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PREFACE
 

A USAID team (BIFAD) visited Egypt in the fall of 1981 
and worked with an Egyptian team to produce a report in 

November 1951 entitled, "Increasing Agricultural Production 
through More Effective Use of Technology--Recommendations 
for a Strenghtened gricultural Extension Program .n Egypt." 
Dr. E.T. York, Jr. was leader of that team and has also given 
overall guidance to the teams involved in this report. 

In March 1982, a team made a follow-up visit to the Arab 
Repablic of Egypt to outline an Extension Training Program,
 
develop job descriptions and position requirements that would 
be needed in the new Extension Service System which was
 

recommende3. Members of this team were:
 

Charles McDougall- Emeritus member of the adminis­
trative staff of the Federal Extension Servico,
 
Washington, D.C.
 

Frank Madaski- Emeritus member of the staff of thr 
Cooperative Extension Service, Michigan State Univer­
sity, East Lansing, Michigan 

A United States Presidential Mission was also made available
 

to Egypt in March 1982 for the broad purpose of studying the
 

potentials for improved agricultural production and the con­
regard to achieving those potentials.straints that exist with 

Charged with studying the research and Extension functions
 
within that broad study 'ere:
 

Dr. Jack Claar - Deputy Team Leader; Associate Vice
 
President for Public Service, University of Illinois,
 
and Emeritus Director, Cooperative Extension Service,
 

Urbana, Illinois
 

Dr. Roy Lovvorn, Federal Administrator Emeritus of the
 

Cooperative State Research Service, Washington, D.C.
 

Dr. Arthur Mosher- formerly Chairman of the Agricul­
tural Development Council; served as consultant to the
 

mission and made significant contributions to the report.
 

teams. Together
The following is a combined report of the 

they spell out the earlier USAID (BIAFD) study in more detail
 

and make suggestions for the implementation of the plan to
 

strengthen the Agricultural Extension Service in Egypt.
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The USAID study teams were assisted by a great iany peoplewho gave freely of their time in helping them understand

the system and the responsibilities that would need to be
 
carried out at 
the various levels.
 

The teams 
are deeply indebted to his Excellency, the Minister
of Agriculture 
Dr. Youssef Wally, for his personal courte­
sies and for the numerous 
entres to the Ministry that were
so helpful in obtaining information to complete -he assign­ment. 
Everyone cDntacted in the MOA, Universities and
Governorates obliged the 
team with the best of cooperation
and aided in their understanding of Egyptian Agriculture and
Extension. 
 Special gratituCe is expressed to Dr. Mohammed
Abbas, Head, Agricultural Project Preparation, Monitoring
and Evaluation Unit and his staff member Mr. Mohammed AlyFarahat for 
their special guidance, interpretation and
 
personal counseling.
 

The team also wishes to express its special gratitude to
Dr. Raymond Fort and his colleagues in U.3AID/Cairo for
their assistance and support. 
 The views expressed in this
report are those of the authors and should not be attributed 
to the Agency for International Development.
 

Editor of this report is Ovid Bay, Director of Communications,
Extension Service, U.S. Department of Agriculture, Washing­
ton, D.C.
 



I. .NTRODUCTION
 

This report is developed in keeping with the structure for
Extension that was recommended by the BIFAD team in November

1981. in that report, the USAID team recommended that

Extension be combined with the National Agricultural Research
Center in order to establish a strong subject matter base 
for its operations.
 

The report also proposed that a Director of 
the National

Agricultural Extension Service be set up and that two deputies
should be named, one for technical support and one for fi-Ild
execution. The latter would have a direct chain of adminis­
tration down to the village, with offices at the Governorat:

and Distri-;t level. It is envisioned also that the Director

of Extension at the national 
level would have a budget thathe would allocate for operations at the various levels. 
Furthermore, it was recommended that Extension personnel berelieved of much of their present regulatory and service
functions so they could concentrate on their educational 
missions.
 

It should be noted that the 
system being recommended is a

sharp departure from the past. 
 It will be necessary to

develop a consensus with regard to 
the mission of the
structured Extension Service and 

re­
the circumstances that 

must exist in order for 
it to function. Accordingly, this
 
report will address some philosophical concepts about the

mission and functions of the proposed Extension Service.
 

Detailed job descriptions and position qualifications require­
ments are presented along with sections dealing with evalua­
tion, training and program planning. Finally, there are
 
recommendations for phasing into the new system from the
 
p.?sent structure.
 

The Mission of Extension is Education
 

The Extension Service is especially needed at this time in

Egypt to help improve agricultural production through utili­
zation of known technology. Therefore, the farm family should

be the primary clientele to which the Extension service
directs its first priority, since Extension is one of the few

educational programs that 
reaches The village. It should be

concerned not only with improving production, per se, 
but
with bringing agricultural and related information to village

people 
so that they may become more knowledgable and more
 
competent decision makers. 
 The women need information regar­
ding food preparation, preservation, nutrition, and various
 
agricultural activities. 
 The youth need out-of-school oppor­
tunities to learn agriculture and related subject matter.
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The mi ,sion of the Extension Service includes both technicaltransfer and human development components. Extension is aspecial type of education. It is oriented to the solution
of problems and to helping people apply information on their

farms and in their homes.
 

Therefore, the mission of Extension should be broadly con­ceived as the development of people, thouchevensitaution may place a hgih pciozity on 
the current 

the tasf. of increasing
food production.
 

The overall objective for Extension should Tobe: helppeople, both adults and youth, acquire useful informationand apply it in their homes and on their farms in such away that the agricultural development of Egypt will be
 
enhanced.
 

This concept of mission was a central aspect of the USAID
team report. 
Considerable reorganization will be needed to
carry it out along with a great many new philosoplhies and
 
procedures.
 

The Philosophical Concept: To Help People 

There are several concepts that need to be borne in mind as
the 
new Service is established:
 

1. The Extension Service must be strongly oriented to the
people it is trying 
to serve. 
 For the most part, the
changes that Extension will be trying to bring aboutwill be voluntary on the part of the farmers. 
 It is
generally recognized that the technology and know-how
exists to expand agricultural production of most crops
50 to 100 percent, if this knowledge were applied by
farmers. But their acceptance of the changes needed to
achieve such increased potentials will depend on 
their
understanding of them. 
Therefore, Extension must start
where the people are in their recognition of problems
and provide convincing evidence 
that they can profitably
increase production with the new techniques. Extension
must secure help from the farmers in identifying theproblems that they feel 
are limiting their progress.
Therefore, any program or 
approach to convince the farmer
to use 
improved methods must speak directly to 
the far­mer's concerns. The effective Extension person will
explain why change will be helpful through education,
rather than dictate the use of practices through a top
down authoritarian approach.
 

2. A key concept in organizing Extension is to be sure that
the Extension personnel are vieveO as friends of the farmer.
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It is important that they be freeof government of the various tasksthat are inconsistenttional. mission with suchor an educa­that could divertassignment. Someone e e must them from theirsell and deliver chicks,check acreage conpliance, and do regulatorytime work.of the Extension Thepersonvisits, hold must be free to farmmeetings, makeprovide researchfarmers informatioland other local agencies of government, to

and takepart in frequent training. 
in 

These duties are pelleCin detail outthis report. The educationalExtension must not be purpose ofself-destructed by assigning incom­patible duties to Extension personnel.
 
3. High priority must be placed on theinformation carried by Extension. 

integrity theof 
(The USAID BIFAD
report recommends setting up Extension asnational Research a part of aand Extension center.) The clientelemust learn from experience that Extension people can be
relied upon to have accurate information or
they do not know an to admit whenanswer. 
 To assure this will require
such steps as 
the following:
 

a) Nore people should not be assigned to Extension foremployment than can be equipped and effectively utilized. 
b) Personnel training should be done andhave Extension shouldthe right of refusal to employ anyone not consi­dered trainable with a reasonable input of 
time.
 
c) There should be intensive inservice training (initially
one day a week), 


agent 
regular farm visits by the Extension
in company of specialists, and remedial training
where necessary, before Extension personnelto a village. are assignedOnly through an intensive approachthe present canimage of Extension be changed.


d) New Extension employees should go into a training pro­gram before being assigned.

is spelled out 

The recommended training
in detail in 
a later section.
 
e) Technical subject matter 
specialists should be availableto work with Village Agents in presenting subject matterk at meetings and field days, and assisting agents withthe design and care of demonstration plots.

4. Extension currently suffers 
from frequent turnover of
staff and many unfiJltd positions. 
The considerable
investment that Egypt will be making in Extension could
be given greater assurance of
schedule or 
success by setting up a pay
incentive program that will attract and retain
the people needed to make it successful. 
A pay system
will have to be adopted that is competitive with peers.
 



In this regard, the research staff should be viewed as
 
the counterpart structure for Extension. 

5. The Extension staff must be accessible to the farmer and 
vice versa with a reasonable outlay of energy. Contact
 
points with which the village agent is in regular communi
 
cation should exist in every village. Extension personne
 
must be equipped with motorbikes or other vehicles so tha'
 
they can cover their area quickly.
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II. ORGANIZATION AND PERSONNEL ADMINISTRATION 

Organizational Overview
 

The organization recommended for the 
new Extension Service
 
is spelled out by the USAID (BIFAD) report (see Figure 1)

The Minister of Agriculture of the Arab Republic of Egypt

has already begur to implement the report by taking the 
first steps toward combining Research and Extension. 

It should be noted that the new system being recommended is 
a sharp contrast to the past. It is designed to increase 
productivity by making the maximum use of the Extension 
Service in transferring research results and technical infor­
mation to farmers and related governmental units. 

It will be necessary to develop a broad understanding with 
regard to the mission of the restructured Extension Service
 
and the framework that must exist for it 
to function effec­
tivley. The overall functions and the general roles of 
personnel at each level are described below. 

The National Level
 

The Director of the National Agricultural Extension Zcrvice
 
will report to the Director-General of the National Agricul­
tural Research and Extension Dircetorate. The Director will
 
provide national leadership in developing a strong Extension
 
program throughcut the country in cooperation with the 
Supreme Council for Extension. We recommend that an Associate
 
Director to handle a number of important staff offices such
 
as 
budget and finance, program planning, training, and communi­
cations, be appointed. We also recommend 
that the current
 
Institute of Extension Research become 
a unit in the Associ­
ate Director's office. It is believed that the studies
 
conducted by this unit will be utilized more fully in this
 
way. The Director should be responsible for developing a 
separate budget for Extension and for making allocations Eor 
Extension operations at all levels. 

A. Technical Support Division 

National Extension Teams will receive emphasis and play a
 
very important role in the new Extension Service. They should
 
be chaired by national Extension program leaders within the
 
Technical Support Divison under the Deptuty Director. A key 
aspect of the teams will be to involve research personnel

with them, as a procedure for establishing constant liaison
 
between research and Extension staffs. The Extension program

leaders who head each Extension section will be set up parallel
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to the National Research Institutes. Each National Program

Leader will have 
a group of appropriate subject matter

specialists reporting theto leader who will interact 
with research and form these interdisciplinary teams ofboth research and Extension personnel. The National Exten­
sion Program Leaders will also administer the Regional

Extension Specialists at the Regional Experiment 
 Stations,
universities and other sites. 
 These Regional teams will
need to adapt the national program where necessary and help
provide technical liaison with other local agencies of government. A Rural Development Program should be estab­
lished with a national leader and various specialists,
similar 
to those paralleling the research institutions.
 
This program unit should have equal status 
in the new struc­
ture with the other programs.
 

" In a similar manner, there should be established a Program
for Rural Women with a program leader and an associated

specialist staff, representing 
 such areas as nutrition,

family resource management and other related areas 
frequently
encompassed in Home Economics. Selected subject matter
specialists of this unit may be placed in selected univer­
sities in order to provide research and technical backup.
 

B. Field Execution Division
 

The Deputy Director for Field Extension will have staff
offices handling hudget and finance, personnel, training,

reports and evaluation, governorate field representatives

and communications. It is proposed that six Field Represen­
tatives for the Deputy Director should be assigned either 
to
work with specified Extension offices theat governorate
level, or as expeditors and trouble shooters as 
assigned by
 
him.
 

Governorate Level
 

The governorate level is 
the place where national programs
 
are modified and where decisions regarding the need for
further local verification trials are made to be sure the 
programs are adapted 
to local conditions. The Director of

Extension at the governorate level will have staff positions
for budget and finance, personnel, training, commuications
 
and reports and evaluation. Assistant Directors are provided

to administer and 
supervise village Extension personnel. In
 
order to continue the close association with research and to
maintain the subject matter integrity of Extension, it is
proposed in the USAID 
(DIFAD) report that the Extension Direc­tor report to the Deputy Director for Field Execution. Budget

allocations will also follow this pattern. 
 One important

aspect of 
the job of the Director at the governorate level
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will be to work closely with the governor and other govern­
mental personnel to achieve close coordination, especially

of facilities and other resources 
that are normally admin­
istered by the governorate. In other words, Extension at
 
this level must relate closely to the governorate for
 
certain administrative affairs but be strongly directed from
 
the national office for program and subject matter content.
 

District Level
 

A small core of technical advisors for major crops, live­
stock and other program areas are recommended at the

district level who will report to the District Director.
 
These will be drawn from the most experienced village agents.

Their role will be to backstop village staff on a daily

basis, making farm visits with them regularly to insure
 
quality control and to detect neods,:for additional training.

Assistant Directors will supervise 3 to 12 villages in 
the
 
district they serve. 
 In the case of the Program for Rural

Women, agents should be located at the district level to

work with village women leaders in getting information to
 
other village women.
 

M
Multi-village Level Agents will have an 
important educa­
tional role in providing farmers and other agriculturalists

with the results of reliable research. They must be relieved
 
of incompatible regulatory duties such as 
selling and deliver­
ing chicks, etc. 
 They will also conduct crop demonstrations
 
with assistnace from the appropriate subject matter special­
ists. 
These agents will report to one of the Assistant
 
Directors who in turn will report to 
the District Director.
 

STAFFING
 

The selection of personnel to 
fill the various positions is
 
one of the most important tasks of the administration. This

view is based on the premise that men and women who staff

the organization are its most important assets.
 

Staffing decisions must be based on 
the specific competence

of individuals. Otherwise, employees may be assigned to

positions where they are unable to utilize their best talents,

and thus will be unable to make their maximum contribution to

the Extension organization. For example, if employees are
 
encouraged to accept positions for which they have not been
 
properly trained, excessive turnover of personnel may occur.

The result would be a lack of continuity in the educational
 
program and a poor image with the clientele. Therefore, care
 
inust be taken not to interpret the staffing process as "job

filling." There is a significant difference between "job
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filling" and careful recruitment. The following elements
 
are involved in staffing:
 

1. 	The determination of personnel requirements relative to
 
the positions to be filled and the qualifications desired 
in 	the individual to fill those positions.
 

2. 	 Attracting satisfactory sources of candidates to fill the 
positions. This often requires a recruitment plan. (An 
internship paln is discussed in this report and can be 
part of a plan for the entry levels in Extension.) 

3. 	 The measurement of the ,:.andidate in terms of the position 
requirements and qualifications expected of the incumbent, 
This is the essence of the selection process.
 

4. An adequate placement program. This involves placement
 
of the individual in a position suitable for him or her
 
and communicating to him or her the duties, responsibili­
ties and other essential aspects of the working pnvironment.
 

In 	the entire process the assumption is made that authority
 
is vested in one individual or group of individuals to meet 
the responsibilities required in the process. It is suqges­
ted that an office of personnel be organized at the national 
level for making policies, regulations and procedures to be
 
followed at all levels of the Extension operation. Similar
 
units may be needed at least at the governorate level.
 

In 	Egypt, it has been observed that many village staff members
 
come from city homes and do not have the skills that are re­
quired in farming. Consequently, they may be reluctant to 
demonstrate practices requiring these skills. Farm people 
have littl2 confidence in a teacher who is awkward in using 
simple skills and equipment. Special training in common farm
 
skills will give confidence to the local extension worker.
 
These often differ from classroom taught skills, but the
 
underlying principles are similar. Extension workers often
 
concentrate on specific problems and their solutions. When
 
Extension Agents cannot be employed with farm backgrounds,
 
it is especially important that field training be provided.
 

Specific Staffing Needs
 

The establishment of an effective and productive Extension
 
service for Egypt can begin with a program of proper screening
 
and selection of personnel.
 

There exists in Egypt a wide range and number of capable,
 
educated people at the PhD, MSc and BSc levels in agriculture.
 
Staff at research institutes, experiment stations and univer­
sity faculties have a high level of technical and research
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competence. Through the special projects in rice, cereal
 
grains, mechanization, etc., there is a well trained and
 
highly motivated group of Extension workers who are and
 
should be available for the new Extension task. Likewise,
 
within the present traditional Extension staff in villages,
 
districts and governorates, there is another group of
 
capable, effective Extension personnel. Hizwever, this latter
 
group must be screened carefully since people will quickly
 
judge the new Extension service by its personnel. This
 
pool of -nanpower can form the nucleus of the new Extension 
service.
 

Technical Support Division
 

The Technical Support Division occupies a key role in the
 
new organization. The following staffing at the national
 
and regional levels is suggested under the Deputy Director.
 

National Extension Program Leaders to parallel each Research 
Institute should be employed. In addition, Program Leaders
 
for Rural Development and Progress for Rural Women should
 
be provided. The list of program areas includes:
 

1. Cotton
 
2. Crops
 
3. Iorticulture
 
4. Plant Protection
 
5. Animal Production
 
6. Plant Pathology
 
7. Soils and Water
 
8. Mechanization
 
9. Agricultural Economics
 

10. Veterinary Institute
 
11. Sugar Crops
 
12. Desert Lands
 
13. Rural Development
 
14. Programs for Rural Women
 

A staff of Subject Matter Specialists at the national level
 
is to provide leadership for each crop, livestock or other
 
program area and will report to the proper National Program

Leaders. The relationship between the Research Institutes
 
and the National Extension Program Leaders and their staffs
 
should be very close. Extension specialists should serve
 
on Research task groups and vice versa. Some personnel
 
might have joint appointments in Extension and Research.
 
Examples of Subject Matter Specialists are:
 

Crops: An agronomist Subject Matter Specialist for
 

forages, maize, rice, barley; a geneticist for each, etc.
 

Horticulture: A horticulturalist for fruits (citrus,
 



15
 

grapes, strawberries, mangoes, etc.); a horticulturalist
 
for vegetables (roots, leafy vegetables, tomatoes,
 
cucumbers, potatoes, peppers, etc.).
 

Interdisciplinary National Extension Teams should be set
 
up in each major :rop and class of livestock. They should
 
provide leadership in subject matter, program development,

materials preparation and training. They should also work

with the Execution Division in determining requirements for
 
effective evaluation of staff performance. Likewise, they

can analyze the methods of program development best suited
 
to Egypt and suggest how tc effectively invovle farmers in
advisory councils in their given program areas. 
 The follow­
ing is an example of an interdisciplinary National Extension
 
Team for Rice (i.e., specialized in these topics with par­
ticular training and experience in how they relate to rice)
 

Agronomist
 
Geneticist
 
Rice Researcher
 
Mechanization Expert

Plant Protection Expert
 
Plant Pathologist
 
Soils and Water Expert
 
Agricultural Economist
 
Rural Women Program Expert
 

Personnel. of the latter five disciplines would serve on more
 
than one team.
 

Sugar crops and soybeans ure being cultivated in increasing

amounts. Teams should be developed for these crops if there
 
is sufficient need to do so.
 

Regional Extension Technical Specialists should be housed at
 
research stations in the various parts of 
the country. It

is understood that there is a representative from all insti­
tutes at each of the Lesearch stations.
 

There should be a cadre of technical specialists h red for

the Technical Support Division. They should train and relay

information to field agents at the district and village

levels. The regional designation will allow a Team from each
 
station to assist in program development and technical train­
ing for several districts they serve, even across governiorate

boundaires. These specialists should be responsible to the
 
Program Leaders for their respective disciplines.
 

This will be the largest group of technical Extension special­
isLs in the organization. They will be field, application
or 

oriented, technical specialists. Regional specialists will

be assigned to research stations or to universities having
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faculties of agriculture or home economics, wlere appro­
priate. Regional Team,; should serve as feedback agents 
to analyze farmer needs and interpret them to the research 
stations. 

Regional Technical Subject Matter Teams shall be appointed
for each commodity, discipline and program area by the 
Deputy Director of the Technical Support Division in coopera­
tion with the Deputy Director of the National Field Execution 
Division. They will relate to the National Program Leaders 
through a designated Regional Program Leader. 

Each regional Technical Subject Matter Team should include,
whenever possible, researchers from branch experimental 
stations and personnel from university faculties for train­
ing Extension agents.
 

Teams shotild be set up in all agricultural commodities and 
progra, areas represented in their regions. They shall 
communicate with the national commodity teams and be housed 
where possible and feasible at research stations.and with
 
universitias having faculties of agriculture.
 

The Regional Subject Matter Teams should:
 

1. Provide technical subject matter training programs for
 
Village Agents;
 

2. Provide leadership in the program planning process for
 
the District and Village Agents;
 

3. Back up the Village Agents with needed specific demonstra­
tion plots for "field days;"
 

4. Prepare with the assistance of a communications staff
 
printed charts, bulletins for publication and demonstra­
tion materials in graphic form for Village Agents' use,
 
to supplement thoseprepared atthe national level;
 

5. Communicate with the appropriate staff members at the
 
field execution level to provide inputs to the program

development process and assimilate the 
field needs for
 
research expressed at the district and village levels;
 

6. Develop nesearch suggestions for research centers and/or
 
institutes;
 

7. Maintain liaison with MOA officials at the governorate and
 
district levels to coordinate educational programs with
 
other services, and
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8. Maintain communication with national prog.am goals for
each governorate through liaison with national commodity
teams. 

Multi-village and Village Exte.ision A(gents will have the most contact with farmers and their perforan7e therefore is

critical to the success of the Extension Service. Making
changes in the compensation pattern may be essential to

attracting and retaining the type of 
 staff needed. Sincethe Extension Service will 
now be a part of the National

Research and Extension Center, it is important that salary
scales be adopted in keeping with those presently in use
in the Research Center for personnel of comparable training

and responsibility.
 

The prevailing scale in the technical support function for
 young researchers can 
become a basis for village-based workers

with one year of experience. 
The senior district Extension
 
agents can be remunerated on a scale comparable to the more experienced Researchers who attain a rank of Assistant,
 
up to the rcink of Senior Researcher for the Director 
 of 
Extension at the governorate level.
 

Staffing in the field, however, must take into account factors
in addition to direct compensation. Some of these factors are:
 

1. Living conditions, which in most villages are not asdesirable 
as those :.n larger towns and cities. Housing

facilities must be made a major incentive (adequate
amenities, low rents, etc.);
 

2. Adequate transportation, through provision of motorbikes,
 
for example;
 

3. Encouragement, in the form of the organization's concern

for the personal welfare of the individual employee and
 
his family.
 

In summary, competitive compensation, adequate practical

training, and provision of basic amenities are required of

the organization for the village level workers.
 

The functions, responsibilities and qualifications of village

Extension personnel will be treated in detail in another
 
section.
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Qualifications and Responsibilities
 

National Level
 

The general role of the Agricultural Extension Service at
 
the national level is to provide leadership in developing
 
informal educational programs that disseminate technology
 
based on research results, to answer the problems of agri­
cultural producers and other groups associated with agri­
cultural development in Egypt.
 

This national leadership responsibility includes the provision
 
of policies, procedures, regulations, personnel management
 
practices, training, budgeting, accounting and evaluation
 
to serve the entire Extension organization from the national
 
to the governorate and village levels of operation. National
 
leadership will include developing necessary working relation­
ships with national units of the MOA and such other ministries
 
as may be desirable to enhance effective nationwide Extension
 
programs.
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A. Director, National Aqricultural Extension Service 

Qualifications
 

1. PhD in Agricultural Sciences or related areas and at least 
10 years proven admin.strative experience in Extension or 
related activities.
 

2. 	 Comprehensive knowledge of the nation's agriculture and 
the importance of Agricultural Extension Service in carrying 
out the application of science in the fields of agricultural 

on 	 land.production through the people who live and use the 

3. 	 Full understanding of the philosophy of Extension educa­
tional programs and methods for improvement of the nation 
and the people's welfare. 

4. 	 Has demonstrated progressive leadership and administrative
 
capacity for the potential development of the nation's
 
Extension Service.
 

5. 	 Has demonstrated a sense of dedication to purpose for 
developing a solid base for the Extension educational 
program.
 

6. 	 Understands the sequential steps necessary to construct 
an 	informal educational system throughout the nation.
 

7. 	 Has demonstrated good personal relations and building of 

teamwork among his colleagues.
 

8. 	 Has the ability to write and speak effectively. 

General Functions
 

1. 	To provide national leadership and administer a nationwide 
Agricultural Extension Service.
 

2. To be familiar with government legislative and administra­
tive processes and to develop broad support for the Agri­

cultural E:xtension Servi-e.
 

3. To cooperate closely with the Deputy Director of the
 

Technical Support Division in integrating Extension with
 

research operations.
 

4. To understand the nation's agricultural situation and the
 

real needs of agricultural producers and their families,
 

and take overall leadership in developing programs to
 

meet thoL e needs.
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A., 	cont.
 

5. To assess Extension programs to determine effectiveness
 
and changes needed to rearh objectives.
 

6. To assess financial needs of the Agricultural Extension
 
Service and to develop a budget process for Extension in
 
cooperation with the Director-General for Extension and
 
Research.
 

7. To formulate and provide leadership in the development of
 
a nationwide personnel management system for Extension.
 

8. To take leadership responsibilities in cooperative working 
relationships within 1MOA and other government units and 
universities that may provide resources for more effective 
E,:tension programs. 

9. To develop a comprehensive plan for professional improve­
ment for all levels of Extension staff members.*
 

10. 	 To develop a process for developing local voluntary 
leadership as an important adiunct to the expansion of 
Extension programs and their. effectdve:.use with lay 
leadership participation in Extension progam activities.
 

Specific Responsibilities
 

1. To plan, execute and evaluate programs directed to carrying
 
out national goals involved in identifying and solving
 
problems of agriculture.
 

2. To provide national leadership for guiding and encouraging
 
effective relationships among MOA departments, rezearchers,
 
organizations, universities, at the governorate, district
 
and village levels.
 

3. To motivate and encourage cooperation between research
 
institutes and Extension personnel in order to foster a
 
united effort at all levels.
 

4. To provide overall national leadership in subject matter
 
areas and field execution.
 

5. To develop a system of national reporting of plans and
 
accomplishments at all levels of government.
 

6. To cooperate with the Director-General of National Agri­
cultural Research and Extension Directorate and other
 
authorities to establish a basis for financial support and
 
develop a budget based on national needs of the Extension
 
Service at national and governorate levels.
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7. To develop a national plan for manpower needs for all
Extension operations rogether with a basis for supporting

such needs in each Division.
 

8. To develop a national plan for allocating Extension funds
for Extension field operations for each governorate level.
 
9. Evaluate and monitor the entire Extension operation through


a carefully devised evaluation system.
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B. 	 DepUty Director,
 
National Extension Technical Support Division
 

Qualifications:
 

1. PhD degree in Agricultural Sciences and at least 10 years
 
experience in comparable fields.
 

2. Knowledge of the national agricultural situation, problems,
 
cultural values, educational levels, government organiza­
tion and services.
 

3. Has 	a thorough understanding of the purpose of the Agri­
cultural Extension Service and knowledge of informal
 
educational methods useful in solving problems of farm
 
operators.
 

4. Has 	demonstrated leadership capabilities, good effective
 
human relationships and the ability to develop -eamwork
 
with others.
 

5. Has 	demonstrated administrative manaqement capacity.
 

6. 	Is skilled in organizing staff, interpreting technical
 
and scientific data and organizing such material into
 
instructional programs.
 

7. Has 	the ability to write and speak effectively.
 

General Functions
 

1. To maintain effective internal and external communications,
 
especially with the Research Institute and Field Execution
 
Division.
 

2. To administer National Program Leaders and all Subject
 
Matter Specialists.
 

3. 	To collaborate with research personnel in using localized
 
technology from branch research stations in further field
 
testing, where appropriate.
 

4. To cooperate with the training sections and the Deputy
 
Director of Field Execution in identifying inservice
 
training needs through a process of analyzing program
 
emphasis, observation of specialists' performance and
 
performance evaluations.
 

5. 	To indicate to research institutes the types of technology
 
that can be readily adapted into common farming systems and
 
the important problems encountered in these systems.
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6. To take leadership in seeing that publications and other 
educational materials and methods appropriate for the
 
clientele are developed.
 

7. Develop an annual budget under the authority of Extension 
officials for financial support of the National Extension
Technical Support Division reflecting the needs of national

and regional levels for personnel, facilities, equipment 
and travel.
 

Specific Responsibilities
 

1. To cooperate fully with the Deputy Director for 
National
 
Extension, Field Execution Division, for integrated national

work plans for technical support services with field
 
execution plans.
 

2. To organize and administer a staff of national and regional
Extension program leaders comparable to the research insti­
tutes and branch experiment stations. 

3. To provide a clear set of objectivrs for technical support

units at the national and rgiz.&al levels, based on recog­
nized educational methods--that is, adjusted to the skills,

knowledge and resources 
of the people involved.
 

4. To develop leadership and memoranda of understanding for 
cooperating with !OA units, universities and other govern­
ment units that can assist with effective program delivury. 

5. To develop a national budget under the direction of the
 
Minister of Agriculture.
 

6. To prepare an evaluation plan to be used in the Technical
 
Support Division. 

7. To implement policies in accordance with government require­
ments regarding personnel management functions: recruitment,
selection and placement, supervision, evaluation, transfer,

termination, training, and awards. 

8. To implement a personnel function within the Technical
 
Support Division and coordinate incentive plans with the
 
Field Execution Division.
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C. 	 Deputy Director,
 
National Extension Field Executic.i Division
 

Qualifications:
 

1. PhD degree in Agricultural Sciences or related fields.
 

2. Knowledge and understanding of the national agricultural
 
situation, problems, cultural values, educational levels,
 
government organization and services.
 

3. Has demonstrated leadership qualities.
 

4. Has demonstrated effective human relationships and an
 
ability to cooperate with other groups in a team effort.
 

5. Has a thorough understanding of the purpose of the Agri­
cultural Extension Service and the informal educational 
methods to be used in solving the problems of farmers. 

6. Has demonstrated ability to make sound and formally stated 
policies for a nationwide program. 

General 	Functions
 

1. To develop sound aritten instructions for the conduct of
 
field operations Thsed on educational methods that take
 
into account the skills, knowledge and resources of the
 
Extension staff.
 

2. To cooperate fully with the Deputy Director of the National
 
Extension Technical Support Division in developing a plan
 
of work reflecting the National Extension program goals
 
for all commodities and other special technical programs
 
as needed.
 

3. To develop an annual budget for the financial support of
 
Extension field operations as reflected by the needs of
 
the national and governorate levels.
 

4. To coordinate with the National Program Leaders of the
 
Technical Support Division and units of the MOA in seeing
 
that educational programs are developed to transmit
 
technical information to the people.
 

Specific Resoonsibilities
 

1. To provide leadership in developing cooperative working
 
relations with MOA units, universities and other government
 
units related to the development of more effective Exten­
sion programs.
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2. To prepare a national plan and implement same for evalua­
ting Extension program activities in relation to goals 
of the Field Execution Division. 

3. To prepare policies in accordance with government require­
ments regarding personnel management functions: recruit­
ment, selection, placement, supervision, evaluation,
 
transfer, termination, training, and awards.
 

4. 	 To administer programs as authorized and developed by 
national program leaders based on the national research 
findings and needs expressed in the people's advisory 
councils.
 

5. To utilize advisory councils at all levels for program
 
advisory functions.
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D. 	 National Proqram lieadcrr' 

Qualifications:
 

1. 	Should have a Doctorate in the subject matter or related 
fields and should be willing to pursue further professional
improvement; shouid have ten or more years experience in 
branch or field related work. 

2. 	 Extensive knowledge and experience in the theories, prac­
tices and principles of the Extension educational system 
and subject matter specialization. 

3. 	 Knowledge of social, economic, political and cultural 
factors affecting adult learning. 

4. 	Demonstrates skills in obtaining, interpreting and using
 
up to date information and ability to adapt to changing 
programs. 

5. 	 Demontrates ability to speak and write clearly and to 
preparu communication plans for conveying ideas effectively. 

6. 	 Has demonstrated good human relations with colleagues. 

General Functions 

1. 	 To provide educational leadership in a broad subject matter 
area on a nationwide basis. The Program Leader will plan, 
execute, and evaluate programs in an assigned subject matter 
area of Extension.
 

2. 	 To establish and maintain liaison with appropriate research 
personnel in the institutes to keep abreast of the latest 
research findings in his or her field of work.
 

3. 	To provide national leadership for training is his assigned
 
subject matter in cooperation with the training and other 
units involved.
 

4. 	 To develop a system in cooperation with other staff members 
for evaluating results in terms of objectives in the plan 
of 	work.
 

5. 	To identify needs for subject matter publications or infor­
mational materials that can be used effectively by the 
audiences to be served.
 

Specific Responsibilities 

1. 	 To serve in an advisory capacity to the Deputy Director in 
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cooperating with other program leaders, government units

and universities regarding programs.
 

2. To be responsible for guiding and encouraging effective 
working relationships among organizations, groups, 
re­searchers, governorate, district, regional and village 
staff members. 

3. 	 To set up, instruct and lead subject matter teams in each
major commodity or product area. 

4. 	 To effectively coordinate subject matter specialists in
their assigned areas of subject matter in developing pOns
of work at the rational level. 

5. 	 To provide a clear set of objectives for subject matter 
support services for national and regional subj'ect matter
specialists in their fields of work. 

6. 	 To provide assistance to andnational regional specialists
in 	 evaluo.ting educational program activities in their 
assigned areas of responsibility. 

7. To keep governorate, regional, district and village staffmembers informed of significant research findings and
recomme;.nd appropr iate }'ograms for eaci leve l of E: tension 
program activities. 

8. 	To make decisions on 	 all technical aspects of assignments
except those that may have major impact at a higher level. 

9. To assume responsibility for identifying and advising

related research institutes of additional research needs.
 

10. 
To 	employ persuasion, imagination and insight 
in securing
 
support for the Extension Service.
 

11. 
To 	maintain collaborative relationships with regional,

governorate, district, and village agents relative 

technical subject matter 

to
 
and programming functions.
 

http:recomme;.nd


JD-l 0 

Job Descriptiun 	 28 

E. National Techiical Sulject Matter QpWr.ia] i st 

Qualifications:
 

1. 	 PhD preferable, or MSc degree together with research 
experience. 

2. Minimum of 8-10 years experience in a research institute
 
or research station.
 

3. 	Displays leadership in his/her subject matter field. 

4. 	 Ability to plan and implement a program at the national 
2evel. 

5. 	 Proven communication skills, written and oral. 

6. 	 Interest and proven ability in informal teaching. 

General Functions
 

1. 	 To serve as a member of a national program team whose 
function i s to provide leadei ship in planning a national 
Extension program in an assigned subject matter area. 

2. 	 To maintain an active r, in the transfer of research 
information into effect ¢e programs for the Extension 
Execution Division. 

3. 	 To maintain liai son and collaborative working relationshipls 
with other program specialists and with Mini.stry staff to 
promote a positive resaarch-.xtermnuion relationship. 

4. To train counterpart subject matter specialists at the
 
regional level and Extension staff at the village level.
 

Specific Responsibilit ies
 

1. To provide leadership in his subject matter responsibility
 
through contact with research centers at the national level.
 

2. 	 To develop an educational program that become models for
 
governorate and district programs.
 

3. 	 To relay research results to the Execution Division and 
various Ministry co:,tacts, through publications and seminars. 

4. 	 To serve as a representative of the institute as a technical 
specialist on the national program team. 

5. 	 To develop objectives and goals for the program area that 
are consistent with national goals for agriculture in Egypt.
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6. To cooperate with researchers in the institutes to makebasic and applied research available to farmers. 
7. To maintain contact with and nuvjest applied demonstrationwork at the governorate and district level. 
8. To ascertain training needs for Extension in new publica­tions, and plan with regional specialists to devlop them. 
9. To provide leadership in publishing app]ied research result:: 

10. To encourage professionalism within the research-Extension 
organization. 

11. To keep regional, governorate, district and village staff
members informed of significant results of research,interpret research, and recommend appropriate programsat each level of Extension program activities. 

12. 9cu employ persuasion, imagination and insight in changingatt i tiudes, if necessary, to achieve efrfr.ctive programs. 
13. To provide techniques for evaluation of subject matter 

pro~gramna and activities for the use of regional spvecialintsin assigned areas. 
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F. Reqional F'uh-ct Matter ''c . iali:;t 

Qua] ifications: 

1. 	PhD or MSc in Agricultural Sciences.
 

2. 	 Has a minimum of 8-10 years experience in basic applied 
research.
 

3. 	 l s communication skills in writing and speaking. 

4. 	 Has the ability to organize training for district and 
village agents. 

5. 	 Has displayed a capacity to work in transfering applied 
research to farmers. 

6. 	 Has demonstrated leadership qualities. 

7. 	 las shown that he or she enjoys working with ppople. 

8. Is willing to reside near research stations and travel 
across several districts. 

Genera] Functions 

1. 	 To be responsible for the program area of the subject matter 
competency needed in the region. 

2. 	 To develop appropriate district and village training programv. 

3. 	 Prepare publications and/or technical research materials 
f rom research stations. 

4. 	 To provide a relevant program in the subject matter field 
for the region or district. 

5. 	 To survey needs for agent training in hio or her technical 
subject matter field and prepare on-the-job training
materials and programs to be conducted in coordination 
with training center and district supervisory personnel. 

Specific Responsibilities 

1. 	 To plan and conduct in-depth training programs for 
district and village agents.
 

2. 	 To participate in program planning functions at the district 
and govenorate levels. Whenever possible, the regional 
specialists should prepare materials for village agents' 
use.
 

3. 	Maintain communications with national subject matter 
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specialists in executing programs.
meetings plan for periodic
with National Program Leader,,,. 
4. Collaborate with researcherys at stations to conduct field
day training for village agents in technical subject
matter applied research.
 
5. Collaborate with other 


teams 
regional technical specialists or
by traveling to district and village sites for
educational meetings.
 

6. Prepare publications, bulletins, fact sheets andf:or use at slidesfeetin]s and field days.
 
7. Develop a far'ming systems approach 
to agricultural enter­prises and 
its application to Egyptian farms. 
8. Prepare an annual plan of work for hisbility area of responsi­in 
the Extension technical specialist role. 
9. Establish a leadership role with commodity producers in
his regio, with regard 
to his subject matter specialty.
 

10. Motivate agents and 
fellow researchers to collaborate in
a professional manner 
to serve agriculture.
 
1.. Main tain a program of persona, and pr 
ressiona] i mprovn.cntin his field by participati o n in confurences, seminarsand individual 


,snudy.
 

12. Encoirage the 
uo.of apl]iced techniques and approved
racLJces y all village agents in their 
region.
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Governorate Level Fiold L:xecution (!f( rauon, 

Under the general direction of the Deput.y Director of the
NaLional Field Execution Division, the role of Extension 
at the governorate level is to provide leadership for 
carrying out the national Extension programs and to make
such program modifications as are appropriate for the 
various soil, water, climatic and cultural conditions at
the governorate level. This level also provides the neces­
sary adrriisn ,trative management that wi] he required by the
national administration of Extension. These may include
designated areas of administering policy, evaluation, proce­
dures, regulations, personnel management, budgeting, reporting
and accounting, and such other areas of rc sponsibi].ity that 
may be needed. 'This role shall include cooperation and
collaboration with the Governor and other governorate officials, 
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A. Director, Governorate Extension Service
 

Qualifications:
 

1. 	Advanced degree, preferably a PhD, in Agricultural Sciencie.
 

2. 	Administrative experience or 
demonstrated administrative
 
potential.
 

3. 	A thorough understanding of Extension goals, programs and
 
methodology; extension experience is desirable.
 

4. 	Has demonstrated leadership ability.
 

5. 	Has demonstrated effective human relations and 
communica­
tions skills.
 

General Functions
 

1. 	To provide leadership in all program areas applicable at
 
the governorate level for 
all types of products prominently
 
grown in the governorate.
 

2. 	To effectively utilize the rerources of 
farmers, agricul­
tural, university and research staff where available, to
 
develop priorities for programs and follow up plans for
 
agriculture in the governorate.
 

3. 	To develop an Extension delivery system for the district
 
and village levels and 
to encourage the development of a
 
positive institutional attitude toward the 
new research-

Extension unit.
 

4. To assist the Extension staff at the governorate and dis­
trict levels to determine program priorities and to plan
 
and conduct programs.
 

5....To 
develop a process within the governorate for constructing

annual budget requests to conduct Extension programs

together with such other new investments that are needed.
 

6. To assist the national Extension office in evalualting
 
program activities in the governorate and in identifying

needs for improvement, including new program ideas
 
and means for effecting improvements.
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Specific Responsibilities
 

1. To maintain close relations with the officials of the
 
governorate, keeping them v,!ll 
informed on Extension
 
programs and activities.
 

2. Subject to the authority of the Deputy Director of the
 
National Extension Field Execution Division, oversee the
 
the conduct of all agricultural and family living educa­
tional programs in the governorate.
 

3. To develop a budget for governorate Extension operations,

allocate resources and oversee the expenditure of funds
 
within the legal framework.
 

4. To administer Extension programs in all agricultural fields
 
as authorized and developed by the National Program Leaders
 
and regional Extension program specialist teams.
 

5. To provide direction in identifying, establishing, main­
taining and evaluating governorate Extension program
 
goals, objectives and priorities.
 

6. To develop a governorat plan of work and such reports as
 
may be required.
 

7. To provide leadership in the development of program and
 
personnel policies.
 

8. To maintain positive communication with all governorate
 
Extension units.
 

9. To develop and maintain personnel management functions in
 
accordance with national government regulations for re­
cruitment, selection, placement, supervision, evaluation,
 
transfer, termination, training, and awards.
 

10. 	To maintain liaison and develop working relations with
 
numerous other agricultural units that can make Extension
 
programs more effective in achieving common goals.
 

11. 	To maintain effective internal and external communications
 
with national Extension offices and other research and
 
Extension colleagues.
 

12. 	To provide an atmosphere that fosters teamwork and a sense
 
of commitment to Extension goals.
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District Level 

Under the direction of t.he Director of the Governorate Extension 
Service, the role of the District Director of Extension 
Services shall be to administer and oversee the conduct of
National Extension programs. This level of operations is 
one of the most important levels of Extension operations.
DistLict leadership gtid;,nce affects the performance and 
the effective delivery of Extension programs to farm pro­
ducers and their families. District Directors will carry
out designated administrative responsibilities as are 
requested.
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A. District Director of Extension Services
 

1. A BSc or MSc degree.
 

2. Seven or more years experience in Extension or similar
 
work; supervisiory experience is desirable.
 

3. Has demonstrated administrative ability, especially the
 
capacity to supervise and counsel personnel.
 

4. 	Has the capacity to write and speak effectively.
 

5. Works well with others; shows the ability to coordinate
 
several units toward a common goal.
 

6. 	Must understand Extension programming, goals, and metho­
dology at the village, district and governorate levels.
 

7. Has a knowledge of and understands the principles of
 
educational program development and personnel maniagement.
 

8. Has demonstrated a capability for planning, organizing
 
and conducting programs, conferences, on a village and
 
regional basis.
 

9. Has demonstrated capability of working with research
 
resources an, niversity resources for programming and
 
counseling to :%det district and village needs.
 

10. 	Exhibits a knowledge of and capacity to utilize human
 
relations as well as communications skills to achieve
 
teamwork efforts in programs.
 

11. 	Has demonstrated the ability to develop good public relations
 
programs at the village and district levels to assist the
 
Governorate Extension Director in maintaining an effective
 
public relations program for the Extension Service.
 

General Functions
 

1. To administer an effectivL Extension program by providing
 
leadership for program development and program execution
 
by village and district workers.
 

2. 	To provide information to farm families regarding the most
 
up-to-date technology available from the research stations,
 
institutes and universities, and to foster its application.
 

3. To develop an effective system for assessing program thrusts
 

and 	provide an evaluation of personnel and programs.
 

4. 	To encourage agents and nnrcialisi-: Hpupop detailed
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performance plans outlining specific duties and activities
 
needed to conduct programs.
 

5. To provide for effective methods and programs for in-service
 
training of field agents and specialist staff.
 

6. To develop necessary local support from farmers and agri­
culturalists to maintain an active involvement withthe
 
Extension and research programs.
 

7. To maintain close liaison with professional personnel of
 
other agricultural agencies, such as cooperative personnel,
 
to help insure that they are all making consistent recom­
mendations.
 

Specific Responsibilities
 

1. To supervise and backstop local Extension personnel in
 
their districts in carrying out the programs, setting up
 
demonstrations and making farm visits, to bring farmers
 
the most up-to-date technology available frcm the research 
stations and institutes through the Extension specialist.
 

2. To administer an effective Extension program by providing
 
leadership in program development and in conducting of
 
programs for village and district workers.
 

3. To develop an effective system for assessing program thrusts
 
and providing evaluation of programs.
 

4. To encourage village agents to develop detailed performance
 
plans outlining specific duties and activities by which
 
their performance should be measured.
 

5. To provide effective methods and programs for in-service
 
training of field agents and specialist staff at the
 
district and village.:levels.
 

6. To develop necessary local support from farmers and agri­
culturalists to maintain active support for the Extension
 
and research program.
 

7. To develop a continuing working relationship among research
 
staff, subject matter specialists and village agents.
 

8. To assist program supervisors and agricultural commodity
 
programming teams to formulate, develop, organize, and
 
conduct effective program development procedures and to
 
motivate and assist village Extension agents in
 



JD-20
 

Job 	Description 38
 

A., 	cont.
 

developing, planning, organizing, and conduct of
 
village Extension programs.
 

9. To motivate village Extension staff members to develop

techniques for maximum use of program subject matter
 
specialists and program teams within the district; also,

to encourage ideas for developing strategies for program
 
implementation.
 

10. 	To inform the governorate Director of Extension on programs

being conducted within the district, and to report on
 
problems or concerns.
 

11. 	To cooperate and assume leadership in evaluation and
 
effectiveness of all Extension personnel assigned 
to
 
the 	district.
 

12. 	To assist all Extension personnel assigned to the district
 
in developing professional improvement plans and give

counsel related to training and personal/professional
 
improvement plans.
 

13. To assist in developing position descriptions, personnel

recruitment, placement and transfer of all personnel in

cooperation with the Director for Extension at 
the
 
governorate level.
 

14. 	To be responsible for maintaining a high level of morale
 
and program effectiveness for the region.
 

15. To represent all Extension workers within the district in
 
support of personnel, equipment and other needs 
to make
 
Extension programs more effective.
 

16. 	To develop necessary district support from farmers for
 
maintaining active Extension and research programs.
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B. District Assistant Director for Extension 

Qualifications:
 

1. A BSc degree, minimum.
 

2. A minimum of 5-7 years experience at the village level
 
or equivalent experience.
 

3. Demonstrates strong leadership ability.
 

4. Must demonstrate effective communication skills.
 

5. Exhibits ability to accept and delegate responsibility.
 

6. Must reside in the assigned area.
 

7. Must exhibit initiative and self motivation.
 

General Functions 

1. To plan and conduct an effective Extension training program
 
for new as well as experienced agents (on-job training). 

2. To maintain a program with local agents to develop a
 
schedule of intensive activities for conducting their
 
Extension field work.
 

3. To assess program effectiveness and agent performance.
 

Specific Responsibilities
 

1. To provide Extension field staff with assistance in planning,
 
conducting and evaluating Extension programs.
 

2. To motivate specialists and village agents to work with
 
farmers in their villages to provide effective Extension
 
programs.
 

3. To consult with staff on programs and on personal matter.
 
relating to their work.
 

4. To train agents, beginning and experienced, to become more
 
proficient agents, through direct contact and consistent
 
program supervision.
 

5. To communicate with specialists and Extension administra­
tion as well as local agents, relative to problems,
 
concerns and needs for research.
 

6. To provide information nI assistnace in developing
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educational materials, to conduct meetings, field
 
tours and field demonstrations.
 

7. To supervise and direct village agents in estab. ishing 

work plans. 

8. To provide assistance and schedule field visits with agents. 

9. To assist local staff in developino an active advisory
 
council of farmers and other agriculturalists.
 

10. 	To prepare and maintain adequate performance records for
 
program and personnel evaluation for agents in the area
 
of responsibility.
 

11. 	To arrange transportation when necessary for the specialists
 
staff to visit zigents in their locations.
 

12. 	To assist specialists to disseminate research information
 
among agents in the district.
 

13. 	To guide Extension field demonstration work in the district
 
aimed at providing farmers with new methods and research
 
to apply to their farms.
 

14. 	To develop team work in the district among agents,
 
specialists and farmers.
 

15. 	To develop and maintain appropriate liaison and public
 
relations with agents and other governmental units at the
 
village level.
 

16. 	To develop regular meetings with village agents to maintain
 
support and communication.
 

17. 	To prepare administrative reports as necessary for the
 
organization.
 

18. 	To communicate problems in production and research needs
 
to the proper channels in the organization at the district
 
and governorate levels.
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C. 	 District Technical Advisor
 

Qualifications:
 

1. 	A BSc in Agricultural Sciences or higher degree.
 

2. 	 Has demonstrated excellence in serving a minimum of five 
years as a village extension agent for a major crop and 
is experienced in planning and implementation of programs 
for a major crop or livestock enterprise. For rural 
development programs and programs for rural women, he/she
 
must have had village experience.
 

i. 	 Has demonstrated ability to transfer applied research
 
to clientele.
 

4. Has demonstrated leadership ability and willingness to
 
cooperate and work with others in Extension.
 

5. 	Has a reputation as a good teacher in traiismitting tech­
nology for the solution of problems. 

6. 	 Has demonstrated ability to organize and manage good 
village programs.
 

General Functions
 

1. 	To assist villaye agents in conducting Extension programs

for a major crop or livustock enterprise in applying tech­
nology in accordance with plans outlined for demonstra­
tions in the village. 

2. To assist in training agents in their technical area of
 
responsibility and to assist agents in program
 
development.
 

3. To provide leadership in developing the ability of village
 
agents and/or village leaders to assess needs and conduct
 
a village extension program in a subject matter field.
 

4. 	To assist the Assistant District I)irector and regional
 
subject matter specialists in follow-up efforts with
 
village agents in the conduct of programs outlined for
 
village farm or home demonstrations.
 

5. To assist the Assistant District Director in the evaluation
 
of village program efforts in his assigned area of respon­
sibility.
 

6. To promote good retationships with Extension staff members
 
in a manner to achieve a coordinated team effort.
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Specific Responsibilities
 

1. 	 In cooperation with the Assistant District Director, to 
work with village agents in assisting them to carry out 
their assigned responsibilities in a particular crop or 
livestock enterprise, rural development program or 
program for rural women.
 

2. 	To strengthen the agents' competency to perform assigned
 
responsibilities. 

3. 	 To employ persuasiveness, imagination and insight to 
motivate the agents.
 

4. 	 To make suggestions regarding needed program emphasis and 
to provide guidance in coordinating with other programs. 

5. 	 To conduct regular meetings with village agents in the 
district for subject matter training ard program develop­
ment.
 

6. To participate in personal professional improvement through
 
in-service training with research and Extension specialists.
 

7. 	To maintain continuous communications with other District
 
Technical Advisors , rcional research stations, 
Extension specialists and nearby university resources.
 

8. To maintain contact with appropriate MOA and othcr govern­
ment units at district and village levels that directly
 
affect farm problems.
 

9. 	To submit reports as directed.
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Multi-village and Villa 
 JIe1vl
 

A. 
 Multi-village Extersion Agent
 

Qualifications:
 

1. Must have a BSc degree.
 

2. Minimum of 3-5 years experience in Extension.
 

3. Demonstrates desire and ability to work with people.
 

4. Demonstrates ability to communicate using effective skills.
 

5. Displays 
a positive attitude toward continued personal
 
and professional improvement.
 

General Functions
 

1. To plan, organize and conduct Extension programs at 
the
 
village level.
 

2. To maintain 
a flow of current methods of research based

technical and management information to the village.
 

3. To increase the 
skills of farm families to include the
application of the latest research to 
their 
farming business.
 

4. To motivate far,: families to 
take positive actions to
improve their 
own village interests.
 

5. To provide leadership and cooperation in planning and
developing 
an 
effective leadership program in 
the assigned
 
area of responsibility.
 

Specific Responsibilities
 

1. To develop an effective village program.
 

2. To conduct educational seminars and programs to instruct
 
farmers in 
specific programs.
 

3. To plan and 
prepare field demonstration trials in villages.
 
4. To conduct plot meetings to show methods and results.
 

5. To develop an advisory committee of leading farmers in
 
his villages to help plan and conduct programs.
 

6. To cooperate with other multi-country agents in the villages
in conducting educational programs in his assigned villages.
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7. To work closely with regional specialists to provide
latest research information to farmers through demon­strations, tours, meetings, etc.
 

8. To attend on-the-job training sessions to acquire the
latest technical information.
 

9. To prepare accurate reports of accomplishments for his

supervisors.
 

10. To maintain an interest in professional improvement by
attending meetings and professional conferences.
 
11. To maintain contact with latest research through communi­cation with the research stations and university contacts.
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B. Villaqe -Yxtension Agen 

Quali fications:
 
1. A Bachelor degree, showing adequate academic performance 

in a field applicable to village work. 

2. Minimum 3-5 years experience in Extension or similar 4ork. 

3. Demonstrates strong leadership ability. 

4. Has effective communications skills. 

5. Demonstrates ability to get along with others.
 

6. Is willing to live in the assigned village. 

General Functions
 

1. To provide farmers and other agriculturalists thle results
 
of reliable research in agricultui-e. 

2. To consult with farmers and other agricultural leadership,
including other agricultural agents, in determining program
priorities. 

3. To train farmers, including rural women, and other 
agri­culturalists to evaluate the application of research
 
re ults to their own siLtuations.
 

4. To desiqn programs with the assistnace of appropriate cropspecJalists and f;upervisors to provide farmers and otheragriculturalists with experiences that will themhelp under­stand ind make desirable changes and adjustments. 

5. To participate actively in in-service technical 
training

and professional improvement activities to enhance his
capabilities as an 
educator and technical expert.
 

6. To maintain communications with other village and district 
agents and 
to cooperate with other departments and organi­zations who serve agriculture at the village level.
 

7. To document programs and make reports of accomplishments.
 

Specific Responsibilities
 

1. To conduct appropriate crop demonstrations for crops grown
in the village, with assistance from appropriate subject
 
matter specialists.
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B., cunt. 

2. To communicaLe probiems in production and research needs 
to the proper channels in the organization at the district 
and governorate levels. 

3. To utilize councils of farmers and leaders to help plan andconduct seminars and field meetings to instruct local farm
 
families.
 

4. To inl ice,a encourage and promote other agricultural home
and village activities to provide added income, such ai:
cheese making, butter, honey, pouLry meat and eggs, or 
fattening animals for meat. 

5. To m'aintain contact with and assist in the coordination
Of activiLiC of other village personnel, to assist farmer.,;to understand policies and help them make choices in their 
farm operations. 

6. To utilize all available technical subject matter special­
ist assistance in 
developing and conducting educational
 
programs at 
the village level, both in agriculture and
 
family improvement.
 

7. To provide leadership training for village farmers who are
in leadership roles, such 
as in cooperatives, and todevelop village leaders through their participation in
surminaru, demonstrations , field clays, etc. 
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Reportin nd Evaluation 

Ruport ing
 

Every staff member of the Extension Service should be aware 
of his reporting responsibilities related to policies and
 
procedures of the National Agricultural IExtension Service. 
A system of reporting arid regulations regarding due dates 
should be constructed for all professional staff members. 

Training of staff members to fully understand the reporting
procedures, content and regulations should be done prior to 
Jinauguration of the reporting system. 

Reporting on program activities and their progress is one
 
method of evaluating program responsibilities and progress 
of staff members.
 

Ealuat-ion for Extension Proqram Accomplishments 

An evaluation of ail training programs should be established. 
Agent performance and the accompl.ishments of program thrusts 
based upon objectives will be essential in determining the 
overall effectiveness of the Extension Service. 
 National,
 
governorate and district training programs can 
be evaluated
 
based on the objectives of the program
 

Evaluation of personnel at all levels is at one time a basis
 
for determining promotions and remuneration and a very good
personnel development tool. Through the identification of 
problems and weaknesses, training programs can be devised 
and counseling can be made specific.
 

A. Criteria for Evaluatinq Technical Subject Matter Specialists
 

1. Participation in professional organizations.
 

2. Ability to interact with researchers and adapt research
 
for Extension Service use.
 

3. Program development: the number and quality of bulletins
 
and other instructional aids prepared.
 

4. Papers published on applied research.
 
5. Number of training meetings conducted for village agents
 

and overall effectiveness as an instructor.
 

6. Number of farm visits arid field days participated in.
 

7. Quality of participation on subject matter teams.
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B. Evaluation of Village Agents 

The primary evaluation of village level staff should be a
functinn of thu Director of the Governorate, the Assistant
 
Directors and District Directors, working 
as a team. Criteria

for program performance shall established (1)be to assist
each staff member in identifying program priorities; (2) de­
termine progress in achieving goals with clientele; (3) enable
administration to devise systems for merit evaluation of per­
formance by individual agents, and (4) provide a basis 
 for
budgeting incentives for the field execution -and regional 
specialists staff.
 

. Criteria can be quantitative in 
terms of program accomplish­
ments. Criteria should be based upon program goals for agents
at their level of operation and for their job functions and

responsibilities, i.e., adoption of 
practices, changes in
 
farmer performance, etc.
 

. Qualitative factors in 
the evaluation process should be

based on the agent's performance in conducting the responsi­
bilities, i.e., 
teacning skills, reporting, etc.
 

1. A Basis for Evaluation of Village Workers
 

The following criteria are examples of points on which 
to
 
evaluate village staff:
 

1. Number of farmers (or women) contaczed on farms, within
 
a basic number which has been established.
 

2. Amount of deyonstration plot work and meetings at plots. 

3. Attendance at on-job training in the 
district.
 

4. Participation of farmers 
in meetings, field days, seminars.
 

5. Cooperative working relationship with regional and district
 
agent staff.
 

6. Development of an agricultural advisory council; maintaining

the council; reports of activities.
 

7. Public support (farmers' respect for 
the agent).
 

8. The variety of programs undertaken in the village.
 

9. Reading and training skills the agent uses 
as an informal
 
teacher in providing orientation.
 

10. Changes made by farmers 
in the area, production increases, etc.
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2. Evaluation Form for Village Staff
 

Maintaining contact: with agents will help in observing perfor...
 
mance on a regular basis. A form is a simple way to do this
 
(see Lppcndix 1).
 

The perfcrmance plan is based on the job description's specifi;

functions and .;esponsibilities. The staff member, with the
 
Assistant District Extension officer, will list in order of
 
importance the responsibilities (column 1). In column 2 the 
agent will list the results to be accomplished. The agent
and Assistant District Extension officer together will fill 
out the "progress" report in column 3. 
If for some reason
 
the plans of work are changed, the agent must write the
 
reasons for the change.
 

A designated period of time is stated on the form. 
 Three­
month periods are suggested, and follow-up should be carried
 
out four times a year. Agents should respond positively to
 
this approach; it will allow the district agent and village
 
agent frequent interaction.
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III. TRAINING
 

Types of Training
 

There are several types of training, including:
 

1. On-the-job or in-service traininq, e.g., one-day sessions
 
weekly at the district or area level.
 

2. In-depth traininq: Usually one session per year at a
 
training center of the government, or nearby university.
 

3. New agent training: This form of training for newly hired
 
field agents should be a combination of general training
 
and specific remedial experience and should be a require­
ment for all newly employed staff members.
 

4. Internships: An internship program between the last two
 
years of agricultural studies would enable prospective
 
extension employees to gain understanding of extension
 
functions and their role in educating farmers.
 

Each type of training will be considered for each principal
 
class of employee. Specific training needs will also be
 
outlined in the section on Implementation.
 

Training Proqram
 

The broad educational program conducted by the Extension Service
 
requires that in-service training should be comprehensive
 
continuous throughout the professional life of the individual.
 
Employees shall be offered a program of in-service training
 
designed to develop well informed and motivated personnel.
 
In-service training programs should include such social science
 
and philosophy subjects as are implied by the general purpose
 
of the Extension Service and such professional and technical
 
subjects as are appropriate to specific purposes of the Exten­
sion program.
 

A. Training for All Employees
 

While each employee has specific training needs that are more
 
of less unique to the individual, there are some common needs.
 
Nine areas of competency are generally considered important
 
for all extension workers. These are appropriate for national,
 
governorate, district and village workers. Su zestions for
 
providing training in these areas are outlined in the section
 
on implementation. The areas are classified as follows:
 

1. The Agricultural Extension Service
 
a. Extension objectives, organization and policies
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b. 	 Policy making 
c. 	 Job operation and standards; personnnel evaluation 
d. 	 Office managemetlL and business procedures 
e. 	Responsibilities and qualifications of extension
 

personnel at all levels within the organization
 
f. 	 Relationship of segments of the extension organization 

to 	other segments
 
g. 	Forces that caused Extensive Service to come into being;
 

unique features of the Extension program
 

2. 	 Human Development 
a. 	Developmental processes of people; behaivor patterns
 
b. 	 Group dynamics and group interaction 
c. 	Principles and techniques of effective counseling
 
d. Understandings and skills needed in human relations
 

3. 	Program Development
 
a. Program determination: how to detecmine, analyze and
 

evaluate situations; how to identify, clarify, and give
 
priority to problems; how to determine and state
 
objectives clearly 

b. Program execution: how to organize and carry out plans
 
of action (plan of work, teaching methods, management
 
of 	 time and energy) 

c. Program evaluation: how to measure results of teaching
 
efforts in terms of stated objectives
 

d. The role of the extension worker, use of lay leaders
 
and committees, the involvement of people in programs
 

4. 	Educational Process
 
a. Principles of learning

b. 	 Teaching-learning process; methods and techniques 
c. 	 Educational philosophy 
d. 	Adult education programs
 
e. 	 How to motivate people 
f. 	Decision making
 

5. 	Social Systems
 
a. Basic reference groups (family, community, school, place
 

of worship, clubs)
 
b. 	Power structure, clique (control) groups
 
c. How to identify and develop leaders; what types of
 

leaders are useful in relation to different kinds of
 
groups, both formal and informal
 

d. 	How to identify local culture (social, economic, racial,
 
other status groups) 

e. How to involve people in identifying their individual,
 
coi n and related needs in their natural environment
 

f. 	Group processes and social action
 

6. Communication
 
a. 	Langauge znd semant....
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b. 	 Oral communication (speaking, counseling, face-to-face 
contacts) 

c. 	Written communication (letters, reports, articles)

d. 	Mass media methods and techniques (radio, television, 

news releases, newsletters, exhibits, circular letters)

e. 	Individual and group contacts, methods and techniques

f. 	Responsibility for accuracy in communication
 
g. 	Analysis and interpretation of data
 

7. 	Philosophy and Values
 
a. 	The nature of culture; values as 
a part of cultural
 

heritage

b. 	Value orientations of low income people; 
value orien­

tation differences between urban and rural people
 
c. 	Basic value premisis of Egyptian heritage

d. Interpreting Extension Service tD participants in
 

worldwide extension programs
 
e. 	 Citizenship and public responsibility 
f. 	Philosophy of education, its nature and utility 

8. 	Technology
 
a. Up-to-date information in subject matter fields
 

pertinent to the job

b. 	Identification and effective 
use of resources (special­

ists and others)
 
c. 	How to interpret and use research findings

d. 	Methods and techniques of disseminating subject matter
 

9. 	Research and Evaluation
 
a. Action research: measuring the effectiveness of
 

on-going programs

b. 	Value of the experimental approach (pilot projects)

c. Methods and techniques of measuring both progress and
 

end results in relation to program objectives.

d. Methods of assisting people in the evaluation of their
 

efforts
 

While the need for training in these nine areas is 
common to

all extension employees, the scope and intensity of the
 
training varies with positions.
 

B. 	Training for Various Staff Categories
 

In addition to the training needed by all Extension workers,

certain areas of training appropriate to the positions should

be provided for administrators, supervisors, and specialists.

Supervisory assistance should supplement the basic training

outlines above with on-the-job training to meet individual,
 
immediate problems.
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1. 	 For Specialists 

In-service training beyond that provided in the basic course 
should provide Extension Specialists with understanding and 
skill in such areas as: 

The role of the specialist
 
The specialist's function in Extension program building
 
Effective Extension teaching techniques
 
Working relationships of specialists 
flow to analyze and interpret econom ic and social data 
flow to maintain leadership in a technical field 

2. 	For Supervisors
 

in-service training, beycnd the basic areas, should provide
 
Extension supervisors with understanding and skill in areas
 
such as:
 

The role of the supervisor
 
Personnel recruitment and selection 
Joh analysis
 
Personnel management, evaluation and training
 
Interviewing and counseling
 
Program development and supervision
 

3. 	 For Village Agents 

Training projram.; for increasing the competency of the field 
agents in technical subject matter should be planned by the
 
specialist: team at the district level in cooperation with 
the l;ti i ct A.:sistant Directors and thu training coordinators. 
A knowledge base for each Extension agent in the area of his 
responsibilities at the village level is of primary concern 
to 	assure his acceptance by the farm community.
 

a. 	New employees should receive an in-depth training program 
of two to three months at a training center to provide 
(i) basic training in Extension methodology and philosophy;
 
(ii) program development, plans of work, reporting and
 
evaluation; (iii) teaching and motivation skills; (iv)
 
hands-on training in crops and animal production, mechani­
zation and any other needed basic skills to accomplish
 
agent responsibilities.
 

b. 	In each district a team should survey the knowledge needs
 
of Village Agents in relation to the major crops grown
 
in the district.
 

c. 	The team shall, with the assistance of the District Assis­
tant Directors, plan a series of technical, on-the-job
 
training seminars, probably once a week for the first six
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months. Seasonal demands of crops should receive priority
in the technical training in atprocess. addition, least 
one one-week course per year should be given at a training
center or university to up-date the village agents'
technical competence. 

C. Coordination of Trainin 

The det-ails of a training program where in-depth training
 
away J)'ort the vill.age is required should be coordinated with

the training department and the district and governorate

training functions.
 

D. Extension Internships 

It is evident that many graduates of Agricultural Colleges
have had no practical agricultural experience and are disad­
vantaged when they become employed as a Village Extension
Agent. We are not aware of the opportunities for practical

field experiences designed for undergraduates by universities.
 

It is suggested that more attention be given this important

phase of learning Extension work through provision of intern­
ships for undergraduates between their last two degree years.

Internships would the
enable student to gain more understanding
of the Extension functions and their role in educating farm
 
operators. Interns shoo be
1 ld placed with trainer agents in
 
the villages selected by the supervisors. Training agents
qualifications should include: a good philosophy of Extension 
and a wholesome attitude for Extension Policies and profes­
sional ethics; recognition as a superior teacher; good at
 
organizing and executing program activities with effective
results; cooperative with his colleagues and other units of
MOA, government units and farmers. 

It is suggested that 
interns be given special assignments

under the supervision of the trainer agent in field experi­
ences, special readincg assignemnts, and job related responsi­
bilities. Periodic counseling during the 
course of the
 
internship could serve review of
as a the experiences and
 
also serve to increase job expectations.
 

When the internship is terminated he/she 
can be evaluated in
 
terms of attitudes, quality of work, dedication, willingness
 
to work with others, etc. 
 The results of the evaluation and
 
exit interviews can determine potential recruitment for future
 
employment in Extension work. 
 Similarly, the intern will 
learn what Extension work is and whether not it may fitor 

in with his career interests.
 

Extension administrators as employers should 
have every oppor­
tunity to 
select the best qualified candidates for employment
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and job qualifications must have been established beforeconsideration is given to 
recruitment.
 

Recruitment efforts must be consistent, reasonable, fair
and equitable. Interns during the summer months usuallyare limited in number and therefore, should be consideredalong with other applicants on an equal basis. 

The creation of Extension internships can serve to providea linkage with universities preparing students for careersin agriculture. The intern-.ships would also be helpful inuniversity adjustments in curriculum planning.
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IV. PROGRAM PLANNING 

The program planning process for Extension requires involve­
ment of research personnel and Extension technical subject
matter specialists at all levels. 

In addition, efforts to involve lay advisory groups repre­senting village leaders in the various commodities and live­stock enterprises and other program areas are recommended 
as part of the program planning process. Input by villageleaders in the planning process is valuable. Through giving
advice they feel that they have taken part in the planningprocess and the plans developed are then supported by them.Through this type of collaboration, implementation of programactivities from national to village levels can be facilitated.An effective process of program development will requireexperimentation with different approaches. it may take 2-3 years to get the process refined tc suit Egyptian 'agricul­
tural needs.
 

Purpose of Proqram Planning. 

The purpose of the planning process is to determine pLoblems

that are limiting the progress of agriculture and to develop
educational materials and programs to solve them. Planningprograms at the different levels of the Extension Serviceis a basic function. Mobilizing the components for effective
planning requies involvement of the professi onal Extensionstaff at the research institutes, personnel at research sta­tions, combined whenever convenient with agricultural univer­sity faculty. Basic and applied research inputs will be
combined so they amy be considered by the appropriate programplanners. Added theseto research components should be recom­
mendations based upon local conditions, i.e., climate, soil,
plots, etc., of governorate, district and village 
teams.

This simplified version of the planning processes is 
the
method of deliberating and arriving at decisions, regarding

a national program of work.
 

Functions and Orqanization of Research--Extension
 
Teams in Program Planninq 

The interdisciplinary teams made up of research and Extension

personnel should be the focal point of program development for
 
the entire system.
 

Their functions include:
 

1. To propose and develop a national program of work for each

cormodity and program thrust. 
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2. 	 To combine efforts of EztLension technical support and
 
research institute persofnel, led by a National Program

Leader, in developing L Plan of Work.
 

3. 	 To involve resources from agricultural and home economics
 
faculties whenever feasible to bring their expertise to
 
bear on the problems of agriculture, rural development
 
and rural women.
 

4. 	To provide feedback through the technical support and
 
field execution regarding research needs at govecnorate,

district and village levels.
 

As outlined elsewhere in the report, the Director of the 
National Agricultural Extension Service through the Deputy 
Director of the Technical Support Division shall:
 

1. 	 Establish a corps of technical field support subject 
matter specialists in each of the commodity, livestock,
 
disciplines, or program areas that are represented by 
an 	Institute.
 

2. Designate technical subject matter specialists program
 
leaders to provide national team leadership for each area.
 

(A program team shall consist of representatives of
 
research and Extension units in the various commodity
 
or 	program areas of the Institutes.)
 

Responsibilities of Subject Matter Teams 
in 	Program Development
 

A. 	National Level
 

The representatives of national program teams are employees
 
of the Technical Support Division of the Agricultural Extension
 
Service. They shall be housed in the Research Institutes of
 
their disciplines. Their basic functions are:
 

1. To provide liaison between the Extension Service, research
 
institutes, research stations and universities.
 

2. To relate to and provide national leadership in programming
 
for their respective discipline or commodity.
 

3. To serve as technical subject matter specialists in the
 
national technical support divisions. They will serve in
 
the role of program developers for the national level.
 
Their inputs will be disseminated to governorate and
 
district levels for deliberation in developing programs
 
at that level. A national Plan of work will include inputs
 
from governorate, distr'!-- and villAne levels as well as
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inputs from MOA and other Ministry programs affecting 
farmers at all leves.
 

4. To coordinate requests emanating from villages through
 
the district levels of execution with those identified
 
by governorate teams of technical subject matter special­
ists. These requests for research shall be communicated
 
to the research institutes. 

B. Governorate Level
 

The governorate should be responsible for modifying program 
packages where local conditions call for modificition, for 
promotion of the programs, for training district and village 
personnel, for follow-up supervision and backstopping local 
Extension programs.
 

Personnel paralleling the national group should be set up in 
each governorate under the supervision of the Director of 
Extension in that governorate. Whenever possible; subject 
matter personnel should be based at an experimental station 
or at a university. At times it may be preferable to employ 
research or university personnel part tir:e as Extension 
subject matter specialists rather than employing separate 
personnel for Extension cn a full time basis. 

C. District Level
 

At the district level, supervisiors should be employed to 
follow up the work of village level personnel. These people 
would also arrange for training and'request assistance of 
subject matter personnel in making field visits with new 
personnel, providing backup as need,-!d, etc. Some districts 
may be large enough or remote enough t: requi:e some specialist 
staff, but generally it should be possible to provide it 
from the governorate.
 

Egypt is small enough that two levels of subject matter staff
 
should be adequate to provide content and training for village
 
staff. Normaly, Extension workers will be assigned to work
 
with more than one village, perhaps three or four. These 
workers will make farm visits, work with cooperators on 
demonstration plots, arrange field meetings where subject 
matter from the government usually will present information. 

D. Village Process for Program Development
 

The village agent should organize an advisory group of Farm
 
Leaders representing major crops, livestock and poultry in
 
the village or region. These cDmmodity groups will discuss
 
and develop suggestions for programs for the Village Extension
 
Agent to conduct. If there a:, sevpral commodity groups at
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this level their suggestions should be combined in the
 
development of programs.
 

As an integral phase of the process, the governorate specia.l­
ists and/or their suggested program inputs can be introduced
 
to the village group. Specialist recommendations will carry

inputs from research stations and institutes to help farmers 
understand the latest technical information applicable to
their local situation. The village agents should make re­
quests before each cropping season for assistance from
 
subject matter specialists in conducting field days and holding
meetings in his area. Such assistance would be especially
useful in holding briefing meetings for other local govern­
ment agencies. It is important that information from Extension
 
and other local agencies be coordinated.
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V. IMPLEMENTING TIHE NEW SYSTEM 

The new pattern for Extension is complex and will undoubtedly

require careful phasing. Some suggestions follow.
 

The Minister of Agricuiture has already taken the first steps

to help toward comhl.iiing Extension with Research at the na­
tional level. A suciaI Task Force should be set up to
 
guide the new sytLem. It is recommended that the reorgani­
zation proceed as rapidly as feasible at that level. These
 
steps should include selecting the National Director for
 
Extension, an Associate Director, the Deputy Director for
 
the Technical Support Division and Deputy Director for the

Field Execution Division. Several staff offices are recom­
mended for these units which will also need to be established.
Nothing further should be done in restructuring the Field 
Execution Division until the Technical Support Division is 
well established. Consideration should be given dt this time 
to providing a special training program for the leadership
of the new Extcnmsion Service. This should involve a short 
course in adi:istration of an extension service and an 
opportunity to study Extension in action at least twoin 
locations.
 

The Technical Support Division
 

1. The next step should be to complete the Technical Support
Division. This involves selecting program leaders and
 
subject matter specialists at both the national and regional

levels, as outlined in the organization and staffing plans.

Great care should be taken at the national level to
 
establish close functional linkages with the corresponding
 
research institute.
 

2. The next step should be to set up the National Program

Teams. These 
teams should be given some time to analyze
the research that is available in their subject matter 
field and to prepare subject matter programs that are 
ready to be taken to the field. These general packages

should be carefully reviewed by the regional program leaders
 
and subject matter teams serving Extension at the governor­
ate and district levels. These teams 
need to decide if
 
further field testing is needed before the package is
 
proposed for field use.
 

3. A major consideration in forming the Technical Support

Division is to develop a flexible approach so that the
 
special AID-funded projects that exist in such areas as
 
rice and major cereals may be folded into the new structures
 
at the national leadership level. This will require careful
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and detailed planning between the Deputy Directors of
 
the Technical Support Division and lield Execution Division, 
and USAID. Because of the work going on in these projects, 
the field testing of these crops might be considered already 
sufficient for direct application in many similar settings. 
This may make it possible to move much faster in these 
areas and actually to incorporate the projects into the
 
new Extension services as special pregram thrusts. In
 
fact, these projects could be incorporated into Extension
 
and carried out in more governorates and districts than
 
would be practical in the other crop areas. The fact that
 
the rice and EMClP agents do not do any regulatory work 
should serve as a model that could be extended to all 
village agents as quickly as their other duties could be 
reassigned. 

The special AID project teams, when built into the new
 
Technical Support and Field Execution Divisions could also
 
function as a part of the training staff for these program
 
thrusts. Their experience should be exploited .for the
 
benefit of the total Extension system.
 

4. To sum up, for the sake of emphasis, it is recognized that
 
accelerated action may be possible, for example in the
 
crops where USAID or other foreign/Egyptian projects exist,
 
since research and extension have already been combined,
 
special training has been set up around specific program
 
thrusts, personnel have been selected who are free from
 
conflicting duties, and job performance requirements have 
been set up. Many of the components of the new Extension 
system have already been set up in the AID special projects. 
The,, can form the nucleus and much of the model for the
 
new system. it is recommended that early discussions take
 
place at the highest levels to begin this orderly transfer.
 

Because of the unique situation in these special project
 
areas, many of the following steps in phasing development
 
of the new Extension service can be vastly telescoped and
 
action can occur more swiftly.
 

The Field Execution Division
 

1. The next step after selecting the Deputy Director of the
 
Field Execution Division and setting up the staff offices,
 
should be to select at least two governorates in which to
 
launch the experimental program. These should be far
 
enough away from Cairo to be away from urban influences
 
but not so remote as to hinder frequent consultation; for
 
example, there might be one or two Delta and one Upper

Egypt governorates chosen. These pilot governorates should
 
be selected as soon as the staff of the Technical Support
 
Division is in place and functioning.
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2. The next step should be for the Minister of Agriculture,thu Director of the Research and ExtensionDirector of Center, theExtension and the twodiscuss Deputy Directors tothe new Extension program in depthsomegovernors with theof the pilot governorates.
critical It is especiallythat the principal aspects of thethat are different new organizationfrom the pa;t be stressed.the close ties For example,wit-h research, the newExtension, pay structures fornew job descriptions
budgeting 

the 
for personnel,structure, the newand the necessity for administeringthe Extension Service from the national level should allbe carefully explai ned. 

It must be made clear that Extension personnel are
be not to
redirected by the governorate

the to other functions. At
same time, the close administrative and working rela­tions with the 
governorate, which is 
also a
of the key component
new system, should be carefully outlined.
 

3. The next step should be to
and select the District. Directorsthree Assistant Directors for each ofgovernorates. the experimentalBy havinq this many Assistant Directorswill be possible to easily staff the 
it 

newexperienced personnel districts withwhen the program is extended, perhapsafter six to twelve experimental months. 
4. The next step is to 


trials 
design any needed local verificationfor each of the experimental governorates. 

It in a cardinal rl] e of effective Extensionpractice should that no newhe recommended to farmersthoroughly tested that has not beenundez local conditions.to It is not safeasume that farm practices tested atstations branch experimentalcan be safely recommended for general adoption.
 
Note: The special projects such as the Rice and Cerealprograms that are underway in Egyptvided the essential testing 

may already have pro­for some crops and inareas. some
To the extent that this 
is true, some of the steps
outlined below can 
he passed over. The determinationthe stage for each ofcrop and area should be ato the regional subject matter 
task assigned

teams for each major crop.
 
Local verification 
trials (frequently called "on-farm
testing") 
are research. 
 They involve comparativetestingof different varieties, planting times, plant populations,ferti].izer applications, etc.,

most 
 to find out which ones are
productive under local conditions. 
 As such, they can
best be designed and supervised by subject matter special­ists rather than by Extension agents. 
 it is only after
the question of what to recommend to farmers has been
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answered by Local Verification Trials that it is safe 
Extension personnel to set up result demonstrations,
for 


an important Extension teaching technique. 

Mounting a number of Local Verification Trials is one of
 

the best ways to exploit the opportunity for research­
rew corps of subject
Extension collaboration that the 


matter specialists makes possible.
 

5. Select sites for Local Verification Trials in each of the
 

out the firstexperiment governorates and launch and carry 
set of LVT's. Three sites for such trials in each local 

area are recommended. This will help ascertain how much 
local conditions.
variation there may be in 


6, While those first LVT':7 are being conducted, bring the
 

leader of the Task Force, the District Directors, the
 

Assistant Directors and the Subject Matter Specialists
 

together for a week of discussion of the new pattern of
 

combined research and field extension operations" This
 

new pattern involves many new concepts and problems and 
that it will be instantly understood.it is not likely 


An important part of creating high morale is for all of
 

these persons to take part in the decision-making in a 

period of consultations in which all can express their
 

questions, their doubts, and their conclusions about how 

the program can best be developed.
 

combina­7. Select a field Extension agent for each village or 


tion of villages in the experimental governorates. Some
 

of these may be perrons who are already field agents in 
some transfer of personnel may be
the governorate, but 


The new pattern will make different demands on
needed. 

field agents. It will involve learning how to interact
 

with Subject Matter Specialists. It probalby will involve
 
some tasks they have been asked
relieving field agents of 

that they do not have assignments
to perform in the past so 

new mission.
that conflict with their 


to have a fair chance of succeeding
If the new pattern is 

it will require having a staff of field agents who are
 

to experiment with new
sympathetic with it and willing 

ways of going about their tasks.
 

course in the experimental
8. Launch a 10-12 day training 

one course may be necessary in order
 governorates. More than 


to keep the groups small enough for effective discussion.
 
in by the District Director,
These should be participated 


the Assistant Directors, all of the village field agents
 

and 4-6 Subject Matter Specialists.
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The purposes of this period of training would be (1) to intro-­duce the field agents to the totality of the new pattern ofoperations; (2) to emphasize that all members of the staffare expected to participate in planning operations 
as well
as in executing them, and (3) actually to begin the process
of developing 
 program objectives and plans of work. Theseplans should give attention to daily work schedules.
 

This course would include:
 

Presentation and discussion of the new National Agricultural

Research and Extension Directorate; presentation and discus­sion of the respective roles of 
the Field Execution Division
 
and the Technical Support Division;
 

* 
The roles of Subject Matter Specialists;
 

* The nature of Local Verification Trials and the difference

between them and Result Demonstrations; 

* 
The importance of intensity of. Extension field activities;
 

• The importance of developing a routine for field Extension
 
activities; 

* The need for frequent in-service training combined with
selecting program objectives and a Plan of Work for eachfield agent for the immediate future. 
 In the last two or
throe days of 
this course the participants should actually
decide on a few program objectives and on a Plan of Work

for the first month of field operations; and
 

• The need to foster informal linkages with the cooperative
societies 
for input distribution, farm credit, and marketing.
 

9. The next step should be to launch 
a continuous program of
in-service training for 
field agents in each district--oneday each week for the first six months, perhaps reducing
this to 
one day every two weeks later on.
 

Each of these weekly ses.-ions would be a combination of(1) reviewing developments in 
the field since the last
session; 
(2) discussing problems encountered, reviewing
technical information relevant to activities in the immedi­ate future under the leadership of one or 
more SubjecL
Matter Specialists, and 
(3) reviewing and practicing Exten­sion methods to be used 
(under the leadership of the Subject

Matter Specialist for Communication).
 

The leadership in these in-service training sessions would
be taken by the District Director and the Assistant Direc­tor, 
with the aid of ap.rrpriate Subject Matter Specialists.
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On appropriate occasions these sessions should be held 
near where one LVT is underway so that it can be observed 
and discussed by the whole group.
 

More intensive training may be needed to bring some trainable 
village agents up to the technical requirements which will
be expected in the new system. This may involve three to 
four-month training programs at training centers with 
emphasis on work in the field with selected crops.
 

10. As a part of the reporting system, each field agent may be
 
asked to keep a diary of daily activities, of farmers
 
contacted and changed farm practices observed.
 

There have been some arguments against this approach:

(1) If field agents believe these records are used for
 
personnel evaluation, they may have an inclination to
 
falsify them, and (2) If District Directors insist on 
seeing the diary each time they visit the field agent,
it may make those visits occasions for criticism.rather
 
than visits to encourage field workers and to facilitate 
their activities.
 

It is necessary, in any case, to periodically take stock
 
of what a program is accomplishing, and a daily diary can
 
assist the field agent in self-assessment with respect to
 
the Plan of Work. 

Therefore, if the use of such records in personnel assess­
ment can be played down, keeping a daily diary can be very

helpful and with this caution, this system is recommended. 

If such a procedure is adopted, the form of the diary must
 
be kept as brief as possible. The diary should be kept in
 
duplicate and one copy turned in weekly at 
the time of the
 
in-service training session. Moreover, each District
 
Director should have a Records Clerk who keeps a running
 
summary of the reported activities of field agents.
 



ITINERARY OF THE EXTENSION TEAM
 

F. Madaski
 

C. McDougall
 

Feb. 19 Arrival TWA 880, 1350
 

Feb. 20 Orientation
 

Dr. E.T. York, Extension Mission
 
Dr. Ray Fort, USAID Mission
 
Dr. Mohamed Abbas, Coordinator of BIFAD Comm.
 

Feb. 21 Dr. Farouk Afify, Chairman, Supreme Council for
 
Agricultural Extension
 

Overview of Egyptian acceptance of BIFAD
 
Report: Dr. Abbas
 

Visited new offices, Tahrir Street, Giza
 

Feb. 22 Dr. Donald Brown, Chief, USAID Mission
 

8:00 a.m. Orientation and presentation of
 
Extension Mission
 

10:00 a.m. Dr. Mohamed Abbas
 
Dr. Tayel, Undersecretary for Extension,
 

"The Role of Extension"
 

Feb. 23 Meeting with Dr. Youssef Wally, Minister of
 
Agriculture:
 

8:00 a.m. Dr. York reported on our Mission's
 
goals and objectives
 

Dr. Tayel, "Egypt and the Future
 
of Extension"
 

3:30 p.m. Departed by train for Assyut
 

9:00 p.m. Arrived Assyut
 



Feb. 24 
 9:00 a.m. 
 Met Extension Inspector, Mr. Mamduh 
Mustafa; discussed role 
of extension 
at tihe )istr ict luve] ard responsi­
bilities of D)i;trict Inspector. 

10:30 
a.m. Assyut Univor.ity, Sociology Dept.
 

Dr. M.G. Rashid, Sociology Dept.
 
Dr. Ahmed Salah, Prof. of Rural 
Sociolc 

Dr. 
Baghat Adel, Lecturer
 
Dr. 
Fatima Kazan, Communications
 

Discussed university program in
 
Extension Field Efforts
 

3:00 p.m. President Dr. 
Hamad Gamel of Asnyut:

University presented views of 
the
 
University toward Extension and
 
Agricultural Research
 

2:00 p.m. Met with Ministry of Agri.culture staff
 
in Assyut, including the Director of
 
Agricu.lturc 
and the Director of
 
Extension and Staff, 
to discuss
 
Extension work 
in Assyut Governorate
 

By automobile to Sohag, 100 
kms south

of Assyut and 
capital, Sohag Governorat
 

7:00 p.m. Met with Director General of Agricul­
ture and Director of Extension for
 
Sohag Governorate
 

[ub. 25 9:00 a. m. Met with Governor of Sohag. 

Discussed agriculture and the role of
 
Extension in 
the region.
 

10:00 
a.m. Met District Director of 
Extension at
 
the Village Level, Mr. 
Kaddees
 

Visited a Cooperative, discussed
 
Village Agent role, job responsibilitie:
 

12:00 
a.m. Visited a Branch Research Station near
 
Sohag (Shandawil); wheat, 
cereals
 

1:30 p.m. Departed Sohag by train for 
Luxor
 

Feb. 27 Returned to Cairo from Luxor
 



Mar. I Team met 
Ministry 
staff 

with Director General of Extension,
of Acriculture, Dr. Ahimed Ahwal, and 

Dr. Rafa., 
Institute: 

Director of the Extension Research 
discussions relative to research 

needs and programs 

Mar. 2 9:00-11:00 

Kafr el Shaykh Governorate. Met MOA Undersec­
retary, 
and the 

Mr. Salika, 
Director of 

Director 
E:xtension 

of Agricul.ture, 

1:00 p.m. Met Director of Extension Dr. Abou 
Allam; Dr. 
Dr. Samir 

Ross, Rice Project, and 
of Sakha Posearch Station 

Visited a local Cooperative manager 

2:00 p.m. Dr. li;kry El Kerby, 
Research Institute 

Animal Industry 

4:00 p.m. Visited Extension Tra ining Center at 
Sakha (classrooms, laboratories,
visual aids center); met David Hlearl,
U.K. Technical Cooperation Officer 

7:00 p.m. Staff and Village Agent Trainees 

Mar. 4 10:00 a.m. Dr. Bishr, Senior Researcher, Sakha 
Research Station: crops 

12:00 a.m. Visited state fLarm at Sakha, 11,000 
feddans 

Mar. 6-14 Report development, Cairo 

Mar. 15 Mr. Jim Graves, Extension Director 
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PE?..FOR4ANCE PL-AN - OBJECTIVES 

Employees Name 
 Position
 

I age _Il Date Submitted 

Thi:; for is designed to assist 
you in planning your work and reviewing your achlevement. 
It should also hlep you plan and prepare for additional responsibilities and self-develop 
meat. Your supervisor will discuss this plan with you and guide you. 

ESTABLISHIN, WORK AND DEVELOPMENT PLANS 

Sten I DELEGATION: Each supervisor must inform the staff member of the 
(Supervisor) planning period to be covered. The supervisor should outline the 

objectives for each program area of responsibility in that county 
or region. Supervisor should review his own approved objectives 
with staff member. 

Step 2 PARTICIPATION: After each employee understands program area goals
(Employee and they should 
list their major Job functions in column I as* indicated
 
Supervisor) on the following page. In column 2 they should list secifc ob­

jectives and results they hope to achieve during the base perioc. 

Step 3 APPROVAL: The supervisors must discuss and review each employee's

(Em'lovee eni development plan. All necessary changes in employees plan must be

Stupervisor) recorded before final approval. Employee, 
 county chairman and/or

CED and supervisor should have a copy of finalized plan. Definite 
review dates must be established.
 

Period Covered 
 Progress Review Dates
 

Employee's Signature 
 Date Approved
 

Sutervin.or ' Signature Date Approved
 

Aus iU1t1artr District Supervisor Signature 

Date Approved
 

(Do not 
sign unless Progress Review Dates have been established.)
 

http:Sutervin.or


SLp 4 
(i'ilpI yee.; and 
Supervi soi) 

Ste) S 
(Assistant 
District 

Director) 

Step 6 

OIM-;oIVl NIfG AtLrogressthe etabi hed
rviOw timSt the :;lwiell vor w 11eL and
discus,; progre;,; on objcetye;. 
 Any major
deviatisnt; shoud he analyz.ed [ro a problem­
solving point of view. 

AI)JUSTING P1,ANS: Changes ill plans; s ho]d bemadie whenever relevant. If an employee hasmacie accoimpl ishmetjt!; which are not anticipated,thes,;e should Lie recorded aL review time, ifthey are compatibe wi th organizational goals. 

FEEDBACK': e Assi;tant District. Director mayoccasionll.1y revieow employers' progress. Thisis to increase the quality and s;peefl of feedback
information to other manage ent levels. 

RflCYCL£: Upon completion of periodic"review,
start the planning cycle beginning with Stup 1. 

http:occasionll.1y
http:analyz.ed


MAJOR JOB FUNCTIONS 2. JOB OBJECTIVa 3, PROCnSS REPORT • 4. Co.-;InTS 

List In order of Importance 
tbe sajor responsibilities 
of your position, 
Indicate rough order of 

oghode flde 

List the specific reaults you expect to 
accomplish during this tire period within 
each Job Function. These objectives e[lould 
be stated in measurable ter-is and ahould 
Incst W.hat Is to be acconmplinhed. by
what date, If a meaurable performance v 

w 

I, o 
SO 

i f plans have changed, :ake the appropris 
edjuarento. Cite reasons for all Impori 
d-evieions as a means of developing futt., 
planning skill. Consider personal faccos 
nuch: as job knowiled~c, judgemuent. attitud 
planning, etc. Al-o, consadcr extenuatr 

standard Is not feasAble, eatabli0h 
;or subjective evaluation@. 

chedula 

< 

circu stancea, 
. .NOTEj Record 

' ~4atiticipatcd 

lack of resources, etc. 
iZnicanr accopio~hents

in previous plans. 


