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13. Summary
 

The project, carried out in the two pilot settings of Egypt

and Nepal has been the object of different levels of local institutional
 
commitment. 
As a result of the emphasis placed on project components,

the implementation schedules of the Egyptian and Nepal portions of the
 
project evidence different rates of progress. In Egypt, stress has been
 
placed on the training of middle level managers while in Nepal 
stress
 
has been put on the early institutionalization of the project and the
 
training o0 its staff. In both instances, focusing on the development

of course content has underlined the need for continuing consideration
 
to be given to the integration of management and technical practices
 
to complement and strengthen the validity and application of the
 
planning and problem solving process, which now distinguishes the train
ing program's content. In order to establish a fully self-sustaining

training system, it will be necessary for the Egyptian and Nepali

project staff to obtain supplementary tra0iiing in the organizatior and
 
development of training courses, workshops and seminars, in the tech
niques of follow-up and in the provision of post-training support of
 
former course participants.
 

14. Evaluation Methodology
 

The evaluation of the Egypt and Nepal components took place in
 
November 1978 and February 1979 respectively. These special reviews
 
of project activities covered the periods September 1977 to January

1979 for Nepal and November 1977 to November 1978 for Egypt. The
 
attached evaluation reports describe the accomplishments in each of the
 
following categories as well as any problems encountered by the project

staff or ascertained by the evaluation teams. Specific recommendations
 
are made to respond to the problems so identified.
 

The criteria and specific categories of project output were kept

constant for both evaluations. These are as follows:
 

1. selection of participating organizations, trainers and
 
trainees, including the training of selected trainers in
 
the ASIP research and training methods;
 

2. preparation of country reference books and materials to 
be
 
used in ASIP courses;
 

3. preparation of learning by doing tasks for use in ASIP
 

courses;
 

4. design of appropriate curricula for ASIP courses;
 

5. conduct of ASIP courses;
 

6. design of an information/evaluation system providing necessary

baseline data and continuing information for the measurement of
 
progress in establishing a self-sustaining training system;
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7. 	development and conduct of at least one specialized training
 
course as deemed necessary;
 

8. 	provision of consultancy services to project-trained managers
 
to help them apply their training.
 

These evaluations constitute assessments of progress in Phase II
 
of three phases of the project. They were based on documentary evidence,
 
project reports, interviews with former course participants, discussions
 
with PAS/GAI staff and with project staff in each of the countries con
cerned.
 

15. External Factors
 

Changes in external factors having an impact on project activity
 
are a) active interest by USAID Missions in Egypt and Nepal for
 
follow-up projects at the termination of the current projects b) active
 
support by both the Ministry of Agriculture, GOE and APROSC/HMG of Nepal
 
for the role of the training program in meeting the needs of agricultural
 
managers. In both Egypt and Nepal, the emphasis on rural sector develop
ment has highlighted the importance of agricultural management in a sectoral
 
strategy and the potential role of theproject in a concerted approach to
 
rural development assistance.
 

16. Inputs
 

All contractor and project supporting activities are now being

delivered as programmed. In view of prior delays in such deliveries,
 
the project in Egypt has succeeded at this time in meeting most, though
 
not all, of its expected objectives. In order to achieve the output
 
target of a self-sustaining training system, it will be necessary to
 
extend the period of training of local staff in Egypt beyond the current
 
end of project date. In Nepal, the addition of PAS/GAI consulting staff
 
time should be sufficient to achieve expected output targets.
 

17. Outputs
 

There have been no major revisions in the make up of project
 
outputs; however, renewed emphasis will be placed on certain project
 
objectives
 

a. 	Training courses will proceed at a reasonable, rather than
 
intensive rate, in this continuing pilot phase. Emphasis is
 
to be on the testing of new material and the development of
 
a basic package for agricultural management skills develop
ment. Courses are to be used as training opportunities for
 
national coaching staff as well as a means of identifying
 
potential staff members.
 



- 3 

b. 	A greater portion of the training of trainers' element is
 
to be devoted to training program organization and development,
 
needs identification and analysis of agricultural managers,
 
the design of course materials to meet these needs and of
 
activities connected with the follow up of course participants
 
through individual or group consultancies.
 

c. 	The Reference Book materials used in the training course will
 
be streamlined to facilitate use by participants. Work on
 
translating this volume in French and Spanish will be temporarily
 
suspended until three sections (Extension, Project evaluation/
 
monitoring and control) can be revised. Efforts will be made
 
to identify other sections of the Reference Book for inclusion
 
in course material packages/modules, for use in Egypt and Nepal
 
and for disseminating the experience gained in the two pilot
 
settings.
 

d. 	Project staff will become intimately involved in the evaluation
 
of an information/evaluation system designed to provide the
 
necessary baseline data and containing information of progress
 
in establishing a self-sustaining training system to continually
 
improve the performance of agricultural managers. The necessary
 
data collection instruments, (those already developed and those
 
yet to be tested) will be integrated in order to enable the LDC
 
institutions to better plan and manage project activities and
 
assess the impact of the training on recipients and organizations.
 

e. 	ASIP training courses will be used in conjunction with more
 
specialized training and will become associated in more
 
generalized efforts at staff development in both Egypts and
 
Nepal.
 

While in Nepal, the achievement of these outputs is not expected
 
to require an extension beyond the scheduled end-of-project target date,
 
experience indicates that the Egypt project will necessitate a supple
mentary period for the training of trainers' component.
 

18. Purpose
 

The Project Paper states that the purpose of this project
 
is:
 

"...to establish in two countries a self-operative and self-sustaining
 
training system which will continually improve the performance of
 
agricultural managers. The object is to test and demonstrate the
 
applicability and replicability of the training methods and materials
 
utilized." (p.21).
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The Logical Framework States the purpose to be:
 

"To establish training programs for agricultural plan implementation

in 2 LDCs and transfer the methodology and materials developed to
 
two or more national or regional training and research centers and
 
to USAIDs."
 

It continues to be reasonable to expect the end-of-product status
 
conditions described in the Project Paper to occur when the project
 
purpose is achieved.
 

19. Goal/Subgoal
 

The Project Paper stated the goal to be "...to increase the rate of
 
agricultural and rural development within LDCs, particularly the pro
ductivity and incomes of members, of the small 
farmer sub-sector. The
 
project activity is a necessary but not a sufficient means to accomplish

this goal. It is intended to help host country institutions and officials
 
to accomplish this goal...by increasing their ability to effectively
 
manage the programs and projects through which they pursue it."
 

Because of the number of factors which might have a concurrent
 
effect on the development of the goal, as stated in the Project Paper,

it is not possible tc ascertain whether there is a causal relationship

between achievement of the purpose and attainment of this goal. A clearer
 
assessment of this link would require a more systematic approach to
 
selection of participants for training courses, collection of baseline
 
data on participant skills and their organizational working conditions,

the design of individualized group training packages and the regular

updating of data on participants back at their work environments.
 

20. Beneficiaries of this project are the middle level agricultural
 
managers in the GOE Ministry of Agriculture whose improved management

skills would, after a time lag, contribute substantially to bridging the
 
gap between planners and farmers. These benefits would accrue to farmers,

especially if there is a "critical mass" of managers in a given region
 
or agency and if the management skills acquired through this project

continue to be relevant tools for project planning and implementation.

Most important, at this point, is to ensure 1) that the needed data
 
is gathered and the information/evaluation syztem is put into operation
 
to ascertain the extent to which agricultural managers improve their
 
skill levels and 2) that the content of the training package as well
 
as the follow-up and consultancy system are responsive to the changing

needs of different regions, organizations problem areas.
 

21. Unplanned Effects
 

Delays in the implementation of the Egypt component have been due
 
in great part to lags in the provision of an Egyptian staff for training
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by U.S. contractor staff. This has led to the need to extend project

life in order to achieve the project purpose. In Nepal, enthusiastic
 
adoption of the project from the start, as a Nepali rather than as a
 
U.S. project, has had the unplanned effect of focusing on managerial

skills as one of the prerequisites for development of the agriculture
 
sector and for achievement of the goals of integrated rural development.
 

2. Lessons Learned
 

The implementation of this project and its evaluation has pointed
 
to the need for project staff to develop a diagnostic capability in
 
order to assess the range of skills required by agricultural managers in
 
different rural environments. This capability would facilitate the
 
establishment of self-sustaining training systems, inasmuch as project

staff would be able to adapt the training program to changing conditions
 
rather than perpetuate a static approach to agricultural sector manage
ment training.
 

23. Special Comments - None.
 


