AID/W,
 

participated as an observor and provided valuable insights. Saneya Amin, FSN 
sub-projectEconomist was .mosthelpful in assisting in the economics 

evaluation.
 

for the evaluation was standard for rapid appraisals. ItThe methodology 
included review of project documents, interviews with USAID, GOE and project
 

Site visits were made to field researchstaff and principal activity leaders. 
stations, trial sites in varicus locations in Egypt, the Project Office, the
 

Central Laboratory and the National Horticultural Laboratory.
 

the ABIS area, the principal area ofInterviews with farmers were held in 
tomato production using ADS developed varieties. The evaluation began May 22
 

of Agriculture,and a preliminary report was delivered to USAID, the Ministry 
The draft was reviewed by AID Washingtonan project staff on June 9, 1983. 

and interviews held with University of California staff in July 1983. Based
 

on comments from all parties the draft report was revised and final report
 

delivered to USAID/Cairo. 

The team acknowledges with gratitude the assistance of many people who
 

provided information, insights and opinions about this project. We are 
Wally, Minister of Agriculture (MDA),especially grateful to Dr. Youssef 

Dr. MIhye El Din, t-DA and Director of ADS, Dr. El Azzcuni, Co-Director for 
of ADS, andHorticulture, Dr. Glassburner, UC/Davis ad Co-Director 

Wsssrs. Ray Fort and John Swanson, USAID/Cairo, all of whom gave of their time
 

and energy 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. INTROMUCTICIN 

A. Backgr ound 

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) and the 
Agency for International Development (A.I.D.). The ADS project agreement 
between the GOE and AID was signed in 1977. It was folloed by an interim 
host country collaborative assisLance 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 expanded five 
year contract was concluded between the University of California and the GOE 
to implement the project. 

An 	 interim evaluation of ADS was conducted by an external AID team in December 
and January 1981. This zeport, formally submitted to the Ministry of 
Agriculture in June 1981, is an extensive history and analysis of the origins, 
purposes, organizational structure and implementation history of the project. 
It is reccnnended that this evaluation and the UC/Davis response to it be read 
as essential background material for the pres.nt study.* 

B. The Status of the ADS Project in I")81 

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

* 	 R.Blue, et al, EGYPT: PGRICULTURAL DEVELOPMENT SYSTEMS PROJECT, AN INTERIM 

EVALUATION, USAID/Cairo, January 1981. 

** 	The couplete statement of findings, recommendations and lessons learned is 
in Annex to this report. 
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1. 	 Severe startup and implementation problems had delayed the project. 
Contributing casfial factors were inexperience on all sides with host 
country contracts, nsunderstardings about the purpose of the 
project, lack of correspondence between the Project Paper (the 
authorizing document) and the UC/Davis-cX)E contract, difficulties in 
finding and gaining comitment from .ppropriate faculty members, and 
poor 	comunction between all partjr's. 

2. 	 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. 

3. 	 In spite of early problems at the time of the 1981 evaluation, 
progress 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 agricultural 
library, feasibility studies for agricultural statistics, and 
several new research activities in agr.icultural science. 

-	 the most significant institutional accomplishment was the 
formation of collaborative research teams drawing from MDA, the 
Egyptian academic faculties and U.S. experts. This 
accomplishment was stressed by all parties and should not'be 
understated. 

4. 	 The Central Laboratory being established on the University of Cairo. 
canpis 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. 

5. 	 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 not been anticipated in initial budget planning 
for the project. 

6. 	 A main purpose of the project was to develop institutional capacity 
in the M)A. However, because the project was organized outside the 
ministry to some extent, it was questionable whether long term, 
sustainable institutional development would occur, whatever the 
benefits to individual scientists. 
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7. Financial management seemed inadequate. Although an evaluation is 
not a financial audi, the evaluation team found it difficult to 
reconcile budgets with actual experditures and could not determine 
whether costs of specific activities were reasonable and in line with 
initial estimates. 

Based on these findings, the 1981 evaluation made a rumber of recrimendations, 
the most important of which are: 

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

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

3. 	 A comprehensive inr.titutional development and training strategy 
should be developed to insure long term sustainable activities and 
benefits of relevance to Egyptian agriculture. 

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

5. 	 Plans for general agricultural develcpment should be drcpped. 
However, efforts to extend results of crop specific activities and 
research papers from the Agricultural Economics activity should be 
accelerated. 

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

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

8. 	 The agricultural economics research activity should be more
 
effectively integrated with horticultural activities.
 

9. 	 Dissemination of research results for all activities through

workshops, publications, seminars and other means should be
 
.encouraged, but under a different project.
 

With the possibility that these recommendations were both reasonable and could 
be implemented, the 1981 report recommended that the contract with UC/Davis be 
extended 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 develcpment. Given the nature of the 
research, particularly 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. 



II. ORGANIZATIONAL STIJCrLURE 

A. 	 Organi zational Structure 

The basic structure of teclhical advisory committees, subproject co-directors, 
project co-d'rectors, 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 correspond to the idea of joint decision 
making and worked sufficiently well to generate, review and administratively 
support forty-two international activities in the two subprojects and in the 
third "other" categcy. 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 unanticipated drawbacks. These are: 

1. 	 Nhile enhancing institutional 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 (UC/Davis) than the 
GOE would like, hence leading to continued disagreement over issues 
of project administration. 

3. 	 It has contributed to the sporadic pattern of Egyptian efforts to 
assert control through occasional administraLive resistarea without 
really contributing 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 wNeaknesses, perhaps overstated, require some discussion. 

B. 	 Institutional bevelopment 

The 	1981 evaluation note,3 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 
individual 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 continue. Yet it is questionable whether the level of incentive 
pay can be maintained by the MDA. All MA/ARC personnel agreed that whatever 
the accomplishments of ADS, and they are substantial, the Ministry of 
Agriculture had not benefitted in terms of its own institutional ability to 
plan, administer and evaluate a systematic research program. Indeed the 
Egyptian position paper developed by the Egyptian portion of the Joint Policy 
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Planning Board in September of 19B2, indicated very little change in thinking
about the organizational striuture. 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 
h-as 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 M)A 
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 procx3tion. 

The ADS project concentrated its efforts, understandably perhaps, on 
developing activities and creating a process by which activities were reviewed 
and implemented. The planning horizon, however, was unusually 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 Mnistry'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 institutional development stragegy issue meant that 
each individual research activity became an end in itself. At the outset it 
must be stated that in contrast to 1981, most Egyptian comments about the 
quality of U.S. scientific assistance were extremely positive, especially 
after other research scientists in the U.S. were enlisted to participate in 
the program. After ircentive payments, continued ccllaboration with American 
colleagues was vieed by many Egyptians as the most important ingredient for 
the successful development of research in horticulture and agricultural 
economics in Egypt. The means by which these scientific relationships will be 
maintained, however, has not yet been developed. 

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 Egyptian administrative 
abilities and did not want to be put in a position where Egyptian authority 
was paramount. To a lessor degree this concern extended to professional
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 would 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 continued throughout. 



D. 	 _lyptian Administration Actions 
t 

The apparent lack of confidence in Egyptian administrative capabilities on the 
UC/Davis side was matched by continued Egyptian resistance to the concept of 
joint decision making, which some, if not all Egyptian leaders saw as defacto 
dominance by the UC/Davis project leadership. Egyptians believed that a host 
country contract meant that UC/Davis worked for the Government of Egypt. The 
contract, however, explicitly gives the UC/Davis the responsibility for 
financial management and administration. The construction of budgets for each 
activity seemed to be very much a product of the UC/Davis coo-rdina[.on office 
and American co-coordinators in Egypt. Egyptian administrators of the project 
had little voice in decisions involving expenliture items involving U.S. 
dollars or AID dollar purchased Egyptian pounds. In a reactive fashion, they 
could control to some degree the timninj ari frequency of U.S. scientists 
visits to Egypt and the use of the Egyptian Special Fund. 

Placed in a position where authority over the project's direction was mre 
symbolic than real, and truly desirous of receiving substantive technical 
assistance, equipment, and in horticulture, new plant varieties, most 
Egyptians did rot resist the terms of the arrangement. However, there is 
little dcubt that when in 1932 the opportunity arose to reformulate 
administrative arrangements in anticipation of a rew contract, the Egyptian 
leadership cose to subordinate UC/Davis to the Ministry of Agriculture. 

E. Financial Management and Budgeting 

Records in USAID files and those supplied by the project office indicate that 
improvement was made in reporting annual expenditures and in the preparation 
of budgets. An evaluation is not a financial auditA Nevertheless, several 
observations on the overall allocation and management of financial resources 
need to be made. 

1. 	 The rate of expenditure on approved activities improved dramatically 
in 1981 ard 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 foe augmentation of 
funds from USAID, to which USAID agreed on demonstration of actual 
needs. UC/Davis did not want to accept a qualified commitment, 
seekirg instead firm official commitment to maintain expenditures at 
the 192 levels. Apparently UC/Davis did not have great faith in 
USAID's ability to perform. The issue of contract extension becane 
mixed p with project extension and augmentation. Finally, UC/Davis 
decided or realized, depending on one's perspective, in September 
1932 that their contract would not be renewed. However, the issue of 
project augmentation remained. Failing to receive a firm USAID 
conitment in September 1982, ADS project administrators in UC/Davis 
and Cairo decided to cut back 1983 expenditures rather than maintain 
the 81/82 rate. This reduction meant that many research activities 
had to curtail planned expen-]itures for 1983. In early 1983, a 
Regional Inspector 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 involving travel, 

http:coo-rdina[.on
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workshops and other related expenditures were suspended until 
reconciliation of the audit findings could be completed. Because of 
this the current evlluation was unable to review or make final 
judgments about expenditure rates or cost effectiveness of the 
programs as the end of contract status is approached. (EN: It 
slould be noted that USAID has submitted a Congressional Notification 
for augmentation of the project in the amount of t2,000,000. Of this 
amount, t1.8 million was to go initially to the UC/D contract. 
Current thinking is to use most of the augmentation to carry the 
project through 1984 after the UC/D current contract is canpleted on 
September ., 1983.) 

2. 	 As noted in the 1981 evaluation, implementation problems in the early 
stages of ADS put pressure on project leaders to rapidly obligate and 
expend funds. 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 expended t4.8 million fran the dollar 
and Egyptian pourd accounts in 1981-82 alone. The rate of 
expenditure was much higher in the dollar account than the pound 
account, but at that rate, an additional tl.9 million and t353,316 
worth of pounds was requested for 82-83. As mentioned above, this 
was not accepted by USAIP although it did agree to augment based on 
demonstrated need. 

The projected shortfall meant that a painful adjustment had to be 
made, the overall project had to move from an attitude of plenty to 
one of frugality. For example, the tomato activity, one of the most 
successful. in the project, was cut from 43,000 requested to t24,000 
in 1982-83 against an expenditure of t49,000 in 1.981-82. Deciduous 
fruits had spent 456,000 in FY 81-82, requested t55,000 in FY 82-83, 
but 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 Egyptian side, bdget cuts 
determined by the UC/D office were equally aggravating. They had 
been made without much if any input fran 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 cane at the expense of extension and outreach 
activities, something USAID wanted to promote. UC/D countered that 
in the absence of a firm cammitment to continue the project by 
September of 1982, they had no choice but 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 it started in so far as internal relationships were 
concerned. The Inspector General's audit, in the spring of 1983 
further contributed to the growing sense of dismay and frustration. 
American and Egyptian scientists, who had begun to establish 
productive 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 alleged top heavy administrative structure of ADS. 
This was also noted in the 1981 evaluation. UC/D addressed this issue in a 
February 1932 memo which male two basic points; one, the high ratio of 
administrative to program expenditures was a function of heavy front end costs 
associated with the start up of the program and, two, a project like ADS is 
going to require higher administrative costs because of necessity to operate 
both a Cairo and UC/D office. It was added that the initially high ratios of 
administrative to actual research expenditures (between 30 and 40 percent 
through September 1981) would come down to 25 to 27 percent by the end of 1932 
as programs becae fully active. 

The evaluation team agrees that the struc-ture of ADS puts a heavy burden on 
the budget for administration. The UC/D calculations, however, do not include 
the 26.5% university overhead charged to the direct .dollar costs of each 
activity, nor do they include the costs of maintaining the technical 
administrative leadership at Davis. Although the university overhead rate is 
exceptionally reasonable, the combined costs of both technical conmittees 
alone equaled t374,133 in 1981-82. Between 60 and 70 percent of this went to 
salaries of U.S. professionals. Using the dollar account we estimate that the 
ratio of administrative (inclLling UC/D, Cairo, UC/D overhead, and technical 
administration) came to appradimately 40 percent of dollar expenditures 
through 1982. Although this ratio may be reduced in 1982-83, total 
administrative costs have been unusually high for this project. 

On examination of other expenditures by category within each subproject 
activity, a clearer picture of "where the money wmnt" emerges. Based on 
preliminary budgets for the 1982-83 horticultural activities, excluding a line 
item for Horticultural Administrative: Technical, the total dollar amount 
available to horticultural research in 1982-83 was budgeted at t970,000. This 
does not include a reserve fund of t130,000. The average activity budget for 
1982-83 was t48,500. 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 composite budget 
breakdown was prepared. 
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TABLE I 

Estimated "Average" Activity Budget
 

Horticultural 1982-83*
 

U.S. 	 L. E.
 

48.500 	 40. 500 

UC/Davis 

Salaries 16.975 (35%) 	 20.250 (50%) 
4.900 (12%)
10.185 (21%)
International Travel 

7.760 (15%) 	 15.350 (38%)
Expendables 
Misc. (Intern'l Travel) 2.910 (6%) -

GC/D Overhead 11.840 (26.5%) --

Equipment 3.820 (8%) -

*Sorce: 	 Activity working budgets for six Horticultural subproject 

Activities UC/Davis, USAID files 1982-83. 

No actual budget corresponds to the figures presented, but the average cost 

assigned closely reflect the pattern of distribution found in the six budgets 

which were examined. This average budget slows the large proportion of the 

technical assistance activity which when using senior scientists and freqent 

short term visits, must inevitably be used for salary, travel and per diem. 
scientists alone, approximately ti.,225 millionFor travel and per diem of U.S. 

was expended through FY 82, plus an additional 376.500 for UC/D overhead for
 

a total of tl.6323 million. This represents thirty four per cent of the 

apprcKimately t4.645 million expended on activity agreements. U.S. travel and 

salaries together account for approximately 62% of the U.S. dollar side of the 

activity budgets.
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Nbne of this is meant to detract from the conclusion made elsewhere in this
 
report that substantial contributions 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 and 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. However, 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 
Loisseaux in mid-1981 with Dr. Bruce Glassburner in January 1982 
after an interregnum of several months by Dr. Frank Child, UC/Davis 
coordinator in late 1981. 

The replaceme-nt in 1981 of the American Co-Director for Horticulture, 
Dr. lbss, with Dr. Simiis. 

- The replacement of Dr. Hindi as Egyptian Co-Directr with Dr. M:)heya
El Din, Head of the Agriculture Economics Institute of the 
Agricultural Research Center of the M)A. 

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

The replacement of Dr. Childs in 1982 as UC/D coordinator with Dr. 
Robinson, Associate Dean of the College of Agriculture. 

Continuity of leadership in Cairo was maintained however by the presence of 
Drs. Rowntree and Seheta for 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 Azzcuni had been associated with the 
project from the beginning in his role as tanato 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, continued to be trcubled by 
leadership changes in 1981. It was only in January 1982 that the present
leadership team was in place. While these changes may have been necessary,
the appearance of discontinuity contributed to the overall sense of management 
wakness. 
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H. Mbbilization of Resourcei 

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 participation in the project increased throughout 1981 and 
19B2. By 1932 substantial niumbers of the agricultural economics and 
horticultural faculties at UC/Davis were involved in scientific research and 
training activities in Egypt. By the end of 1932, individual faculty members 
expressed concern that the Egypt project was detracting fran the ongoing
responsibilities of the faculty. In an internal evaluation corducted in 192 
U/C Faculty members observed that there were relatively few professional
rewards to be gained from project participation, although many felt that they
had benefitted in terms of personal growth. Participation was seen more as a
"missionary" obligation, rather than an expected part of their professional
careers. This perceived lack of career benefit was reinfcrced by rather 
conservative administrative practices followed by UC/Davis with respect to
 
leave, incentive payments and professional 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 
coplete freedom of action with regard to their research agendas. Research 
programs are fOinded 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 thg amount of time available for international 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 additional 
burden for them air] their departments. 

It is likely that even if the contract had not ended, UC/Davis would have had 
to substantially reduce the level of faculty involvement. There was real 
concern that first rate people would not be available to replace
Drs. Glassburner, Rcurdtree and Simms in the Cairo office when their tours 
with the project concluded. In spite of these difficulties, UC/Davis was 
committed to seeking an extensior of its contract on the basis of the progress
which had already been made in moving the project forward. 
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The recruitment of scientists fram other campuses, as wll as expanded U.S. 
afield visits to research ard production centers in other states has been 

since 1981. With the addition of Dr. Kreizdorndefinite improvement 
(University of Florida) in citrus and Dr. Ringer (Cornell University) in 

Cucerbits, Dr. Barbam in garlic and Dr. Sin~ms as Horticulture Co-Director the 

project could boast of having four past presidents of the American Soclety of 
in the work of the project. On theHorticultural Science responsibly engaged 

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 continued difficulty the U.S. foreign assistance program has in recruiting 

and 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 and incentives for U.S. faculty 
participation in the context of highly competitive domestic career 
paths. 

2. 	 Lack of administrative support from experienced contract managment 
offices on the home 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, 
risks of foreign involvement are not soestablished scientists for whom the 

high. 

III. MDBILTZING TECHNICAL ASSISTANCE: THE LESSONS OF EXPERIINCE 

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 
some 	possible directionsassistarce approach. The evidence from ADS suggests 

to pursue. 

1. 	 Combining a host country contract with a collaborative style mode 

appears to create a dilemma. The host government 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 and 

mode of technical assistance is from the technically more developed 

to the less developed country, the collaborating institution tends to 

want professional control of the process. It may be that the only 



- 15 

way to resolve this dilemma is to avoid host country contracts if one 
is dealing with an American university. USAID must play a greater 
administ-ative and substantive role in administering the project. If 
the host country 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 
e blessed with the intellectual acumen and experience to ccmmand 

respect, the sensitivity to know when to proceed slowly and the 
determination to press for excellence. Less experienced people
should not be precluled, but they should not be thrust into 
leadership roles. 'The ADS administrative team in Cairo from 1982 on 
was an excellent mix of these quali.ies. Senior U.S. scientific 
collaborators 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 overshdowd the substantive good that came out of 
the project. Administration is distinct from management. Good 
administration means the ability to keep records, inventory control, 
set up and imple, -.- t financial and accounting prccedures, prepare and 
deliver all manrne -)f reports to all types of people. Overall and 
with notable exceptions, ADS was not a well administered project. 
This kind of skill is not necessarily found among plant breeders, 
rihysiologists or even economists. Yet we expect these people to know 
how to run a "business" according to the rules of the host country, 
the collabortating institution and the U.S. goverment. Are 
contracting institutions provided with courses in contract and 
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 for ADS is 
evident in the history of this project.
 

I. Revised Project Paper (PP) 

To respond to the principal issues, and recommendations 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 tle 
contract, the Joint Policy and Planning Board at its meeting on Fbbruary 22, 
1982 approved a revised Project Paper (Attachment #I). Although there was 
only oral concurrence by USAID this draft revision has been the basis for 
carrying out activities under the host country contract between MA and UC/D 
and does appear to be consistent with the lead 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 
personnel and resource constraints of the participating institutions. The 
revised PP now clearly delineates the broad overall goals of the project and 
the more specific adievements expected within the projected five year time 
frame. 
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The PP amendment formally recognized that the ADS project, in fact, was 
concentrating its efforts on the activities under the subprojects of 
Horticulture and Agr. Economics with a few other activities and the scope of 
the project during the ren-aining contract period will fall largely within 
these established componnts. 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 MDA 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 enable Egyptian
horticultural enterpxises 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, undertake, 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 dL-mestic and export markets.
 

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

Note: No place in the LF is there arry mention made of intergrating activities 
in the Horticulture subproject with that of the Economics 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
oriented 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 notable 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 
production and marketing information is necessary to the researchers and the 
growers so that they can continue to make the proper research and management 
judgements and decisions. 

The teams assigned to the lower priority commodities (Seed Production, Nursery
Industry, Cut Flowers, Food Scieince and Technology), Olives, Deciduous Fruit, 
Mdicinal 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 
non-commodity oriented. 



Since 1981 the extension or dutreach program has been intensified and 
improved. This is a definite plus and will contribute to the impact from 
improved research. Evidence of the extension inputs to the agricultural 
industry are reflected in the published production recommendations for 
cucumber, muskmelon, squash, watermelon, garlic, tomato, citrus, grape, olive, 
mango and floricu-.ture. The most apparent and successful extension effort is 
with tomatoes. For this crop, all techniques for information transfer are 
being used (mass-media, direct contact, newsletters, grovrs meetings, 
demonstrations and field days).C. Ativity Analysis 

1. Major Commodities 

Tomato 

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 
technology 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 adaptation to environmental, soil, and 
disease corlitions in Egypt was started in 1980. It was intended that 
varieties surviving fCis intensive screening would provide short term 
recoxnendations 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 from an average of 8-10 
tons/F (feddan) to 30 tons/F. A concurrent breeding program to incorporate 
disease 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 new varieties should be 
available for planting in this growing season. Egyptian leadership in this 
activity is excellent and can sustain itself without UC/D. Also, the 
cost/benefits 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 growiing season. 

Cucurbits
 

Cucurbits (cucumber, squash, pumpkin, muskmelon, watermelon) are grown on 

about one 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 tearn started to make progress. Although variety testing has 
provided temporary cultivars for the farmers, none 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 resistnce in cucumber, melon, squash and 
watermelon and fusarium wilt and gummy stem blight resistance in melon and 
watermelon. Also, considerable research dealing with cultural and management 
procedures that show positive results in improving production is underway. 



-19-

The complexity of the genetics of resistance and the breeding procedures being 

used will require outside expertise for several years after the UC/D contract 

expires. It appears 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 adeqLuate but the involvement 

of consultants and the necessity for additional training by Egyptian 
a larger budget. The impact of the activity oncounterparts might requires 

disease resistantthe vegetable irdustry is noticable and will grow if new 
varieties are introduced. The extension program is w-ak bet an effort is 

being made to train agents. Good information and grower publications are 
to prepare an adequateavailable so a continued effort must be made by the ZSPA 

Because most farmers are growing annumber of agents for technology transfer. 

array of crops, it would be expedient if extensions agents were trained to
 

extend information over a broad rather than a narrow range of crops.
 

Although the potential for growing and marketing this crop is high, in terms 

of acres in prduction it is a relatively minor crop. However, the budget and 
control for Mango Inflorescenceextended effort to determine the cause and 

actual of4ilfcrmation has made this a major priority crop. The cause the 

problem has not been isolated but a broad series of tests have all bet 
agent. The mosteliminated insects, diseases and/or viruses as the causal 

the area of cultural practices, particularlyfruitful research has been in 
with early management of pruning and thinning procedures. The extension
 

service has managed 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 prcram to produce
 

varieties that are resistant to malformation and of higher eating and shipping 

quality. 

As the program stands now it is ot sustainable by the MDA. A breeding 

program will require a commitment for a breeder, long term training for 

present team members, expanded facilities (land, equipment, labor) and an 

increased budget. It is questionable if the cost/benefits ratio would justify 

making this kind of an expansion with this crop. A great deal of economic 

research is necessary before that question can be answered and it is 
the value of thisrecommended that a cost/benefits study be made to determine 


crop in the economy. However, until this can be accomplished it is
 
better use be
recommended that the variety evaluation program be extended, 

Florida and Puerto Rico and that technicalmade of the U.S. collection in 

assistance be expanded.
 

Garlic 

Garlic is an important domestic and export crop that is grown only on about
 

5000 ha. The research effort is concentrated primarily on improving
 

production through the selection of the highest yielding cultivars in the 
cultural procedures, insect andscreening tests, improved manage -entand 

seed handling methods. This type research isdisease control and better 
of technology. For the short termtraditioral and about 80 percent transfer 

cannot viable industry forit is satisfactory and desirable but it sustain a 
Because of the potential for garlic production it is recommended that along. 
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long term breeding program e initiated to develcp high yielding, pungent, 
pest and disease resistant varieties with good storage and shipping qualities
and long shelf-life capability. This will require an injection of furds, a 
plant breeder, and long term training for the Egyptian team members. It is 
strongly recnmended that a production economist be added to the team and that 
a functioning extension element be trained arKd assigned to the field. Also,
it is important that the MA continue outside technicalto use assistance
 
until the Egyptian team has been trained and is capable of conducting the
 
required research.
 

Grape 

Grape is an economically important fruit crop in Egypt and ranks second to 
oranges in area under cultivation and production. Mst of the production is 
used as table grapes and a small part going to a developing wine industry.
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 intredur-ed cultivars for adapation to Egyptian
envirornmental conditions. Eight new cultivars have been released from 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
economist. As extension effort has been mounted and an excellent grower
publication has been produced and being used. by the growers.is This activity
ius sustainable by the MA with an occasional consultant for technical 
assistance. It is recommended that the budget for the grape activity be 
maintained at the present level of effort, that an agricultural economist be 
added or made available the to the team and that a breeder be considered for
 
the long term success of the activity.
 

Citrus 

Citrus, primarily oranges, is the major fruit crop irdustry in Egypt.
However, to maintain this position and be piofitable, considerable research 
effort is needed to identify the major elements involved for increased 
production. Although onthe activity has concentrated establishing a 
fourdation planting of virus indexed material, rootstock evaluations and 
factors affecting prouction, the research has had very little impact on the 
industry and appears to lack imagination and innovativeness. Lack of 
management training and poor cultural practices in their own research orchards 
has negated much of the research results. Training is short term 
observational rather than long term academic seemsand travel 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 important to the agricultural economy, it must be 
maintained and continued. It is recommended (1) that an outside evaluation be 
made of the needs of the citrus irdustry and that future research be based on 
their recoarnxenation; (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,
hards-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 Cormnodities (with potential) 

This group of activities (Seed Production, Nursery Industry, Cut Flow-rs, 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 economiy, particularly because of 
their export possibilities. The Fcxod Science activity has made significant 
progress with a procelure 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 irdustry. Both the Seed Production and 
Food Science activities are essential to the success of the su roject and 
every effort should be made to maintain support. All four activities will 
require considerable supoort frcm the Economic group, particularly in the 
packaging and marketing area and will continue to nelbi outside technical 
assi stance. 

3. Minor Commodities (with little potential)
 

Data Palm 

Work began in March, 1%32 at seven stations. The first years work was 
exAratory 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 studies were conducted on propagation, potency
of male pollen sources, pollen storage tests, and the introduction and 
mainterance of eight date varieties fram California. No extension effort was 
undertaken nor was the impact of the research measurable. This activity is 
not sustainable without additional resource support and it is questionable 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 economic 
feasibility study be made of this crop to determine national needs, resource 
capabilities, and returns on inputs. It would be a waste of resources to 
continue with any research until this study is compl- .e. 

Banara 

The banana activity was very slow to start and has cornentrated on the 
evaluation of introduced cultivars for adaptability to climatic and growing
conditions in Egypt. Several nw 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 banana variety with a reliable production
record and better eating quality but it would take a long time to develop an 
industry. This activity is not sustainable with the present leadership and it 
might be more cost effective if valuable resources, row assigned to this 
project, were diverted to one of higher priority. 
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Olive 

The researd emphasis for this activity has been to develop improved technique 
for the rapid asexual 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,OOOA of olives already being grown. This research has resulted in 
reasonable success with a misting procedure conducted in a greenhouse 
environment. The technique is wll established and traditional and the 
results are generally predictable. Consequently, the current research with 
olives is again off-the-shelf, not very innovative, and rather expansive in 
relation to the economic importance of the crop. To date the research impact 

the industry has been small and probably will not increase unlesson 
considerable effort is ma-e by the MA to change research direction. It is 
recnmnended that further expenditures for propagation be diverted to the 
tissue culture lab for extensive research on closing techniques. Also, if the 
activizy is continued, a long term breeding program for improved varieties 
must be considered and additional research be conducted on cultural and 
managenent procedures. 

Medicinl and Aromatic Plants 

The research in this activity is evaluating exotic plants having medicinal 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. Also, an agricultural economist should be made 
available to the project. To inprove the professiorkl 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. 

Deciduous Fruits 

The research program is primarily an introduction and screening effort to find 
cultivars with low chilling requirements that are adapted to Egyptian 

to saline soils and water logging. Theenvirorrental corditions and tolerant 
long term nature of this project makes it difficult to evaluate impact but it 
appears to be good for apricots and peaches. If orchards were better 
maintained (weeds, diseases, insects and pruning and thirning procedures) 
research results might be more reliable. It is recommended that the research 
effort be diverted to better cultural and management procedures (spacing, 
trellishing, pruning, thinning and weed management) and that an economist be 
assigned to the activity to make cost of production 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 sustainable 
by the DA at the present professinal level. 

4. Non-conmcd itie s 

Tissue Culture Lab 

The primary emphasis to date has been on ordering equipment, organizing and 
setting up the lab and training personnel. Preliminary research was started 
with garlic, strawberry, mango and potato bt no results have been reported.To 
date research from this activity has had no impact in the agriculture sector 

http:reported.To


- 23 

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 and 
technical assistance. The lack of any activity to date makes it difficult to 
consider recommerndations at this time. However, research on the cloning of 
olive, banana and date palm (difficult to propagate) and for virus free 
strawberries and disease free mango should be initiated immediately. I 
visited this lab 11/28/83 and found no activity taking place. Apparently 
nothing has happened here since the review. 

Central Lab and Satellites
 

The ADS Central Laboratory is located in the Central Laboratory Building on 
the University of Cairo Campus and is an activity of the Horticulture 
Subproject of ADS. The building now being occupier is the property of the 
University of Cairo. At issue is "What happens to the Central Lab at the end 
of the ADS Project"? At this point the question is perhaps aca3emic since the 
Minister of Agriculture has stated that the lab will be a part of the 1M and 
the building will be "leased" from the University on a long term basis. It is 
interded to be a national institution anl become a general laboratory for
"mainly horticulture and relata sciences". At the present time the lab 
consists of a library, general lab, tissue culture lab, post-harvest
 
facilities, packing art-3 grading line and several greenhouses. It is under the 
able direction of Dr. S.Z. Twefik and appears to be functioning quite ell in 
both a research and service mode for the ADS Project. It is the best equipped
and functioning lab that the evaluation team has seen in Egypt and probably
will remain so if the following conditions can be maintained: 

1. Th, lab is provided with an adequate budget and that the ircentive 
syst- remains intact. This will assure long term and competent technical 
laY - in the lab that is so important to continuity of the program and 
training. 

2. That mainternance of equipment is assured and replacement of supplies 
occurs as necessary.
 

3. That aditiornl new equipment is purchased to maintain the 
state-of-the-art capabi lity.
 

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

5. That regulations for use of the lab rerain simple enough so that 
bureucratic orders do not snother the desire for the use of the lab, yet 
responsible and responsive enough to maintain an order of professionalism. 

This laboratory and the attached library is essential to the project for both 
its basic and applied researd and must be maintained and used. It is 
probably the most outstarding accorpplishment of the ADS project and should
 
provide the incentive to the young researchers to strive for the goal set for 
this project. The impact this can have on future horticultural and other
 
researd in Egypt is high and the benafits derived will be high when compared
 
to its cost. However, the MAC must take great care that this accomplishment
 
does not become a monment lke so many other labs in Egypt.
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The satellite labs at the ARC in the Barrage area (El-Kanater) are in complete
disrepair. Because of the importance of this station to the total 
agricultural research program it is recomended 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 supplieI
with field equipment that is adequate for the researchers responsibilities.
At present there is little or no equipment to do field research. 

D. Achievem-ent of Purpose 

1. In only one case, the Tomato project, has the activity been
 
institutionalized. 
 This was no doubt due to the guidance and leadership
of Dr. Willin Sims who was with the project from the start and on a full
time IhAsis. All the other activities will need some type of technical 
assistance and in many cases economic assistnce. The weakest areas cf
institutionalization have been planning the research and extending the
results and much more training is needal 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 cone from the Central Jib, Food Science, Tomxato, Cucurbit, Garlic,
Grape, Citrus, Seed Praluction and Tissoe Culture activities. Projects
like the tomato and cucurbit have already started, to pay-off economically 
a- I the Central Lab has made a significant academic contribution. 

3. Except for the tanato, cucurbit, grape, and tissue culture activities 
very little relevant researcl in the fundamental disciplines has been 
noted. The major reseach effort has been in the traditional mode with 
traditional crops. Only a hnuadful of the reported published papers could 
make it into a refereed journal. 

4. The "'omato, Citrus and Post Harvest activities have contribated most to 
the impxovennt of the postharvest han-lling and storage problems. Nothing
has been reportel fra any of the activities on storage and transport of 
horticultural profiucts. 

5. The constraints on doing research and extension in a developing country 
are overwhelming and this project offers no exccption. The lack of an 
accepitable extension service is probably the largest constraint to the 
success of this Frojet. lb matter hy)..i much re. :arch is cor-lucted and 
reported, if it does not get to the farmer it is wDrthless. 

E. General Recommenations 

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

2. Several of the teams have weak leadership or have leaders with oti. 
responsibilities that more demanding their time. is dredare of It recomm 
that teams be reformed and that only well trained full time leaders and 
team members be d-Dsen. 

3. Rather than have an extension component in each activity it is 
recocimen:ed that specialists be named to serve more than one activity. 
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expanded and maintained4. The cytology lab for genetic studies should be 

in the Central lab.
 

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

that the project take advantage of the availability6. It is recommended 
such as 'eed Control and Pestof USAID/S&T/AGR centrally furded projects 


Ina gemant.
 

7. It is recommended that the onion and potato research be included in the 

horticultural research program. 

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

crops, and Avocado. 

to fur week training9. It is recommended that an in-country three 
agents. This should be a hands-on,program be initiated for extension 

trouble shooting type of training, teaching "what" to extend rather than 
"how" to extend.
 

Economics Subproject
 

1. Progress in Achievement of Purpose 

The purpose of the economics subproject as outlined in the 1979 UC contract 
the capacity of the Ministry of Agriculture and otheraddcxrum, is to enhkance 

provideEgyptian institutions to identify ary] analyze agricultural problems, 
select and implement agricultural policy.policy alternatives, and 

Enhancement of this capacity was to be acconplished by upgrading the 

analytical skills and krowledge of Egyptian agricultural economists through 

the provision of funds for policy-oriented research, training and professional 
amongst themselves arrl with U.S. agricultural economists.collaboration 

In less than three years of what was originally plannad as a five year 

project, many of the hnndi-arks set out in the project paper to measure 

progress towards achieving this purpose have come close to being met (Table 

A total of 115 Egyptian Ph.D's and 120 junior economists (60% of whomII). 
about three-f urths of the agriculturalare university research assistants) or 


economics profession in Egypt participated in the subproject. Virtually all
 
the MDA have been utilied
of the agricultural economists at the disposal of 

in the program. Over half of the 235 Egyptian collaborators comprise Egypt's 

younger "second generation" of ecoi-omists, who in the future will have larger 

policy- and decision-wTking roles in the society. Furthermore, many 

economists who participated were trainad in socialist countries. Despite the 

that these individuals were less familiar with empirically-based methods,fact 
they were able to acquire new analytical skills and exposure to Western 

economic inqairy through their participation in the program--two were actually 

team leaders. 
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TABLE II 
ERD OF PROJECt STATUS oF E0I 0iCS 

IN SEPrEv>?ER 1983 
SU3PROJECT 

Egyptian economists who have 
participated in collaborative 
research 

Target 

150-175 

Actual 

235 2! 

UC faculty and graduate students 
who have participated 

Workshops 

Post-doctoral cardidates 

Doctoral candidates 

60 

2-5 

14 

6 

4 4 -

10 

10 

3 

Egyptians who have attended 
professioi-al meetings 

Research activities completed 

16 

32 

7 

21 

1-/Inclules 120 Egyptian research assistants (MSC degree). 
2/Exclu3es 10 professors frcm other U.S. universities. 

!/Excludes two activities which need six months for completion. 

Source: 	 Fconomics Subproject contract adderdurn Log Frame 
and UC/Davis records. 
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Through "activity agreements!' between the GOE and the contractor, research was 
carried out in 8ix general policy areas: prices (4 activities); hunan capital 
and social institutions (7 activities); allocat-ion of "developent resources" 
(l activity); food security (4 activities); and land and water use (2
 
activities)!/
 

Each of the 23 research activities initiated under the subproject included one 
or two Ph.D Egyptian economists and one or two U.S. counterparts 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, seminars, guest lectures, exchange visits between U.S. and Egyptian 
researchers, short courses of instruction (such as aglish for economists, 
micro-camputer courses) an-I other training, as well as longer training 
j.ograms for the ten post-doctorates and the three doctoral candidates. 

Ibst of the working papers prduced by members of these activities exhibit the 
learning process which took place under the subproject. In general, the first 
third of the papers authorized by Americans tended to be methodological, while 
those by Egyp)tians terded to present historical backgrcxrnys or general 
overviews, and in som2 cases may b: characterized by rhetorical assertion 
rather txan emlirical analysis. cbbsequrnt papers, however, begin to show 
increased analytical maturity, collaloration and independence of authorship by
 
Egyptians.
 

The Biogas Evaluation Activity appears only marginally related to these 
policy areas.
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TABLE III 
ADS PARTICIPANT TRAINING 

IN ECXNI4ICS ACPIVITY 
TRIPS TO U.S. 
(1980-1933) 

No. Participants Length of Stay Purpose of Visit 

3 Continuing doctoral prcgram 

10 One year post doctoral 
research 

studies & 

29 Four weeks or more work with collaborators on 
data analysis and/or 
computerization; utilization 
of UC libraries and visit 
California water delivery 
system 

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

on 

3 Less than two weeks visit water delivery system 
ard collaborate on activity 
design 

80 Total 

Source: UC/Davis records. 
For example, the first paper (No. 23) of the Food Subsidies Activities was 
written by the Egyptian te-am leader and presented the broad institutional 
framework of price policies and food distribution. A subsequent paper 
( b. 45), inclurling other team members as authors described how a theoretical 
model could be used to measure the welfare costs of wheat pricing policy. Two 
subsequent papers applied this model more thoroughly: No. 84 examined the 
welfare costs of rice pricing and quota policy; ard No. ill examired the 
welfare costs of broad ]bean marketing ard distribution policy. Numbers 59 and 
60, which included other Egyptian tem members as authors, completed the 
team's work on measurement of differe-rres in income ar] consunption between 
rural and urban areas. Two additional papers (Nos. 74 and 89) were written by 
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senior members of the team, ,the last being a considerably inproved revision of 
the first paper. Subsequcan- papers (ts. 144 arri 145) showed significant
analytical improvenent and maturity in ulderstaniing of the Egyptian context. 
The last paper (N-. 150), a summary of welfare impacts of government policy, 
was reviewed by the entire team, and carries the names of all team membtrs. 
Of these eleven papers, at least six of these papers are worthy of submission 
to professiornl journals. 

2. Institutionalization of the Project 

The January, 1981 evalution firling still stanis: the subproject has failed to 
put into place a permanWnt mechani sm to bring governiint and university
economists closer together in working relationships ard thereby
institutionalize the policy advisory role. However, collal-Oration between
Egyptian economksts, while in a mole operating outside the MDA anJ the 
universities, has been kubstantial. 

Throujh the 23 research acLivities, the project achieved a high degree of 
collaboration bet.ween the IDA econouists and economists in various 
establishi-nnts anl institutions, inclix]ing: anIthe f aculties of economics
political science in ten Tjntian universities, the National Institution of 
Research, the American University, the Ministries of Investment, Suilly,
Dzonony an]i Planning, etc. For example, the Agricultural Policy Analysis
Activity has tiwr- menbers frYn the Ministry of Suj~ply, three frcm the Ministry
of Planning, two from the t.DA, one ftrom the Institute of National Planning,
two fran universities an-1 on! from the Suez Canal Bank. 

M-iny collaborators involved with the economics sibproject feel it has 
demonstrated thalt ccoperation is possible arr fruitful etwe.en the various
organizations aryl departmnnts concerned with agricultural policy in Fypt.
Some are confident that cooperation will contirue after termination of the 
project: probably not at the same level as during the project, but definitely 
at a higher level than the pre-projcct level. 

3. btirketinq of R:search Findings 

Other than through the prccess of collaboration betveen the Egyptian
researchers, there are two j-imary ways the firdings of the 23 activities have 
been marketcd in Egypt by the project administration: the organization of ten
thematic workshops, plu.; nu:irors Enaller seminrs an] .orkshops; and the 
publication ai-. distribution of the 152 working papers. Reaction to the 
workshops and p.pers is difficult to measure, but it is clear that they
gen-ratecl a high degree of interest. 

The ten Economics Policy Worshops (li steI in Table IV) were w2ll attended 
during the duration of the sessions by governerit anriuniversity personnel
outside the project. Each was operod by the Minister of Agriculture, who more
often than not said something substantial in his Fresentation. Invitations to 
the workslops wcre sent to all those thought interested. Procee~igs were 
translated into Arabic by the project administration ani sent to the relevant 
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ministries. Leaders of the workshops were in most cases asked to present 
their recomnendations to the Minister of Agriculture, other relevant 
ministries or policy-making groups. This was also done with many of the 
smaller seminars and workshops involving only on activity. Government and 
university personrl involved in the ninth workshcp on food price policy and 
subsidies were invited to present and discuss the workslop findings on the 
popular Arabic radio station during the last week in May 1933. 
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Table IV 

Economics Policy Workshops
 
Sponsored by the ADS Project
 

March 28-31, 19811. 	 First Fcononiics Policy Workshcp 

"Economics of Agricultural Intensification" 

2. 	 Second Economics Policy Workshop June 23-24, 1981 

"Agricultural 1t1rketing in Egypt" 

December 15-16, 19813. 	 Third Economics Policy Workshop 

"Migration & ic-anization in Fgyptian Agriculture" 

4. 	 Fourth Ecoromics Policy Workshop March 29-30, 1982 

"The Pranotion of Bgyptian Exports of 

Horticulture Policy in Egypt" 

5. 	 Fifth Ecornmics Policy Workshop September 18-19, 1982 

"Agricultural Policy in Egypt'l 

December 18-19, 19826. 	 Sixth Ecoromics Policy Workshop 

"The Future of Cotton in the Egyptian Economy" 

7. 	 Seventh EcoiTzmics Policy Workshop February 17, 1983 

Egyptian Agriculture""Mechanization Issues in 

March 3, 1983
8. 	Eighth Ecoromics Policy Workshop 

"Livestock Economics in Egyptian Agriculture" 

May 	 11-12, 19839. Ninth Economics Policy Workshop 
"Eod Price Policy arrl S9ibsidies" 

May 	19, 1983
10. Tenth Economics Policy Workshop 
"Labor Micpration and Egyptian Agriculture" 
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The working papers are formally suhnitted to the Foreign Relations branch of 

the NDA, which announces the existence of the studies to tiose thought 
by the project administration uponinterested. Papers are then distribitc 

the MA thought interested. To date,request, or sent formally to those in 
8,000 copies of papers h-ave been distribited within Egypt alore.some 

Numerous working papers are also republished in the research bulletins of the 
at Zagazig and Ain Shams Universities.Departments of Agricultural Economics 

The project has also generated several publications in U.S. journals and one 

book; the latter did not include Egyptian authorship. 

There has baen very little discussion or exchange of ideas betwen project
 

personnal aril the AID Agriculture Office concerning the firxingr and 

recommrerdations of the research activities. Reasons for this failure to 
the acrimony which has characterizd the relationscommunicate might include: 

bet _en UC/Davis arA the AID/Cairo Mission; failure of the AID Mission to 

follow the January, 1981 evaluation recamnen-lation to assign an agricultural 
economist to mnitor the economics subproject; perceived lack of interest on 

was the only perison from AIDthe part of the AID Mission (the Project Officer 
who attern-ed the Ten Policy Vbrkshops); and perceived unwillingness to 

instances AID triecooperate on the part of UC/Davis (in at least three 
from UC/1Dvis).unsuccessfully to obtain research papers 

4. Relationship with Horticulture Sub-Project 

More attention has heen given to the macro-ecoromic aspects of Yorticultural 

production and marhetinq since the January 1981 evaluation. However, none of 

the research has dealt with the micro-economic implications of the agroaomic 

research in the horticultural project. 

Two new research activities were added in 198i, in addition to the Vegetable 

Ihrketing Activity already unlen.iay during the evaluation in January and which 
in the year. The post-harvest lossessponsorod its own policy workslop later 


for Vegetables and Fruits Activity axamined tcmatces, grapes and potatoes
 
(two in process),(considered a horticultural crop) arKd produced on:! paper 

two papers (to in prccess). Inwhile the Citrus Infustry Analysis produced 
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addition, the Fourth Economics Policy Workshcp on Horticultural Fxport,
 

sponsored in March, 1982, was attended by more than 100 participants who beard
 

smaller one-day workshops were held on horticulture18 presentations. Several 
citrus marketing and marketing survey techniques. Thepost-harvest problems, 

in thepersonnel from the Horticulture Subproject actively participated 

post-harvest workshop.
 

included horticultural cropsOther subseq-ient policy research activities have 
in their analyses: T he Fconomic Efficiency and Resource Use Activity examines 

farms'in the Cairo vegetable zone, and the Commcdity Systems Activity includes 

an anlysis of potato marketing. 

Given the scope of vr)rk in the original economics sulproject paper limiting 

research activities to macro-economic policy analysis, there was never any 
inpact of agroromicserious consideration of the proposal that the ecoi-omic 

research urrIer the projEct be analyzed. Perhaps because the feeling airong the 

the JPPB has bzen that it should be left to the farmers toEgyptian members of 
Ie left to the marketdecide the profitability of the agronomic packages and 

therefore felt that limitation of economicto make its own adjustrents. Th--y 
prices, marketing ard export of horticulturalresearch to policy analysis ef 

crops was more aporopriate. 

5. rblexanze of Rbsearch 

to review here the 152 papers for technical content andIt is not possible 
it is clear that over half the tcopics addressed in the 23relevarm.e. However, 

to Egyptian agricultural developn-ntresearch acitivities are clearly relevant 
problems and AID/Cairo priorities in the agricultural sector (Table V). In 

the wozrk on price policy hLs been extremely relevant and should heparticular, 
third of 152 working

more closely exanino.] by the AID Mission. Almost one the 


papers deal directly with matter of price policy, as did the Fifth and Ninth
 

Policy ,brkshops on price policy and focx subsidies. Many of the papers
 

presentcd at the Sixth (Cotton), Seventh (i-:chani kation) ard Eighth
 
at considerable length with price(Livestock) Policy brkshops also dealt 

policy issues.
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Table V
 
Agricultural Develqcment System Project
 

List of R-seardi Activity and Number
 
of Papers Prcxdt.Ld as of June, 1933
 

No. of Papers
 

1. Food Security and Agricultural Price Policy 	 20 

2. Demand, Supply a-3 Governmnent Policy 	 20 
3. Livestock and Livestock, Proiucts 	 17 
4. Fool Consuption in Rural Egypt 	 17 
5. Goverri-mnt Price Policy and Food Subsidies 	 13 
6. Demard for MYcni 2at ion 	 12 
7. Rural La]or Supply ard Agricultural Eplcyme.nt 	 8 
8. 	 larketing Potential for Vegetables for 

Export/Dom2 st ic Mlrket 8 

9. Integrated Village Stulies and Policy Analysis 	 8 
10. Agricultural Policy Analysis 	 5 
11. Farm Efficiency an<] Agricultural Policy 	 4 
12. Pole of Coc-peratives 	 4 
13. Citrus I4hrketing 	 3 
14. Agricultural Pricing Policies & Trade Balance 	 3 
15. Lairs Develcpiunt vs. Soil Reclamation 	 2 
16. Poultry Irlrstry Policy 	 2 
17. Farm Efficiency an-] Resource Use 	 2 
18. Post Harvest Losses for Vcgeiabls and Fruits 	 1 
19. Biogas Evaluation 	 2 
20. Comnolity System Analysis 1 
2]. Rural Develq'n nt and Consumption 1 
22. 	Effect of Partial Ihrket Pricing of 

Lary] & Water Allceation 0 

23. Irrigation Evaluation 	 0 

Papers authored solely by Egyptians 31 
Papers huthored by both ,jyptians and America-n,:: 78 
Papers authorr! solely by A.mericans 43 

152 

http:Eplcyme.nt
http:Prcxdt.Ld
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6. Cost Effectiveness of the Subproject 

The Agricultural Ecoromics sulproject is essentially a non-reverrae producing 
project over the short term. Furthermore, the subproject has had multiple 
functions (primarily training and research). It is therefore very difficult 
to easure the costs of the project in terms of its outputs. 

Cost effcctiven-ss analysis is the means by which AID tests the fiinancial 
viability of non-revenue proalu-ing projects. Given a specified number of 
outputs which must be prcdurol in order to achieve the project targets, cost 
effectiven:ss analysis can in utilized to compare the total AID grant costs of 
project outputs to those of alternative activities. 

Total cost in AID grant dollars has b.en estimated for the three year duration 
of the su1>roject in Table X. Were it assumed that professional developmnnt 
through collalx)rative research anfl participation in workshops arY3 seminars 
coul,l be groulped unrier the rubric of traini.n along with the formal an1 
informal training programs un-ler the project, t]bn the total AID cost of each 
of the 235 Egyptiun collalorators may be estimatul at 13,900. This figure is 
scLxwibat over onri-third the current AID cost of a t.o-year SC program in the 
U.S. (,J',400) . Given tliat collaborators continie working for the government 
or universities arOt that many would be unavailable for training in the U.S., 
the "training" afforded to Egyptians unler the ADS project may be a profitable 
short-term invcstvrent of AID dollars in hunan capital. The qu?stion 
ronithe]less may be raised wh- ther participant training in the U.S. would give 
a greater return over the long run. 

The analysis ignores the researdc function of the project and its impact upon 

Egytian economic thought through seinars and distribution of papers. It 

also overlooks the value of the projram to U.S. researchers aMd th'e value to 

Fgypt of generating interest zaong U.S. economists in studying Egyptian 
A similar aihlysi s of the cost of each of the 153agricultural problems. 

to date (many of which are suitableworking papers prdu- cd under the project 
for the publication in international professioinl journals) would ignore the 
very important ed]ucational function served by the papers and related workshops 
ar semfi5rs. Neither arnlysis is of the training ard research outputs 
adequately measures the impact of the project upon the public policy debate, 
which may be considerable. 
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Table VI.
 
Economics Sbproject Experiitures (000)
 

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

Total 3,268.5 

Source: UC/Davis and WOE project staff 

7. Future Directions 

It is clear that the economics subproject slhould be given more time to 
complete the 23 activities initiated '"Aer the project. Two activities 
(cmrmo:lity marketing and village strlies) hatve re~c'hed the survey ccmpletion 

] rene another six mornths for data analysis, writing ar! p iblicationstage, an 
of results. In addition, there are some 40 papers which are currently being 
discussed and edited by the activity teei--it is possible that 20 of them will 
be published as %-nrkingpapers by th-e contract close-cut date. 

Once the contract terminates on Aujnst 31, the burden of implemlentation of the 
phase-down will fall ulx)n the GOE ard AID. Given the workload of the 
Agriculture Office, it is highly unlikely that a Project Officer will have the 
time to assume a more active role in iiuplementation of the projc-t and 
continue the work of the contractc.: assistance in editing papers, 
ccordin-ition of exclange visits, supervision of publication, arranging 
seminars, and payin-,g bills, including bills for encumberanzes incurred before 
departure of the contractor. 't= GOE an-1 AID should soon cci.le to an agreemannt 
upon a means of carrying on phese-down work for the next year. 

For the long term, future researd- an.1 training programs in agricultural 
economics mlust bui ld upon the strong beginning male under the ADS project. 
AID arl the GOE should begin to give serious consideration to the inclusion 
into the Supporting Agricultu:e Systems program of a new activity which will. 
be based upon the successes realized in the ADS project and which will meet 
the need to create an institution of agricultural policy research and planning 
drawing on government and non-government ecoinmiF;ts. Such an activity would 
also include post-doctoral training in the U.S., research on policy-oriented 
issues, and short term consultation visits by top level U.S. agricultural 
economists. This activity should be implemented by the Agricultural Economics 
Research Institute of the MDA. 
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III. End of Project Status - General Conc'usions 

In this section general conclusions are maie an rccarnmendations advanced for 
USAID consideration in planning new activities uriler the sector approad. 

A. Institutiona] Develcpient 

1. The ADS enhanced institutional capabilities in the following ways: 

a. 	 A collaborative team-work approad was developed and proven 
successful. in a majority of activities. The Ministry of Agriculture 
has accopted the prinriple of joint 1DA-a:alemic collaboration. 

b. Inlividual scienti sts have inproved their res-ach planning and 
management skills. 

c. The b-ginnii of a more eiqrirically based research orientation 
has been developed, espo:ially anong agricultural economists, 

d. A more collegial decision making s]Lr-ture for insuring Cality 
and rele\ ,1Yeof researdl strateijes has b:ren developed, with the 
idea of peer review of critical elements in the system. 

e. A large number of younger Eyptian ccientists have been given 
opportunities to exparr their skills, oh;ervc anx] learn from 
association with U.S. scientists n:w an! prolctive ways to practice 
their craft. 

2. 	 The ADS project for a variety of rea.qns was umble to develop within 
the Ministry of Agriculture an institutional capability for planning 
an] itplciinting a research and extension projrm i n horticultural 
and agricultural economics. 

a. The projct mole was "outside" the Mini.stry, hence more 
institutional learning accrued to UC/Divis then to the M)A. 

b. No strategy for forcing intejration to the MDA's Agricultural 
Pesearch Center was ever developed. The contract ends without a well 
conceived pVlan for orderly transition of the project and 
continuation and expansion of its most useful activities. 

.c. 	 An overall training strategy for contirual upgrading and 
reinforcement of Egyptian sc4ientists' research skills and management 
capacity has not been developer. Without it the alvances male under 
ADS may rapidly evaporate. 

d. Wtile the project succeeded in developing a large number of 
activities (42) involving many Fgyptian scientists (over 500), both 
American and Egyptian leaders agree tLat many teams were overstaffed 
and contained unproductive participants. 

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

B. Overall Cost Effectiveness 

It is difficult to assess the xnmef its 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 researci infrastructure, bth physical and 
htman. ADS has succeeded in breathing n2w life and vigour into horticulture 
ard agricultural ecoromics in Egypt. Ina:eases in the prcdlirtion of tcinatoes 
alone may %w-llyield ecornic returiis sufficient to justify exrernlitures. Nor 
is there any doubt that research skills in agricultural ecoorncs and 
horticulture have Ineon greatly improved. However, when one assesses the cost 
effectivene.ss of the projects, one must conchde that ADS was not a 
particularly cost effective way to transfer technm-)Iojy or achieve capability 
enhancement. There are many reasons for this. 

1. 	 The structure of decision makdng and project administration (joint 
boards, technical ccmumittees, co-directors, three aliministrative 
offices, ineentive payrments, etc.) iaant that a very large percent 
(as minuh as 40%) of the U.S. dollar anr pourrd furds went to defray 
administrative costs. 

2. 	 Participation of senior U.S. scientific and a-dministrative personnel 
is expensive, even though their involvement is much preferred over 
more junior scientists by the GOE. 

3. 	 The pattern of freqrient short te~m visits by U.S. scientists and 
administrative and policy lealership led to exception-Illy high travel 
costs. For example in the fourth quarter of 1932, primarily 
September, 39 Americans visited Egypt fcx an average stay of 10 
days. Of these 13 (33%) were for adninistrative/policy purposes. If 
the average cost per trip is estimatel at 33,500, travel expenses for 
U.S. personnel alone came to 136,500 for the fourth quarter of 
1982. This mal be unusually high because of the terlency of U.S. 
participints to travel to Egypt in the early fall. 

4. Egyptian salaries in DA an3 universities are too low to attract and 
retain qialified full-time personnel for research projects. This is 
particularly true for many qualified Egyptians who can cammarrl higher 
salaries abroad or elsewhere in Egypt. Tnerefore the ineentive 
payment structure built into the project was a necessary condition 
for scientific participation. However, the attractiveness of 
incentive payments may hive led to the "distribitive logic" discussed 
in the 1981 evaluation--and therefore overstaffing of some activities. 

5. 	 Because the project experienced implementation delays, considerable 
pressure emerged to sign up activities and spend uoney. This is not 
to imply that any proposal that cane along was funed but it does 
suggest that perhaps too much emphasis was plaed on individual 
activities, and not. enough on establishing clear researd priorities, 
assessing progress, and adjusting project resources to reward 
positive acccplishments. 

http:effectivene.ss
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6. 	 Combined with the late start (most project activities really begin in 
1981), the unxiertainty about project (and contract) extension and 
budget augmentation led to innumerable bidget adjustments in 1982. 
The final 82-83 budget was substantially cut at the last maments in 
1982, about the time when UC/Davis determired tUat they w-ould not 
continue the contract in face of unclear signals from the DA and 
USAID. TIhlese reducas buidgets forced all activities to slow down and, 
finally, with the emegrgeece of negative preliminary audit filyings in 
early .983, USAID suspen-Icd further experylitures. There is little 
doubt that this uncertainty and instability had a deleterious effect 
on the subsL-ace of both research subprojects in 1983. 111atever the 
reasins, there is now no plan for orderly transition of project 
management to the MDA, Fgyptian researchers appear to be totally 
uninforme- as to plans to maintain their activities, arrangements for 

working out,continual collaboration with American scientists are not 
aiY3 many Fgtyptians are already making plans to move on to other 
positions. This "hedging of h-ts" is an unlerstar lable phenomenon, 
but has serioas ncgative implications for the continuation (and 
ccpIletion) of pronisin research activities. Overall the "boom or 

bust" montality was not coriLuive to a cost effective and pro-Juctive 
pro,-a: n of rc.ardc anld developm-nnt. All parties, USkID, UC/Davis, 
arrl the MDA must share the respnsibility for the current unfortunate 
situation. 

c-ont EffcctivennssC. I,1naqc 

ADS mianagcemxnt should le assessed in terms of substantive output and 
was impressive ifadministrative pro-oedures. On the substantive side, output 

or recolni ves that the project really was active over a three year period 

(late 19-30 to early 1933) rather than five years as originally envisaged. 
hbile managemrnt prccodural difficulties s]-ould not overshadow substantive 

accoiplislents, they must nevertheless be nc-ed and dis:ussed. 

1. 	 Although project administration improvod greatly in 1982, the history 
of manageirent difficulties continued to give the ADS project an aura 

of ineffectivess which was difficult to overcone. 

2. 	 Financial administration was a recognized weatless in both the Cairo 
and Davis offices. The consequen('e was a ne-gative prelimirnry audit 
by the Inspector CGneral which resulted in a suspension of project 
furling. The ADS Cairo office hid rccgnized the need for 
strengthening its administrative capability but its reqr-ests for help 

went unfulfilled. 

3. 	 The timing of the auflit in the last year of the project was 
particularly unfortunate. An audit in 1981 would have focussed 
attention on financial and mnagemant issues at a point early enough 
in theproject to allow for remedial measures to be taken without 
damage to the substantive aspects of the project. 
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4. Efforts were ma-de in 1982 to inprove relationships bett--_en USAID and 

ADS. Regular meetings were held betwaen the USAID project manager 

and the UC/Davis Cairo co-director. USAID was invited to participate 

in project workshops, seinars and the like. There is little 

evidence, however, that these efforts overcame the negative 
on USAIDperceptions of the project based jxevious experience. 


relu.,tance to bcome a partner in the relationship was perceived by
 

UC/Davis as rejection an-d non-support. USAID's ixsition was that its 

agreenmnt was a bilateral on with the government of gypt. The 
was betweenUC/T>-ivis team wanted USA]!) support as if the contract 

them and the U.S. Government. At the same time UC/Davis was 

reluctant aryl unprepared to deal with the myriad pracedural rules 

ai-Oreporting reqiirctonts of either USAID or the GOE, and asserted 

their own sense of professional judgirent and scientific competence. 

The GOE side continueId to make sporalic efforts to gain control of 
only partially accurate, thatthe prcess, bised on their view, 

UC/Davis %workedfor them. At the same time it is clk-ar that the GOE 

relicd on the UC/Davis tealn to implement the multitulincus actions 

necessary to make the project pro:uctive. The net result of this, 

thie uncertainties about contract extension, budget aii.1mentationplus 
and project paper revision continuedl to create hard feelings and 

on all sides. At the level ol scientificmisunerstandings 
stressed that Egyj)tian scientistscollaboration, it shoul.d I-

developed close and positive personal relationships with many 

American scientists and they are vefy strong in their belief that 

these relationships should continue at some level. 

VII. General Recarmenlat ion5 

The intent of this assessnent has been to evaluate ADS to determine the status 

and to advise USAID on which researd- activitiesof institutional. deveolomn'nt 
now underway merit continued support. Specific recznmeryat ions are made with 

well as
regard to the horticultural and agricultural economics subprojects, as 

more genral recormToenat ions on institutional developmnent. 

A. Immediate Actions Needed 

1. USAID and GOE should inur]iately work out administrative and funding 

arrangements for continuation and completion of current activities 

through 1984. 

2. During 1983-84 USAID and GOE should: 

a. Assess all activities and establish research priorities in the 

context of an overall program strategy for horticulture research and 

agriculture economics and1 other activities. 

b. Review composition of all teams and reogranize when necessary to 

achieve results.
 

c. In the main, the principal of L'A/academic teams should be 

encouraged, deperding on the nature of the researd to be corructed. 

However, not all scientific work requires a "team" arproach. 



B. 

i. 

2. 

3. 

4. 

5. 

6. 

7. 
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Future Planning 

should be established toAn institutional support structure with MOA 

provide necessary administrative and financial support to the program.
 

structure should be established within ARC 	 to:A decision makilng 

of high level support.a. Determine research priorities and areas 

b. Assess, evaluate and reward those activities which have shown 

high potential aad demnstrat~e progress. 

Ensure that ecoromic analysis is linked to 	researdh inc. 
to farm manacgement,horticultural, particularly with regard 

b-2nf its arl the economics of domestic andprohiction costs and 
export marketing. 

shouldd. 	 Once resc!arch activities are fun-1d, activity leaders 
programs anI make appropriatehvave the flexibility to implelrent 

expenditure decisions. 

alvisry committeeA caabined international 	arl Egyptian researd 

should b2 co.nvened every 	 second year of the program to review results 

to the GOE and USAfD. Continuous monitoringand make reo-.nmndations 

and annual pc ress reviews should be the resMonsibility of the MA.
 

Training and1 professional developnent in research methods, proposal
 

develcpnent ar research mnagement- and adiiii. stration shcxi]d be an
 

Spoeial effort to assist 	yoiungerintegral part of the program. 

Egyptian scientists in their own develcrment should be stressed.
 

In funding agricultural research and extension, USAID 	 should consider 
private sectorutilization of all funiing mechnisns, incluling CIP, 

small grant programs,programs, participant training, 
sourcesdoeentralization ani local developqr-ent prograis and all other 

which might be talpl to support various collateral aspects of the
 

sector assistance approach.
 

micro level researd in agricultureOther than encouraging specific 

economics USA[D and CME should continie to fund macro level policy
 

oriented research, but the administration and funding of such
 

under the direction of the Institute of
research should be 
w,ith appropriate arrangementsAgriculture Economics Research, 	 for 

to assure quality, relevance andproposal selection ard furr!ing 

objectivity.
 

USAID will experience significant increase 	 in demands on direct hire 
sector assistancestaff during 1934 and into early stages of 

should assign specific managem-nt 	 and substantiveprogram. USAID 
responsibility to staff for agriculture economics and separately for 

1984. As the sectorhorticultural researd and extension throu3h 
USAID may want to review 	 itsassistance program comes into being, 


internal organimcion in anticipation of the new approach.
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C. Very Long Term 

USAID Wlas sought to increase the visability of its assistance to Egypt in all 
sectors. Given Egypt's potential in horticulture crops, its favorable climate 

arY3 excellent soil conlitions, USAID may wish to consider the establishment of 

an international center for horticultural research, affiliated if appropriate 
with the CGIAR system. 


