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Introduction

he Agricultural Sector Implementation Project (ASIP)

came into existence in 1972, Its initial activity was a

rescarch program to identify management practices in
developing countries that had led to suceess in the field of
agricultural and rural development.

After interviewing more than 200 specialists trom around the
world and examining more than 1,700 books. articles. reports
and other documents, ASIP published the results of its rescarch
in 1976 in a reference book entitled Muanaging Planned Agri-
cultural Development,

A year later the project shifted its focus to field implementa-
tion, establishing two pilot sites, one in Egyptand one in Nepal,
to test the possibility of improving ag-cultural management
through the transter of suzcessful practices.

Specifically. the implementation process was designed to: (1)
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-

velop country-specific supplements to the reference book for
use in the 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 functions 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 on this experience which might be
applied to similar projects elsewhere.

Foran overall view of the ASIP approach to research, training
and OD, including an analysis of the theoretical basis for these
activities as well as a chronology of the project, see the publica-
tion Bridging the Gap Benween Planners and Farmers: The
Agricultural Sector Implementation Project.




ASIP in Nepal:
Project Achieves Early Success

Advisers cite local initiative
as determining factor

n September, 1977, two PAS staff

members arrived in Nepal to open one

of two ASIP field implementation sites.
Less than two years later the project had
become fully institutionalized, recognized
within Nepalese development circles, and
run completely by local staff,

When the American director left Nepal
in June, 1979,
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schedule, ASIP was a self-sustaining pro-
gram that included two teams of trainers
(cight in all), & group of highly-skilled
researchers, a Nepalese reference book
150 pages long and growing, a communi-
cations network that reached every major
development agency in the country (large-
ly through its newsletter), and a reputation
throughout Nepal that brought more re-
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quests for training than the ASIP staff
could handle.

In the June-July, 1979 ASIP Newsletter
from Nepal, the Nepalese editor wrote:
“*ASIP was completely managed by foreign
advisors in the beginning, but is now, after
21 months™ time, run completely by
Nepalese Training Division staff mem-
bers.™

There are several reasons for the rapid
institutionalization of ASIP in Nepal,
according to Julian Orr, the American pro-
Jectdirector, “*but the most important one
is the initiative taken by the Nepalese
themselves.™

ASIP is attached to the Agricultural Pro-
Jects Services Center (APROSC). a quasi-
independent support agency of the Nepal
Ministry - of  Agriculture.  Historically,
APROSC had conducted studies in project
planning and analysis for the Nepalese
Government and international agencies
working in Nepal. With the arrival of
ASIP, itadded a management training and
tesearch dimension to its activities.

“In our very first  meeting  at
APROSC.™ Orr recalls, **Dr. Dhital, the
director, made the point that the expatriate
ASIP staff was there in an advisory role.
He said, "ASIP is an APROSC project, not
an American project.”

The practical effects of this attitude
could be seen immediately in the initia-
tives taken by APROSC. **Even before
we arrived in Nepal,” Orr said,
“APROSC had recognized the need for
suitable space for this new activity and
had identified several available buildings.
Ten days after we arrived, a building was
selected, and three weeks later we moved
in.



At the same tme, APROSC assaigned
mine tulliime tatt members three senior
otticnls and sy tinners within
three weeks of the armval of the expatriate
statt. Four more traners were add. 1to the
stadt Later.

lnadly -owe were a bit concerned, ™
Orrsaid, speaking for himseltand Richard
Nishthara, the other PAS advisor, ©"We
had certain eniteria i mind tor ASIP

W ASIP

trainers and researchers, and we thought
potential statt members should be selected
on the basis of their performance in ASIP
COUTSeS.

Asatturned out, we had no need for
concern. All of the people selected by Dr.
Dhital. except three, bave become tulltime
stafl members oft ASIP and have made
excellent trainers.

“Inoretrospect.” Orr points out, " Dr.
Dhital’s krowledge of the peaple and his
awareness ol what it takes to make a pro-
Jeat such as ASIP suceeed in Nepal were
the keys 1o the success of the recruitment
process.

CWe might have telt better i we had
been consulted beforchand, but it's not
fikely that we could have made better
choices. The advintages of having stalt
members assigned carly far outweigh any
possible advantages from a more lengthy
FCCTUItNIENE Process.

“Based onour expertence here, Iwould
say that one suecesstul management prig-
tice is to have host-country ofticials select
project stafl, at feast initadly. until a pro-
Jeetdevelopsatite ofitsown. ™

The imtatives tihen by APROSC, al-
though fargels outside the mfluence of the
American ASIP staff, can be replicated or
at least encouraged 1 other situations by
the stance taken by outside advisors, If
expatriate managers desist from major
deciston-making and convey to the host
organization that the projeet is theirs and
not the funding ageney’s, they can create
the conditions that fead to local imtiatives.
Taking a facilitating rather than a directing
role, in fact, is widely considered an ap-
propriate manigement practice for ex-
patriite advisors.

Aside from the initiatves  taken by
APROSC, the very nature of that organi-
zation facilitated the implementation of
ASIP in Nepal. As a semi-independent

agency . APROSC was free to experiment
ina relatively low-risk environment, both
fortself 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,
it was able to test the “"ASIP approach™

with managers working in the field. In
effect, ASIP was ideally placed fsi a pilot
project; it was free to experiment on a
smail scale under realistic conditions.
ASIP research had previously identified
such an arrangement as optimally suited
tor pilot projects. The success of ASIP in
Nepal tends to reinforee those findings.
Yet another explanation for the smooth
institutionalization of ASIP in  Nepal

might be tound in the initial approach
taken by the expatriate staff. Instead of
plunging dircctly into project activitics,
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Ort and Nishuhara, once they were settled
i the othee, lett Kathmandu tor a field
trip to the Fastern Region of Nepal Ace
companied by oie ot the semior otticers
assigned to the project. they visted several
distict agricultoral oftices, rescarch sta-
tions, government farms, and a number of
agricultural and wrigation projects.,

Afteraweek back inthe oftice, they left
again, this e o the Western Region,
and, atter a briet return o Kathmandu,
flew oft o the Far Western Region. On alf
of these trips they conducted interviews
with officials concerned with agriculture
and rural development, gathering as much
information as possible and explaining the
goils of the new ASIP project.

Prior to this assignment, Orr had never
been to Nepal, although he had worked in
development for more than 20 years and
had lived in Atghanistan for cight vears.
Nishiharia, on the other hand, had spent
two vears in Nepal with the first Peace
Comps contingent there and spoke Huent
Nepalese.

Upon their return to Kathmandu, Orr
and Nishihara focussed their attention on
statt development, employing inductive,
learning-by-doing methods of training as 4
way ol introducing the Nepalese to the
“ASIP approach.™ They did not run an
ASIP management course until February,

The following excerpts are taken froma
September, 1979 statement by Samuel
Butterfield, USAID Director in Nepal,
describing the impact of ASIP on agri-
cultural and rural development organi-
zations in Nepal.

he ASIP has enjoyed popularity

and success in reaching organi-

zations like the Agricultural
Development Bank, Ministry of Food
and Agriculture, the Agriculture Inputs
Corporations. the Marketing Depart-
ment, commercial banks and other
rural-focused institutions which active-
ly seck to develop the skills of their
personnel in implementing projects.

ASIP Enjoys Popularity and Success,
According to USAID Nepal Director

It is heartening and satisfying to note
that the ASIP and APROSC have joint-
ly put together a skills development
program for managers that is not only
workable, but effectively addresses the
training needs of locally-based organ-
izations.

ASIP’s utilization of experimental
leaming principles and techniques and
its focus on successful agriculture man-
agement practices have been the keys to
the early suecess of the project.

The AID mission in Nepal plans to
continue its support to APROSC’s cf-
forts further to institutionalize the
ASIP and to help make the program
achieve its full potential.

1978, almost five months after they -
rived in Nepal.

Our goal was not to tnpose an alien
system on the Nepalese.” Orr sand, bt
to draw on their experiences. We felt we
could lead the statt into the "ASIP up-
proach” by using at rather than preaching
about it ™

Composition of ASIP Trainers in Nepal

Number of

(January 1978 — October 1979)

Trainers
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To introduce the notion of inductive
fcarning from experience, the American
team spent more than two months helpimg
the Nepitlese statf develog ASIP manage-
ment and rescarch techmques. As a first
step. the team members were ashed to
write  briet deseriptions of suecesstul
nuamagement practices they had used per-
sonally. These deseriptions were reviewed
by the advisors and retumed with only
positive comments.

After writing several more descriptions,
they were ashed to identify suceesstul
prictices they thought conld be apphed in
different situations, i.e.. ailterent from the
settings where they had been used ong-
inally. This excreise was repeated several
times with mereasing emphasis on spe-
cificity, After five days they began to re-
late these successtul Nepalese experiences
to particular sections or themes i the
ASIP reference book.

For the next two weeks, the team mem
bers reviewed all of the personal exper-
icnce papers they had written and ex-
tracted from them a set of principles that
should be followed in writing such de-
scriptions. They then selected the best ol
the personal experiences and rewrote them
according to the principles they had estab-
lished.
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At this pont the Nepalese were reads o
tocus exclusively on management prag-
tices in the fidld of agriculture, and tor the
next two weeks they collected suceesstul
Nepalese experiences based either on their
own evperience or derived from other
sources, and wrote them up for possible
inclusion ina Nepalese reterence book. By
the end of this period, the team members
felt secure in their ability to identity and
deseribe successtul management practices
and were beginning to identify practices
that could be repeated in other situations.

Although all of these descriptions were
written individually, they were reviewed
by tne entire team. Not only did this prac-
tice provide mutual stimulation and rein-
forcement, but it also helped the members
gain confidence in cach other and become
comfortable with submitting their work tor
review and revision.

As o next step in developing research
skills, the team was given the task of de-
signing a plan for locating information
about Nepalese experiences inagricultural
development. Each member was then
given the task of finding one case related to
the introduction of new or improved var-
ictics of crops or livestock. These cises

were then written up and presented to the
group for review.

To move the process one step closer to
actually producing a Nepalese reference
book, the team began translating sections
ot the PAS reterence book to et a feel™
for the final product and to gather new

Control over

project activities
helped to bolster
staff self-confidence

ideas  about  successful - practices  they
might identity in Nepal.

This search for successful practices,
aside from developing the staft’s research
skills, had a positive carry-over effect on
the day-to-day operiations of the project.
One of the first tasks given to the group,
tor example. was to work out a plan for
transportation to and from the oftice.
Another was o prepare a statement of ob-
jectives and success criteria tor the pro-
Ject.

Likewise, this control over project ac-

tivities bolstered the self-confidence of the
team, which in turn stimulated further ac-
tivity on the reference book research.

Thus, by the time of the first training
program in February, the Nepalese staff
had developed a high degree of self-re-
liance. They had internalized an inductive
approach to rescarch, and they had be-
come accustomed to leaming by doing and
learning from cach other, all skills that
ASIP training emphasizes and relies on.

After the two-week training experience,
the team returned to its work of ideutifying
successful practices in Nepalese agricult-
ural management. These practices were to
be used in preparing a Nepalese supple-
ment to the reference book for use in the
next training program. In pursuing this
work, they were given full responsibility
ior planning, carrying out and evaluating
the tinal product, in effect applying skills
they had just developed in the training
program.

By the time of the next course in June,
1978, a 26-page Nepalese supplement to
the reference book was ready for use; by
the time of the third course in August, the
supplement had grown te 50 pages and had
been indexed. All of the material for the

Dr. Rum Prakash Yadav, the Director
of the Agricultural Projects Services
Center (APROSC), the host organiza-
tion for ASIP in Nepal, gave his assess-
ment in September, 1979, of the
APROSC-ASIP collaboration. In the
following excerpts, he focuses primar-
ily on the training component of ASIP,
appropriately called the Management
Skills Development Program (MSDP)
in Nepal.

PROSC and PAS have been

concurrently training trainers

and running courses. Thus

far, a core staff from APROSC has

been trained and is now able to plan and

conduct management skills develop-
ment programs by themselves.

The responsc of various institutions

and organizations to the ASIP/MSDP

Prospects for Project Look Bright—APROSC

has been such that we are convinced
that the MSDP has had some impact
upon those institutions, Recent  re-
quests from the Agricufture Develop-
ment Bank for a special course for their
senior officers and from the Depart-
ment of Agriculture for an integrated
course 0 train extension officers in-
dicate the degree to which the ASIP has
progressed. Those special programs
will be designed to meet the special
needs of the organizations,

Usually, when projects fail to reach
the targets that are sct by planners, peo-
ple are quick to look for excuses and
rcasons for failure. The ASIP Ap-
prouch is different and is one that looks
for successes rather than failures,

There is 4 process used by the ASIP
Approach that helps people learn from
cexperience, and from that learning and

new knowledge makes it possible to
improve the performance o jobs. The
training techniques developed to train
managers in this process scem to be the
rcason for the MSDP being so popular
with local institutions and those partic-
ipants who have taken the course.

The emphasis on practical things and
the focus on doing, rather than using
lectures and thicory, makes it pos.ible
for participants to lcam new ideas and
casily begin to apply the things leamed
from the course back at their jobs.

APROSC hopes to continue the
ASIP/MSDP. Prospects for the pro-
gram so far look bright. The sound base
of training ’now-how developed
through the ASIP will make the job in
muagement, design, and evaluation of
projects much casier. o




supplement was collected by the Nepalese
sttt most ot ot through duect imternviews
111 the tietd

Concurrent wath the development of the
reterence book. the process o trin
Nepalese tauners was begun. Seven staft
members swho had been dentitied i the
February course as potential trners pir-
tapated e the June coure as o special
advanced group. observing and recording
suceesstul trimnimg technigues, analyzing
the traiming micthodology . and  leading
small group activities.

As the chart on the previous page
shows,atter the first two courses, when
the Nepalese were either participants or
obsersers, there was a steady increase in
the numher of Nepalese serving as
trainers.

By the tourh conrse there were as many
Nepalese as exnatriate trainers. Thereatter
theie were more Nepalese and Tewer ex-
patriates  conducting  cach  successive
course, until by the sisth course no ad-
visors were used at all.

(The decline in tne namber of trainers in
the eighth course indicates a realistic
trainer-trainee ratio, made possible by the
development ol the Nepalese staft. The
higher rutio i carlier courses retlects the
number of estra’ trainers used for the
purpose of traming trainers.)

“The carly emphasis on the rescarch
made an enormous difference when it
came to the traning of trainers,” Orr ob-
served. The staft were so familiar with
the inductive process and with identitying
streeesses, they were able to transter these
skills atmost mnmediately to the courses,
They tound it quite nataral, for example,
o allow the tianees to arrive at ther own
conclusions inductively and to adentity
their own successtul methods of complet-
ing tasks,

“We spenta ot of time on the rescarch
betore getting into the training,” Orr
added, “hut it was worth it, T think. 1t set
the stage for everything else that ol
lowed. ™

Another lesson from the Nepal experi-
ment, then another management prac-
tice that might be applicd clsewhere s
that focussing intially on local practices
and needs (such as the fact-tinding trips
that Orr and Nishihara took) and urawing

6




on the personal experiences of the local
staft (such as the two-month process of
working on the reference book, which in
this case also led the staft to analyze other
Nepalese experiences) has the eftect off
laying a firm foundation on which the pro-
jeet can rest. It also ensures that subse-
quent activities will be relevant because
they have cevolved naturally from local
conditions and have not been imposed
from the outside.

Clearly, this approwch, combined with
the initiatives taken by APROSC, ces-
pecially in the carly assignment of capable
sttt members, contributed to the success-
ful institutionalization of ASIP in Nepal.

USAID Evaluation
Finds Training
Useful in Field

In January, 1979, 16 months after the
start of ASIP i Nepal, USAIDWash-
ington conducted an interim evaluation
of the project. Below is an excerpt from
the evaluation report, describing the
general  findings  of the  evaluation
teamn.

n general, this evaluation has found

that signiticant progress has been

made in tulfilling the requirements
of the contract to develop an imtegrated
training and field rescarch approach
specific to the needs i Nepal, m train-
ing a Nepali stalf, and i beginning to
insttatonahize  the  capability ol a
Nepalt orgamization and sttt to cor-
tinue and turther develop the activities
bepun by ASIP

Most unportantly , the evaluation has
tound indications that the project has
the potential tor making a mijor contri-
bution to improved agncultural man-
agement in Nepal, paracularly in ways
that would directly benefit small far-
mers.

The project has been established in
sucha way that it provides s means for a
tansiton from developing problem-
solving process skills 1o in-the-field
applications of successtul agricultural
pritctices,
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ASIP in Egypt:
Breaking

New Ground
in Training

Egyptians see project as support

for priority issues

SIP his followed a somewhat ditferent path i Egypt
than it has i Nepal, and for understandable teasons

A Indecd, these two countiies were chosen o test the
ASIP approach becanse of then contrasting charactensties

Fyeypto with o population ot 30 mllion, i more than thiee
tunies the size of Nepal (14 nalhony and has almost four times
the Land sy, 96 percent of winch i pocky desernt T contrast,
Nepab s larerels monntamous

Fhe number of cnplovees workanp e the Fyyptim Mistn
ol Apniculture wone totds 2SO0000 and when cimplovees from
other orpanizations are mcdoded, the number wortking i the
aprticultnral secton pies o S50 00

Asrde troms coltueal Tineweie ad cconomn difterens o the
sheer size of Fovpt and s hooan reontees devefoprment 1
quiretiest sude proect mplementation sgrmibicanty more
coanphicatcd tha i Nepal

Thes s especathy true of ASIP where project mputs were ol
approvimately cqual mgetude w1 pyptand Nepad, mabng the
Fyvptian ettont desmancally smaller i elation o potential
hients

10

At the same time USATD had not operated in Egs ptin nany
yaears  ASIP m fact was the first AID development project to
begim operatngy thete sinee the 19007
ob commumcation and opeciting procedares had o e estab.

and theretore new hines

Iished

Despte these obstacles, especially i the st sear, ASIP has
been able to make sipmbicant propiess i Epsptand i now on
the way o beconmy instititionatized

Fgyptian Support
Prom the begmmng, Fpypran othicrals at all levels showed
metest e the ASHE Proect not only as acneans of nmproving
appclturd manapement, which thes saw o a pressng need,
but also as s innosative approach o tamsnye

Peaditionalls - taanmp an Fpspi bas tocosed on theory and
relicd on Tectures and discosaion methods of st on, the
fprocess ended on the List day of the trammg course By ptian
ofhicls petcenved e need for o more pracocal, leang by
domp approach o g coupled wata strong foliow up
propram on the job to continae the tammy process and 1o make
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Going to the field, a voung Eesptian farmer passes a farmhouse wall panting that depicis the ovwner s ip o Mecoa I addion o
tradutional mongs such as the tomb of Mohammed. the artist s i fuded . at left a scene ot modern war b e

itresponsive to work needs

Motcover, senor Minstiy of Apniculture (MOAY ofticials
wanted 1o provide traming o as nany. managers s possible
dunng ASTP'S plnned two seas of opuaoons i Fpvpt As
resalte prme cmphasis was placed on tiomng durmg the it
vear ob the progect i Byspteas opposed o tescarch and sttt
developmentiowas the case m Nepal

Less than three months atter the TS ady isors bevan swork
Eevptan October . 1977 hieh level Projecs Conmttee watlun
the MOA had beeteareated by mimstenad decree Chared by the
most semior cnval servant an the My, the Commttee was
composed oF the Under Secretanes and Diecrors Creneral e
sporstbhle for the rgor seork of the Mgy

Fhese ofhicaly seres for the most pant, also members of the
Aptcultural Traming Board (ATHY, o taoning advisory body
tesponsible o the NMinister, and serving at his pleasure. not .
statuton body atleresponsibihities for miplementation

Forthe tose B months of the progect, ASTE was attached 1o
the Al
day to iy basiness However, because the ATH Secretanal

aid was dependent upon s sttt for the conduct ol

operted o an ad hoc tashion. i was foand that the ATH was
not the proper place tor ASI w be locared

[t s avtomatic tothe ASIE approach™ that U8 advisors
showld serve premasde s catads sts 1o tram Tocal sttt memtx s,
who can then carrs ont the rescardh, tanmg and otranization
development activanes of the prajedt This requires guaditied
st to be o aened tall me o the Project, which proved i
possible wlhyle = SH was dependenton thie A TR Secretaral

Diespite these ditticulnes . amman s me evahition hy USATD
Novemoer, 1975, ane v atter the start ot the provect, showed
that ASTE Bk adready tnade an impact on oanagen ot trasmng
m b pt T USATD othicers and eadership i GOEAOF dety
mitehy want to see ASH Gope iy msttutionaized Fpypr
From the Fpvptian perspective the pronect s demonstrated
manapement skls g success not acieved by any prey
oirs trnmy progeam, and the emptiose on by ptangzation i
muhapprecited

One ot ke gugor reconmmendattons of the cvaliahion was o
st ASIE fren the A TR o the Department ot Tronmy and
Lotenston wathi the MOy This transter took (LA CTTI NTTTTRTINS



1979, Since then office space has been
provided. permanent statf members have
been assigned to the project, and statt
development, including research for an
Egpvptian reference book, has moved ahead
rapidly.

One advantage of focusing on training
dunng the finst year was that ASIP was
plunged direetly into the field implementa-
tion problems as experienced by the
trainees in their dily work. In fact. the
MOA saw - and still sees — ASIP as an
instrument for dealing with priority issues
within the ministry. such as the develop-
ment ol new export crops. which requires
eficctive communication between  field
workers and farmers.

From the outset, then, ASIP has been
more than a peneralized management
development program: it has been a means
for tackling real problems already identi-
tied by the government.

The carly emphasis on training and the
resultant  involvement with  day-to-day
implementation problems led the ASIP
staff’ to develep not only the training
course itself but pre-course needs assess-
ment and participant screening (to ensure
that course activities were geared to real
work needs) and post-course follow-up to

assess and improve the practical effect of

the training. This sequence has become a
standard, but always cvolving, approach
o training and improved organizational
performance within ASIP.

Pre-Course Activities

After candidates for ASIP training are
nominated by their organizations (which
in Egypt includes the MOA direcworates.,
cooperatives, the Credit Bank, the Minis-
tries of [Ierigation, Agrarian Reform and
Fisheries, and various governmental agri-
cultural companies), ASIP staff members

... 8uccess

not achieved

by any previous
training program.”

interview cach nominee and his super-

visors to:

® analyze the nominee’s job require-
ments;

® assess the relevance of ASIP training to
the current and future responsibilities of
the nominee and his organization; an.

® cxplain the nature of ASIP training and
the preparations necessary for the nom-
inee to complete prior to the course.

Such interviews, always conducted in
the ficld at the nominee’s work site, also
help the ASIP sooff learn about the needs
and operating nrocedures of organizations
responsible for agricultural implementa-
tion work. Conversely, they increase the
awareness of officials in these organiza-
tions of what ASIP can do to assist them.

On the basis of these interviews, as well
as pre-course questionnaires and other in-
formation gathered during the screening
trips, nominees are sclected and tenta-
tively assigned o groups with which they
will work during the training. A high
priority is placed on having people with
diverse skills and organizational aftilia-
tions in cach work group.

Nominees whose Engl™ " mav be rusty
take part in a two-week intensive English
course prior to the training. Conducted by
native speakers (usually Americans, to
expose the Egyptians to the accents of the
expatriate trainers), the courses have re-
ceived uniformly high grades from the
participants.

Although ASIP courses are initially
given in English, largely to atfow expatri-
ate advisors to train local trainers, the
language of th ¢ country is used as soon as
local staff members assume responsibility
for the training.

Thus, courses in Nepal and Egypt are
now given in Nepeli and Arabic.

Building on the pre-course activities,
the training itself, especially during the
second week, encourages the particiants to
find ways to apply on the job the manage-
ment skills developed in the course. Each
participant designs a back-at-work plan
which serves as a bridge between the train-
ing and the follow-up activities conducted
by ASIP.

Agriculture and antiquity are ubiquitous
Jeatures of modern Egyptian life. Although
Egypt is 96 percent desert, most Egyplians
make their living from the arable land
along the Nile. At lefi, a voung girl pre-
pares for harvest; at right, a farmer
winnows grain not far from the dese 1 and
the 4,600-year-old Pyramid of Meidum.
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Post-Course Activities

Withua three to siv months of cach training
program, ASIP staft members visit the
coune participants Lo discuss their pro-
gress in implementing their back-at-work
plans and to provide them with further
assistance. i necessary. Meetings are also
held with the participants™ supervisors
taind subordinates) to help ensure support
for the participants” plans and 10 maintain
two-way communication with implement-
ing organizations.

In addition, and sometimes in conjunc-
tion with the follow-up interviews, two- or
three-day follow-up seminars are held
with past participants. The seminars con-
tain, among other things:
® Refresher  training
skills:
® Discussion of back-at-work plans and
their adaptation:

® Exchange of successtul management
practices among participants and the
recording of these practices for the
reference book;

® Feedback for improving the ASIP train-
ing program; and

® Planning for future tollow-up seminas.

Each seminar is specially designed 1o
meet the particular needs of the group
members. A large portion of each seminar,
in fact, is designed by the participants
themselves.

Aside from face-to-face contact, follow
-up cftorts are carried out through the bi-
lingual Arabic and English ASIP news-
letter, which publicizes successtul man-
agement practices in Egypt as well as gen-
eral project and management information.
and other written materials which are sent
to participants.

In a follow-up workshop in Ismalia in
September, 1979, for example, the partic-

in management

ipants selected a number of topics which
they wanted to discuss in future work-
shops. The ASIP office in Cairo then sent
articles on these topics to the participants
before the next workshop.

Alter reading the articles and discussing
them in the workshop, the participants will
extract ideas or practices which they
would like to try in their own work, and
then report back to the group on their ¢x-
periences during the next workshop.

It is intended that the workshops will
become Uself-organizing™ one or two-
day sessions conducted by a past partici-
pant of ASIP training (not a staff person)
with colleagues who have not been
through the training.

The purpose of such workshops is to
facilitate communication among fellow
workers by sharing ideas, experiences and
goals, and developing a common language
and systematic approach to analyzing
problems, planning activities, and eval-
uating results.

The **self-organizing workshops™ will
be run independently of the major activi-
ties of ASIP but will receive support, by
way of materials, ideas and coordination,
from ASIP starf members,

The development of “self-organizing
workshops'™  constitutes  an important
multiplier effect of ASIP training. It also
represents a natural outgrowth of the man-
agement skills fostered in ASIP courses,
Alter all, facilitating the development of a
group as a workshop leader is not sub-
stantially different from coordinating the
activitics of a group as a manager.

Irrigation is an indispensable part of
agriculture in Egypt, a land that receives
only 6 inches of rainfall each Year. At top
left, an Egyptian carpenter builds an
Archimedes’ screw, an age-old device Jor
transporting water. Below, a farmer irri-
gates his bean field with a similar device.
By using labor-intensive techniques,
Egyptian farmers are able 10 produce
relatively high vields; ity cotton yield, for
example, is one and a half times as much
per acre as in the U.S. But the scarcity of
land, especially in relation 1o the large
and rapidiy-growing population, makes it
necessary for Egypt 1o import food.



Looking Ahead

During the past year, much of the work of

ASIP has been tahen over by the Egyptian
statt. There are now five tull-tme head-
quarters sttt members, including a full-
time Egyptian Project Chief.

Morcover, @ number of line project
managers who have takhen basic and ad-
vanced ASIP training have been desig-
nated as part-time ASIP stalt. These ad-
Junct staff members, who are stationed in
the governorates (provinees) will have
responstbility  for adentifving - potential
ASIP trainees, for follow-up work in their
organizations or regions, and for identify-
ing and disseminating successtul manage-
ment practices.

This de facto decentralization of the
ASIP is consistent with Egyvptian policy to
place major responsibility tor implementa-
tion in the governorates. Further, it has the
benetit of keeping ASIP training firmly
linked with and responsive to field needs
through the line managers who serve as
ASIP staff.

The suceess of ASIP activities in Egypt
to date has led the Ministry of Agriculture
to request assistance from USALID to ex-

The following excerpts are taken from a
March, 1980 statement by Engineer
Mohamed M. El Salhy, First Under-
secretary of State, Egyptian Ministry of
Agriculture, and chairman of the ASIP
Project Management Commiittee .

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

The Project’s approach to manage-
meit develops a wide variety of

management skills . . . The link be-

Egyptian Official Finds ASIP Training
Uniquely Effective and Jub-Related

tween leamning activitics 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 leaming has proven to
be successful. The focus has been on
the practical aspects of improving
management, resulting in unique and
signiticant 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,

pand ASIP training to selected major
agricultural governorates. USAID is con-
sidering a tollow-on project that, among

other things, would establish a number of

regional training centers.

The present project  will  continue

through July. 1980, during which time
additional trainers will be trained; rescarch
on the Epyptian reference book will con-
tinue; and all training materials will be
translated into Arabic,

Nepal
Courses: 8

Organizations: 27
Participants: 150

Dist-ict Officers of 17 Districts

Services

Regional Director, Western Region

Sample of Organizations and Participants:

Twenty-two staff members of APROSC
Director General of the Department of Agriculture

General Manager of the Agricultural Development Bank
Registrar of the Department of Cooperatives

Deputy General Manager, Agricultural Inputs Corp.,

Joint Seeretary, Dept. of Food and Agricultural Marketing

Deputy General Manager, Nepal Food Corp.

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

F.gypt

Courses: 10
Participants: 207

Organizations: over 20
Sample of Organizations and Participants:

Officers of the Ministry of Agriculture
Director General, Agrarian Reform Organization, Menifia

Governorate

Joint Secretary, Ministry of Food, Agriculture and Irrigation

Officers of Agricultural Training Board

General Director, Vetinary Aftairs, Beni Suet Govt,
Senior Researcher, Plant Discase Institute

Director, Field Crops Institute

General Director, Cooperative Affairs

General Director, Cairo Branch, Agricultural Credit Bank

-
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