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Introduction 
ieAgricultural Sector hIplementation Project (ASIP) 

catle into existence in 1972. Its initial activity was a 
research program to identify management practices in 

dCvelopinrig countries that had led to success field ofin the 
agricultural and rural development. 

After interviewing more than 2(X) specialists from around the 
%%orld and examining more than 1,700 books, articles, reports 
and other document,..AS IPpublished the results of its research 
in 19 70 in a relerence book entitled Managing Planned Agri-
('ulturalDevelometit, 

A year later the project shifted its focus to field implernenta-
tion. establishing two pilot sites, one in Egypt and one in Nepal, 
to test the possibility of improving ag-;cultural management 
through the transfer of su':cessful practices. 

Specifically, the implementation process was designed to: ( I) 
test the possibility of passing on the lessons of research through 
management training (which in effect became a test of the ASIP 
training process itself): (2) initiate in-country research to de-
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velop country-specific supplements to the reference book for 

use in 'he training; (3) conduct organizational development
(OD) activities as a follow-up to the training; and (4) insti
tutionalize the full range of ASIP activities, including 
research, training and OD activities. 
"Institutionalization'- implies that these activities are carried 

out by local staff members without external assistance and are 
integrated into the normal functins of the host organization. 

This document describes the ASIP experience with project 
implementation in Egypt and Nepal; it concludes with a list of 
recommendations based this experienceon which might be 
applied to similar projects elsewhere. 

Foran overall view of'the ASIP approach to research, training 
and 0D, including an analysis of the theoretical basis for these 
activities as well as a chronology of the project, see the publica
tion lhridging the Gal) Between Planners and Farmers: The 
Agricultural Sector Inlementation Project. 
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1hw ultimate test ol'a suc'ess/ainanagemenrt practice is tit',ejjf'r't it has oil theflhrmers o/'t,.e wlorld. 



ASIP in Nepal:

Project Achieves Early Success
 

Advisers cite local initiative
 
as determining factor
 

September, 1977, two PAS staffil schedule, ASIP was a self-sustaining pro- quests for training than the ASIP staff 
members arrived in Nepal to open one grant that included two teams of trainers could handle. 
of two ASIP field iinplcmentationsites. (eight in all), a group of highly-skilled In the June-July, 1979 ASIP Newsletter

Less than two years later the project had researchers, a Nepalese reference book fron Nepal, the Nepalese editor wrote: 
become fully institutionalized, recognized 150 pages long and growing, a communi- "ASIP was completely managed by foreign
within Nepalese development circles, and cations network that reached every major advisors in the beginning, but is now, after 
run completely by local staff, development agency in the country (large- 21 months' time, run completely by

When the American director left Nepal ly through its newslettcr), and a reputation Nepalese Training Division staff mieri
in June, 1979, four months ahead of throughout Nepal that brought more re- hers. "
 

There are several reasons for the rapid 
institutionalization of inASIP Nepal, 
according to Julian Orr, the American pro
ject director, "but the most important one 
is the initiative taken by the Ncpalese 

" themselves." 
ASIP is attached to the Agricultural Pro

jects Services Center (APROSC), a quasi
independent support agency of the Nepal 
Ministry of Agriculture. Hlistorically, 
APROSC had conducted studies in project 
planning and analysis for the Nepalese 
Government and intcmational agencies 
working in Nepal. Wiith the arrival of 

* ' ASIP. it added a management training and 
isearch dimension to its activities. 
"In our very first meeting at 

APIRSC,'' ()rr recalls, "i)r.l)hital, the 
directo r. inade the point that the expatriate 
ASIP staff was there inan advisory role. 

X i Ic said, 'ASIP is an APROSC project, not 
t inAmerican project.' 

The practical etfects of this attitude 
could be seen immediately in the initia

, 
 tives taken by APROSC. "Even before 
,A"I 	 we arrived in Nepal,'' Orr said, 

"APROSC had recognized ttie need for 
suitable space Ior this new activity and

4./ had identified several available buildings. 
, ' Ten days after we arrived, a building wasselected, and three weeks later we moved 

Nepali wnnu gplanft rit'e, amajorfiumi st h,anil target oj'agric'uuraldevehqpmet. in. 



•\t tir. ,11t' ui111C.\IPI()S(' asNrgnecd 

rine tIlltllI [ll Iicnlhc-rs ,e
t senlior 
kil ciil alid ,i\ iraliern A!.S;P, within 
thrle wee-ks ot tie arvi al of tire .\pariatc 
"Illoutr, traintr, were add. Ito ile 
sa. later 

*,,,Iitia,. we were a,,tbior,,cerrd.'' 
)rr said. slpakin lt- hiisellfand Richard 

Nislrir.. tlie other adisorWe"AS 
had ccrtain criteria iii rinid r ASIP 
framers arid researchers. aind wC thought 

p'tential staIf menhers should be selected 
oil tile basis ot'their pert rrnance in ASIP 
courses. 

-. \s it turned out, we had no need Iir 
concern. All of tire pen ple selected by )r. 
l)hital -\ct thrce, have beco e fulltil .c 
sTa nllriribes of ASIP and haveCriade 
c\cellent traincrs. 

"In rctrnslcCt. ()rr points ont,. -'l)r. 
I)iital's i,'S I ledlgc (4 rite pCIlc arid his 
as areicss of s.shat it take, to irrake apro-
.ect such as ASIP succeed irr Nepal werc 
tile ke s io tire success of liet rrrcrltit 

"We ririlni have telt Ibiter+ if wNChad 

berr coirsulted Ieforehand. hut it's liot 

likcl lhal we could husC rade better 
choice,. lre adIlllta2es of' havini lT, 
rmemrbers arssii-ricd earlN fiar ots'scih anN 
po1 ,sible itld ,allcles Illl il Ili lllrrtIliv 
recruitmen plr cnn. 

agcnc. APR(S(" was tree to experinment 
ii a reIlativel,, lio -risk enviromnent, both 
tor ihsell'and its client ministries. 

.
Taking a facilitating 
rather than a 
directing role 

At the same time, because APROSC 
had close ties with several line ministries, 
i t was able to test the "ASIP approach" 
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'Blased uni ou())resperierIice ircere. I wouldf-h
 
sa'I that )le surcessfuil Inlaacerierit riC
ice is to has e Iost -ci inr u tticial's select
 

pronlect stall, a't leas, initially. ilIl a pro
.ec I de, clops a Ii I Inf it
oI-Is o I n. 

The irnitialie's tlkeir b, AIR()S('. al
thoughl hargeisouitsidc tire iriluerice utllt rei 

Aircrical! ASIP statt" catll lie Irelicalted or 

at least cricoulaecd ill oilrcr siluatirirs b, 
tire stlicc ikcr by iutside adViSI'S. If 
espatriate Iliraiges desist frotr miajor 
dcCisii i-tiaki,2i g ard coriey ti tile lost 
nlngali/alioll Ihal o:Ct is ilieirslie I)rle and 

iot tire funding agelrc, 's. they call create 

tire coniditiunsr Irhat Icld to local iniliatives. 
Takin g at IacilitatinIratIcr than a dirccting 
role, ini tact, is widely cnsidered air aip 
piripriate mrarri.gerieit practice Iuir ex-li
patiite adlviso rs. l 

Aside fon the irilialves takenl by . 
AIR( )S( tile ,ery iatllre oll that mrgani-
/ariotn lricilimted the inrplenicnraliron f,, 
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with managers working in the field. In 
effect, ASIP was ideally placed li a pilot 
project, it was tree to experiment on a 
sn.iI scale under realistic conditions. 

ASIP research had previously identified 
such an arrangement as optimally suited 
br pilot projects. The success of ASIP in 
Nepal tends to reintbrce those findings. 

Yet anoter explanation For the smooth 
institutionalization of ASIP in Nepal 
might be found in the initial approach 
taken by the expatriate staff. Instead of 
plunging directly into project activities, 
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ASII' iil Nel.Ir As a semrri-independent /ie muJo'il.oi ofNel',dis u'ork in a,'uriculture. Above, Nelmli woni Insh/h ric,. 
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)t) r d Nishili , . onic Ihi*, %%etc setlled 
i,,,file ,,,,,,.. .l.,, K.,,,,,.,,,, for , ,f,,.i ASIP Enjoys Popularity and Success, 
trip to ltheIattcr cltion of N p a .c
cobipliied o. of(tic,, "ill.l tfficer According to USAID Nepal Director 
,111,Wl~to (lie pzI ec l'Ih \ , site'd s, " lil 
dhstrict , ri.iluhl oficeN, SA- The following excerpts are takenfrom a It is heartening and satisfying to notel es'rlLh 

trillis. ,a inmbevr of'tio,,, o%crlinel it lnd September, 1979 statement by Samuel that the ASIP and APROSC have joint
aericultural ,and iiiigti l~iiecctS,. Butterfield, USAID Directorin Nepal, ly put together a skills development 

.\ lter a , .cek back it Ilie of fice. Ih lcl describing he impact of ASIP on agri- program for managers that is not only 

.in-llll. thi, llslt.le to the Western Regit,i cultural and rural development organi- workable, but effectively addresses the 
;1nt(1 Alltt'r .ithri~l retur to K.ithlnlilhl. zations in Nepal. training needs of locally-based organ-
Ilc, ofifit Ihe I .ar\Vestern ReL,iil. () ill izations. 

f1 these trips the, conducted iteM e'sI,~ he ASIP has enjoyed popularity ASIP's utilization of experimental 

'.itli tflticials conicernel s,,ith agrculture / and success in reaching organi- learning principles and techniques and 

mnil rull deloCpiich t, gttlicriiig , much zations like the Agricultural its focus on successful agriculture man

i .lion Aposible esproiiig the Development Bank, Ministry of Food agement practices have been the keys totin d 
i.diall ot the iie\,., A\sIh ir~rfct. and Agriculture, the Agriculture Inputs the early success of the project. 

Prior to thi asslgilricnt. Lirr ha.d ncvcr Corporations. the Marketing Depart- The AID mission in Nepal plans to 

been to Nepal, although he had ,,.iorked ii sent, commercial banks and other continue its support to APROSC's ef
deCloplielnt for iiore than 20 years au) rural-focused institutions which active- forts further to institutionalize the 
hald ICd in Afeha',istm fir eight ,ears. ly seek to develop the skills of their ASIP and to help make the program 
Nishihara. on the other hiand, had spent personnel in implementing projects. achieve its full potential. 
t%%o ,ctrs in Nepad \%ith tie first Peaice 
Corps cioitil ieit there an1d spoke flucnt 
Nepalese. I1)78, almost lIe iioniths aller the, ar l'o illtrodUtcC the 11OtiOi of iilduclis.e 

['pon their return to Kathmandu. ()rr ried iii Nepal. learning from esperience, the Anicricam 
and Nishihra ocussed their attenitliuilon (I " goll 5%ias not toIlimpose il) a1ill tealil shieiill illore t..hllti M iiioilt llicilllg
staff deltvphnlcnit, ciuployinc inductive. s,,ttiii the Nepalesc." ()rr slitl. "but the Ncpatlese Stf. de e \SlI llll 

eartfiitu-bv'-di iiiig ulthids of traiing a to dt o thern e\pcrieices, We felt %%c ie ii nld research Icchliques As, first 

\%ta\ of' introducitIg the Nclmee to the could Ild the stalff i0 the '.\SIP al- step. the teuitn ucl tirs \Cre asked to 
.\SIP approach." did nl run proach' uwing prcltchig Mrile hriCf ot succesf,,ulThey an b it rllier thai s des,,criptions 

e111CUlt course until [ebruary. about it.'- itnanageientll pttcticc,, the, hald us,d pcr
sotinally. +[',ii s lc,cril tiolus, %crc e , dC. 

:\SIP Illillh.tua 

anid %hitll\Composition of ASIP Trainers in Nepal byth ai isors ,etiriicil 
po1sitivc Co.' inent1 . 

NuMber of (January 1978 - October 1979) Aller ssriti uig ,C e rl o ,cril;tuou,. 
Trainers Ihe\ \%c s,,ked to iduit ,i ,successful 

practi test .e, thiiiiight Coudll be ill l il ill 

dilferent ,ituat on,. i.e.. oillie uII h i the 
6 setline sshcre ile N hiad bieii seld orig

in'ally. Thi, c\srcuc %%asiel edatil scscral 

5 -= NEPALESE -lintcs s ilh illcie;ilug ciiphasi',on SpC-

TRAINERS cificily. Alter likea tLhIe begall to te
late thsc ,,uccce,,shl Neptlews e\spCriCenis 
to particular ,ctclio s or them ,esill the 

ASI 1 reference book. 

3 For the ie\l 15o \eKs, the fte u ininI 

hers rcviessedi al of tile pcisoiiil esperi

2 =irnce 
%traded'hrini t li 

p]aper" tiue\ hald 
atset 

, liltell a ld C\
i ritiples thll 

EXPATRIATE % shoulcdbe follosseili ,llrtillg surch de-
TRAINERS %scripltions.

N % 
They Iheti wulectcd the best of 

the petIsonil cXpericnes and evrote the.n 

0 1 1 00-- -- according it) the lrinciples they had cslab

1st Course 2nd 3rd 4th 5th 6th 7th 8th Course lishcd. 
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At OlI% point tire Nepalese \\ere reaids to 
lnse\chlsisel., on illiiiaeillelt prac-

lice In the fi Idot a.ricU ittlc, anrd for (Ile 
le\t iMo w,eeks they collected successful 
Ne palese e\periences based either oniIheir 

imn e periece or deri.d troii other 

presenited to tIre 
group for review., 

lToiove the process one step closer to 
actually producing a Nepalese reference 
book, the learn begaln translating sectiols 
of the PAS reference book to "get a feel'' 

xskere thenr written up arold 

sLurces, aMid role ilii ip for possile Ibefir tle final product and to gather new 

inclusion in a Nepalese reterence book. Iy 

the end of this period. the teari ieihers 
felt secure iiitheir bility to ideniti fy and 
describe successful iianagerierit practiccs 
arid were beginning to ide,,tify practices 
that could he repeated ii otler situations, 

Although all of these descriptions were 
written iiidividually, they were reviewed 
by tie entire tearn. Not only did this prac-
lice provide rirutual stimulation and rein-

it also helped the rieniiers 

2i,1nconfiderice ineach other and hecome 
comfortable w ih submitting their work for 
review and revision, 

As a next ste p indeveloping research 
skills, the team was given the task offde-
signing a plan lor locating iniformation 

about Nepalese experiences inagricurltural 
developmnitet. Lach ireriber wvas then 
given the task of' finding one case related 1t 
the introduction of ness or inproved var-
ictic,, of crops or liveslock. These cases 

firceient, bill 


Control over 
r e t activities 

pro

helped to bolster 
staff self-confidence 
ideas about successful practices they 
riight identify ill Nepal. 

This search for successful practices, 
aside front desloping the stall's research 
skills. had a tpisitiVC tarry-Over effec oi 

tie day-to-day operatiiis of thie project. 
One of the first lasks given to the group, 
for esairple . was to ssork oint Iplan for 

tranisportatii to and frot the office. 
Another was Ilo prepare a statemrient of'oh-

Jectives and success crilriak fIithe pro-
.ect. 

Likewise, this control over pmlJect ac-

tivilies bolstered the self-confidence of the 
learn, which inturn stimulated further ac
tivity oi (ti reference book research. 

Thus, by tiletime of the first training 
prograni inFebruary, the Nepalese staff 
had develol-od a high degree of self-re
liance. They had internalized an inductive 

approach to research, and they had be
conie accustolied to learning by doing and 
learning from each other, all skills that 
ASIP training emphasizes and relies on. 

Ater fte two-week training experience, 
the teaii returred to its work of idenitifying 
successful practices inNepalese agricult
ural miianagemrient. 'rese practices were to 
be used in preparing a Nepalese supple
irent to the reference book for use in the 
next training prograrii. li pursuing this 
work, they were given fullresponsibility 
i,)r planning. carrying Out and evaluating 
the firal product, in effect applying skills 
they had just developed ii the training 
prograin. 

By tie titme o the next course in June, 
197X. a 2(-page Nepalese supplement to 

the reference book was for uise;ready by 
the tine of tie third c..mrse ii August. tie 

stIplerrierit had grown I,5(1 pages ard had 
been indexed. All of the material for the 

Prospects for Project Look Bright-APROSC
 
Dr. Ram Prakash Yadav, the Direclor 

of the Agricultural Projects Services 
Center (APROSC), the host organiza-
tionforASIP in Nepal, gave his assess-
ment in Septeniber. 1979. of tre 

APROSC-ASIP collaboration. In the 

following excerpts, he focuses pritnar-
ily on the training component of ASIP, 

appropriately called tie Management 
Skills Development Program (MSDP) 
in Nepal. 

A PROSC and PAS have been 
concurrently training trainers 
and running courses. Thus 

far, a core staff from APROSC has 
been trained and isnow able to plan and 
conduct management skills develop-
mcnt programs by ihemselves. 

The response of various institutions 

and organizations to the ASIP/MSDP 

has been such that we are convinced 

that the MSDP has had some impact 
upon those intituthons. Recent re-
quests from the Agriculture Develop-
inent Bank for aspecial course for their 
senior officers and front the Depart-
tient of Agriculture for an integrated 
course to train extension officers in-
dicate tie degree to which the ASIP has 
progressed. Those special programs 
will be designed to meet the special 
needs of tie organizations. 

Uiually. when projects fail to reach 
the targets that are set by planners, pco-
pIe are quick to look for excuses and 
reasons for failure. The ASIP Ap-
proach isdifferent and is one that looks 
for successes rather than failures. 

There is a process used by the ASIP 
Approach that helps people learn from 

experience, and from that learning and 

new knowledge makes it possible to 
improve the performance tf jobs. The 
training techniques developed to tain 
managers in this process seem to be the 
tason for the MSDP being so popular 
with local institutions and those partic
ipants who have taken the course. 
The emphasis on practical things and 

tire focus on doing, rather than using 
lectures and theory, makes it pos.ible 
for participants to learn new ideas and 
easily begin to apply tie things learned 

from the course back at their jobs. 
APROSC hopes to continue the 

ASIP/MSDP. Prospects tlr the pro
gram so far look bright. The sound base 
of training ,!mnow-how developed 
through the AiaP will make the job in 
nwtagement, design, and evaluation of 
projects much easier. 
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,Ill I I t . 1.1IIL,CL, tIcI Ilci %.1i, tIb w NLc.tii.,, 
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'0( 1 ot (I1w
t iciIci %%]III i the ctiici 

rctcilm-C tit)k ili plccN I Itt,(hun
 

[). ICa 11 n.1111Iicr'. hcenII SC -ii St ittf
 
ad'hI*i+c" g in,,. th,+ci" iiic ., .iii icci i11c
 
Ic nh n IN,ptnt .
acll ull ial al litcr' ith.S,+Cl,,S,+ t l~l ll p,'., t .. . ,,_"ea . r /I I,,,. , ,tlll


I h Illeh. :1g,
1 1itil 't ,hl d ' 'lt pil'lilillyan he R 

tr xt i ctiit andl I ctlji 11tl li u beI 1ilt! __________!________ 

smai~ll L!101)inpi,1tifics. 

AsN charlt l(Itl Iprei1iltilc i pagcer
', cl ' ,its.n,'t.' h i t+ s m tl'/
Nliti\s allcr tilc tirst t'Ati couire, \%licn
 
til Nepalcscth"ri ci iher paiIucipant or
 
Ohbcr\ crs. tlicc %%;IN,,Ici(tNi iicrcaw
t iii
 
tlic iiiii 1ir iii Nepalese -rvtIns! as
 

iI (Ilc ttit'l cou'rse thli kcrc atsiianly 
Nepalese ats c\patriatc trainers.ilicrcattcr 
that: triimiorc Ncpalese and lc extcr 
piriatcN ctiiidncluil iIC c sUCCCSsi%C 
c t until the sili curse no0adhrc. hN 

%strs %crcuscdtl Aal.
 

(tihedtcline i tiic t traincrs in
uinri, t r 
tile cightli cou.rse indicacs i realistic 
Ira incr-traunlce ratio. Iiiaic potssiblcetry [iec 

liichcr ratioi inl carlicr ctiirscs reflccts tilc 
Ihnihcr of Nc\Iri'l usedtraincrs fir (lic 
pturpose o trin n2 tra-icrs. t 

"Ilic carl cmipliais tin [lic icsarcli1h 
iladc anllctntii,s tiitcrcncc wlien it 
icamec to thc triIiig t traiicr'S. ( )rr t
sclrs, i etisialt %kci so tdtrniiar witl
ftc iIdrCsC Iirticcss and I,%i Idcitit ing 
sncccescs. tc'l %krcicittI ltist I tlincrsc 
skills aimolts 'liiiiciliatcl\ to filic couiscs. 
Tihec otnd it (nitc idirlu ttr ciilliiplc 
to allmi lc iiiiiccs toInmkc iltic oIhi 

allll dinllapr- it)coniclusitonsIll1CiIt" then iidiicilvl. a~nd elil weniiti it _-C 
thcil own snicccsi til ,llo . "lllplcithiods c 
tug tasks. 

h"ce spriit ilicin t rfhc[sl i'ltch 
Icloiic gctuig nto til traiinirig'tri 
addcd. 'ul it was kiittl i it I tId. tik 
fhc sle It cscrlii i ele irhcisciithat 

Antouthecr lesson tom ftcl Nepial cxpcti

licc t I istih triii apphlicid Clscw iicrc 
tha itcutssiig iitially oin icai ritlcins 
ani nccds (slich itlias tilc-fiding .ltips ./ 

that Orr and.hitdNSiihtarittk aId initig 
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on the persomal .exp.rienc ,of' the local 
staTll (sich as the tw o-tmot Iprocess of 
working on the reference hook, which in 
this case also led the staff to analyze other 

Nepalese experience.) has the effect of' 

laying itfirm It. nditi onOilwiich the pro
ject Call rest. It also enlslires that subse

quelt acti vities will he relevant because 
they Iiax e vol vedI natitily flrom local 

condition s and have not been imposed 
from the outside. 

Clearly. this appro:,ch, conbined with 
the initiatives taken hy APR()SC, es

pecially in the c.arly assiglnent oftcapable 
sta' ntiibe rs, con tribuled to the success
ful instlitttionali/tion of ASIP in Nepal. 

USAID Evaluation 
Finds Training 
Useful in Field 

4" I.w v, 19W79. / months aifter flit, 

-tut t ,f'ASIP i,Nepl, UlSAll)/W..h
inlgto/l ()eld( annifterim evaluation 

o/fIl e /lr)jif. B c/o klti.%anite% it flromf 

thele Uvalitn titport,de ttri/ing flt, 

rieneral, tlis o! t evallation n 

IcmIt getncra, this. M ilutlifiml h1iii I' ( And 

thlt signiticant proglss hais Iecn 

mdetle in fulfilling the re(quirllCnts 
of h e corlllact to dtleilop an integrated 
training and field rew.iech alplproich 
specific iothe nceds in Nelml. in train
ing a Nepali antl illnIbmIi ning to 
ilr.,liltl][1011lli/C'111C C'q ilpii.lllOf i 

N Ct+ , Of'Ii l;ll l ;lil 1011 atid 1,1;11 10 Loth. 

tlliticand01lurther dlc'lep tle activites 

becun bh,ASII' 
Nici',tl lp llltlyl,th ile't.aloiit lhils 

101t1id ildiciti ,isthall theC pi jC't l s 

the nIt, itial lr mikin! aimqor c'lltri

,..,,,,... t,, ,. 
billi n toeimluoved pluik.'iiltir a ll
;+!.Uem.'ntfilNe.pal. lptwicflailly if) ways, 
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ASIP in Egypt: 1 
Breaking 
New Ground 
in Training 

Egyptians see project as support _ 

for priority issues 
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1979. Since then olfice space has been 
provided, permanent StatT mem1brs ha e 
betn assigned to the project, and stall 
developlent, including research fOr an 
l'g. ptian relcrence btxik, has moved ahead 
rapidlN. 

One advantage of to.Isiig on training 
dunng the first .ear was that ASIP was 
plunged directIy into the field implementa-
tion problemns as experienced by the 
trainees in their daily \work. In fact. the 

the training. This sequenae has become a 
standard, but always evolving, approach 
to trainirig and improved organizational 
perfornlalice within ASIP. 

Pre-Course Activities 

After candidates for ASIP training are 
noiniiated by their organizations (which 
in Egypt includes the MOA directorates. 
cooperatives, the Credit Bank, the Minis-

M()A s:I~k - and still sees --- ASIP as in tries of Irrigation. Agrarian Reform and 
instrument tor dealing with priority issues 
withil the ninistry. such as the develop-
ment of new export crops. which requires 
eflective communication between field 
workors and otarmers. A h 

Froml the outset, then. ,\Sit has been 
more than a generalized management 

development pogram ithas been ameans-
for tackling real problems albeady

fied by the grerinnt. 
The early emphasis on training and the 

resutlIant in volyemelnt with day-to- day 
implementation problems led the ASIIP 
staff to deV\elep not only the training 
course itself but pre-cou~rSe needs assess-
nerit and participant screening (to ensure 
that course activities were geared to real 
work needs) and post-course fo0llow-up to 
assess and improve the practical effect of 

- . ... 
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Fisheries, and various governmental agri-
cultural companies). ASIP staff nenbers 

Success 
not achieved 

any previous
ydei-
program 

interview each nominee and his super-
visors to: 
0 analyze the nominee's job require-

ments; 
* 	assess tilerelevance of ASIP training to 

the current and future respons.ibilities if 
tie nominee and his organization: ar, 

"£ 

F.
] 


*, 


... ..... ...... 


* 	 explain the nature of ASIP training and 
the preparations necessary for the norm
inee to complete prior to the course. 
Such interviews, always conducted in 

lii field at 'lie nominee's work site, also 
help the ASIP so3ftlearn about the needs 
and operating procedures of organizations 
responsible for agricultural implementa
lion wyork. Conversely. tiley,increase the 
awareness of officials inthese organiza
tions of what AS I P can do to assist them. 

On the basis of these interviews, as well 
as pre-course questionnaires and other in
forniation gathered during ie screening 
trips, nominees are selected and tenta
tively assigned to groups with which they 
will work during the training. A high 
priority is placed on having people with 
diverse skills and organizational afflil ia

tions in each work group. 
Nominees whose Engl' may be rusty

take part ina two-wcek intensive English 

course prior to tiletraining. Conducted by 
native speakers (usually Americans, to 
expose the Egyptians toithe accents of the 
expatriate trainers), tile havecourses re
ceiv-d uniformly high grades from the 
participants. 

Although ASIP courses are initially 
given in English, largely to allow expatri
ate advisors to tra in local tiainers. the 

language of tleconntry is used as soon as 
local staf iiemrbers assume responsibility 
for th training. 

Thus, courses in Nepal anildEgypt are 
now given in Nel,.i and Arabic. 

B3uilding on the pre-course activities. 
the training itself, especially (huring the 
second week. encourages tie particiantis to 
find ways to apply on the joh tihe inallnige
ment skills developed inthe course. Each 
participant designs a back-at-work plan 
which serves as abridge between the train
ing and the illow-up activities cornd ucted 
by ASIP. 

Agriculture and antiquity are tibiulus 
fi'aluresofnaodern lgyl'YtianIi,.Although 
"/l.'g)ytis 96 percentdesrt, lo.v lh,,yJ)tiants 

mintake living front aralh hindtheir ic 
aong/t, the ANile. At I/. i voting girl u' 
/paresfir harvest,; at right, a furmer 
niinnows grain notfilrfrni the de(' i and 
i/ic ./,6(X)-)'earohI Iyratnidl ofAlcidwnt. 
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Post-Course Activities In addition, and sometimes in conjunc- ipants selected a number of topics which 
lion with the follow-up interviews, two- or they wanted to discuss in future work-Witlii three to Six monlths ofeach training three-day fIlow-up seminars are held shops. The ASIP otfice in Cairo then sentprogram. ASIP ,stafIf iienhers visit tie with pa:st participant:. The seminars con-

couIe participan tis to di scuss 
articles on these topics to the participantsitih r pro- ta.inani(mg other things: before the next workshop.gress i implementing their back-al-v.ork o Refresher training in managementplans and it pro\ ide Aftler reading the articles and discussingthem with firther skills: 

aSsistance. if necessary. Meetings are also 
them in the workshop, the participants will* )iscussion of' back-at-work plans and extract ideas or practices whichheld %ith tile participantis" supervisors their adaptation: 

they 
woul like to try in their own work, and(ald stihordinates) to help ensure support 0 Exchange of successful mianagenient then report back to the group on their exfor tileparticipants' plans and to maintain practices aniong participants and the periences during the next workshop.tv.o-\ay coi i icat iom with implement- recording of these practices for the It is intended that the workshops willing organi ations. reference book; become "self-organizing" one or two

* Feedback f'or improving the ASIP train- day sessions conducted by a past particiing program: and pant of ASIP training (not a staff person)* Planning fir future follow-up sermina,-s. with colleagues who have not been
Each seminar is specially designed to through the training.

meet tileparticular needs of the group The purpose of such workhOops is tomembers. A large portion ofeach seminar, lacilitate communication anionj fellow 
ithemlselves, in fact, isdesigned by tileparticipants workers by sharing ideas, experiences andgoals, arid developing a common languageSAside froin face-to-I'ace contact. fo~llow and systematic approach to analyzing 

-up eflorts are carried out through tie bi- problems, planning activities, and eval
lingual Arabic and English ASIP news- uating results.letter, which publicizes successfuil man- Trhe "self-organizing workshops" will 
ageient practices in Egypt as well as gen- be run independently of the major activieral project and nianaenient information, ties of' ASIP but will receive support, byand other written materials which are sent way of materials, ideas arid coordination. 
[o participants 
 from ASIP staiT members. 

Iin a fOllow-up workshop in Ismalia inSeptember, 1979, for example, the partic-
The development of "'self-organizing

workshops" constitutes all important 
multiplier effect of ASIP training. It also 
represents a natural outgrowth of the man
agement skills fostered inASIP courses. 
After all, facilitating the development of a 
group as a workshop leader is not sub
stantially di fferent from coordinating the 
activities of agroup as a manager. 

Irrigation is an indispensable part J 
agriculture in Egypt, a land that receives 
olv 6 iniches o1 rainfall -achyear. At tap)
leIt, an Eg),ptian carpenter builds an 
Archimedes' screw, an age-oll device for 
tran./ortin,' water. Be/l, a farmer irri
gates his bean field with a similat device. 
By using labor-intensive techniques, 
Egyptian fiirmers are able to produce 
relatively high yields; its cotton viel, for 
exajtipc', is one and a half times as mch 

iper acre as in the U.S. But the scarcity Of 
land, e.sveciall), in rehtion to the large 

.*:)(Mlnd 
- . raidly-,rowling p itta/tion, maiOkes it-----. 
 VOeSMlfn r ,ypto inl)i-l ort d. 
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IAookinlg AhXldLoki Ahead k 

Shas ,,eenor h 
stall. There are 1mn I ftll-tinC hCd-
ttiallers stall irribcrs. tull-,l including a 
title ~g Ier ct ('hief.ptia 

Moreo er. a iniher i line project 
innanagers Mh o haxc tiken b ;asiLad-and 
%..'nced .\SI, tr-aining hcebell desig-
nated as part-title ASIP stall. These ad-
.iunct staff nernbers. %ho arc stationed in 
tie Leo\ernorales (prosinccs) ssill hae 
respnsibil t.for ideCnti.ilg pIltcrtial 
ASIP trainees,i ,, o l0 s -up ssork itt their 
orgarni/atiotns or rcgi,,ons,. aind for identify 
itLarnd dfisscitniiatill- sutccessItll tialra.e-
mert practices. 

lTis d' flAuto dcCCntrali,aion of the 
ASIP is consistent %ith [gyptial polic. to 

place rraior respoirsihil\ fotr irleierit-
lito rii the gocs irates. Fu:trtiher, it has tie 
henefit of keeping ASIP training firrdl 
linked with ard resporsisc to hield needs 
through the line rianagers %ho serve as 
ASIP staff. 
The success of ASIP activities in i gypt 

to date has led tire Nlinistry ol'Agriculture 
to request assistance flroin USAII) to ex-

Egyptian Official Finds ASIP Training 
Uniquely Effective and Job-Related 

Thefollowing excerpts are takenfrom a 
March, 1980 statement by Engineer 
Mohaned M. El Salhy, First Under-
secretary ofState, Egyptian Ministry of 
Agriculture, and chairman of the ASIP 
Project Management Comnmittee. 

Since October, 1977, the Agricul-
tural Sector Management Development 
Project [The Egyptian name for ASIPJ 
has been working with the Egyptian 
Ministry of Agriculture. During that 
time, it has worked with (roughly) 500 
persons, from undersecretaries to 
assistant inspectors. 

'[le Project's approach to manage-

merit develops a wide variety of 
management skills ...The link be

pand ASIP training to selected major 
agricultural governorates. USAII) is con-
sidcrirg a folihs-on project that, amiong 
other things, would estahl:,h a number of 
regional training centers. 
The present project will cotlinue 

tween learning activities and (partici
pants') jobs is established in the training 
courses and strengthened in follow-up 
activities. 

All activities are conducted to de
velop, improve, and maintain manage
ment skills. The learning has proven to 
be' successful. The focus has been on 
the practical aspects of improving 
management, resulting in unique and 
significant improvements. 

Participants have reported that they 
have developed their skills in setting 
clear objectives, clear standards to 
measure progress, and indentifying and 
testing successful practices that can be 

used back at work. 

through July, 198(). during Mvhih time 
additional trainers will he trained: research 
on tie Egyptian reference hook will con
linuc; and all training materials will be 
translated into Arabic. 

Organizations Represented in ASIP Courses
 
(January, 1978-October, 1979) 

Nepal 
('ourses: 
)rganiz/ations: 27 

P'articipantts: 15(0 

Sample of ()rgani/atins and Participants: 

l'welrty-two staff ecrinhers ti'A PROSC 

l)ircctrrr General ol'he )epartmr nt of Agriculture 

)isr ilet Officers oIf 17 Districts 

Geineral Manager of1the Agricultural l)evelopment lank 
Registrar if1the l)epalinet trf Cooperatives 
[)epity General Manager, Agrictltural Inprits Corp. 
Joint Secretary. )ept. offli'd anid Agricultural Marketing 

Services 
l)cputy (Gcnieral Mannager, Nepal E:nnid Corp. 
Regional I)ireclr. Western Region 
Jtint Secretary, Ministry ol Inod, Agriculture and Irrigation 

Egypt 
Courses: I0 
Participants: 2(17 
Organi/atioils: over 20 

Sanple of ()rganizations arid Participants: 

Officers of the Ministry of Agricultire 
)irector (eneral. Agrarian Refoirm ()rgani/ation. Menifia 

(overnorate 
Officers ol'Agricultural Trainig Inrard 
(etncIral )irecttr, Vetinary Affairs, Ileni Sl(ef;ovl. 
Senior Re,:irclicr. Plant l)isase Instilutle 
I)irector, lield ('rps instiltile 
Getneral )irector, ('Coperative AIlirs 
General l)irector. ('airo Iranch, Agricultural Credit Ilank 

IS
 



Recommendations
 
Based on an analysis of the ASIP experience in Egypt and Nepal, the following
management practices and conditions are offered as 	recommendations for theimplementation of similar projects. 

I. 	 Inthe early stages, projects such as ASIP should be attached to independentor semi-independent agencies to allow for flexibility and experimentation in 
a relatively low-risk environment. 

2. 	As the project progresses, however, it becomes increasingly important forthe 	project to establish close contacts with line mlnistries to allow for 
implementation under real-work conditions. 

3. 	 Qualified staff should be assigned at the outset of the project. Ifthis isnotdone, the contribution of outside advisers is greatly diminished and the 
process of institutionalization isdelayed, if not lost entirely. 

4. 	 Initial project activities should be primarily investigative, rather than
strongly initiative, allowing outside advisers to 	become acquainted with
local conditions, needs and operational practices. 

5. 	 Based on the fact-finding process in #4 above, early project activitiesshould strive to be responsive to local needs by identifying and emphasizing
those elements of the project that offer the most useful benefits. 

6. Initial efforts, Ot staff development should draw on the strengths and pastexperience of the local staff. Inother words, the project should recognizepast accomplishments (for the sake of building rapport and staff confidence) while attempting to Introduce Improved management practices. 

7. 	 The local staff should not be given answers or told what to do; rather, theyshould be allowed to discover and then adopt Improved methods by actually
carrying out the project. 

8. Expatriate staff should have previous In-country experience and local Ian. 
guage competence, if at all possible. 

9. Documentary research skills are significantly different from projec 'tImplementation skills and should therefore be seen as asepante activ tiy, How ever, the ASIP experience InEgypt and Nepal Indicates thati staff members'c'an be (aught action research m~ethodsf6r gathering, sccessful fieldexperiences for useI countryorientI are iie'and trin~ng materialt 
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