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A Capable Transfer of Technology System ... 
At the foundation of economic growth and agriculll.lral development are resources 
and technology. When up-to-date and appropriate technology is applied to land. 

water, human and financial resources, the result is greater productivity. better eco­

nomic well-being, and improved living conditions. These results apply to farmers, 
traders, manufacll.lrers, workers and exporters alike. 

RDI Policy Brie/is published occasionally by the Reform Design and Implementation Unit (RDJ). ""hich is a 
component o/the jomlly sponsond MALRIUSAID Agricultural PoUcy Reform Program (APRP). APRP ","Oris 

to suppon Government of Egypt efforts to liberalize and privatize the country's agricultural uonom}: The RDI 
Unit conducts srudies. makes policy recommendations and helps implement those policies thol the GOE 
believes will contribute most directly and beneficially to agricullUral tievdopmem through liberoliuHWn 
and privalization. 
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But this application of technology to resources 

requires a strong, responsive and capable manage­

ment system. The word capable is key. It means 

strong and efficient leadership and modem, effec­

tive management. 

Planning that is Realistic 
and Flexible. and 
Implemented ... 

To achieve this strategic goal of economic growth 

and agricultural development we need good plan­

ning. This planning should be realistic and flexi­

ble. It should grow from the bottom-up and not be 

imposed from the top-down. In Egypt, under cen­

tral planning, there always existed a gap between 

the designers of the plan and the implementers. 

Planning must lead to implementation. 

Developing plans that are realistic, flexible, and 

implementable requires effective participation, reli­

able information and thorough analysis. 

Agricultural growth and development is too impor­

tant to too many Egyptians to rely on traditional. 

top-down approaches to planning, decision-making 

and implementation. "Effective" participation 

means that all employees and key stakeholders 

understand program direction, have opportunities 

to get involved in identifying and resolving issues, 

help contribute to decisions, feel empowered to 

take action, consider themselves accountable for 

results, and are able to convey a sense of excite­

ment and commitment to reform efforts. 
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The Main Institutions for 
~ricu1tural Growth and 
Development .. . 
The main institutions for agricultural growth and 

development are: 

• Research 

• Extension 

• Credit 
• Markets (input and output) 

Vnder central planning, all four institutions used 

highly bureaucratic systems. In fact, the entire 

administration was engrossed in bureaucracy. Even 

the circus shows were pari of the government 

bureaucracy. The public sector was selling fruit 

and vegetables. 

H.E. the Minister of Agriculture and Land 

Reclamation has encouraged his top managers to 

restructure these institutions, which for years suf­

fered under this controlled centralized system. 

H.E. the Minister has said that if they are to 

implement an economic reform agenda, and devel­

op procedures, regulations and activities to meet 

the needs of a market economy, strong, responsive, 

well-managed (jOE institutions must rise up to 

work with and support the private sector. These 

same institutions must encourage the private sector 

to take the responsibility for building and benefit­

ing from the growth of the agricultural economy. 

An Organizational Change 
Process - Public Awareness 
and Training ... 
Institutional restructuring requires enormous read­

justment - a change process which in any setting 

is fertile ground for misinformation, demagogy, 

misunderstanding, confusion, distrust, hidden 

agendas, conflict, dueling organizations or units, 

and unrealistic expectations. The success of every 

change effort requires the active participation and 

support of all staff - from all levels of field staff to 

top managers. It also requires that staff and man­

agers change at the same time that the institutions 

they manage change. All will need new attitudes, 

behavior, methodology and skills. 

This restructuring process begins with the growth 

of public awareness about the reasons for the 

changes and the process which managers must 

implement to effect these changes. Awareness 

about the organizational change process, along 

with training, will help develop the attitudes and 

skills required to operate effectively within a new 

management, market, and economic reform envi­

ronment. This awareness will also help leaders 

and implementers deal with the problems, con­

straints and difficulties that stand in front of the 

economic reform programs. 

Highly participatory workshops and seminars 

should be at the center of any awareness-building 

and organizational change process. These events 

provide an arena for openness, transparency, 

expanding networks, involving new stakeholders, 

forging agreement and exploring disagreement, 

considering alternative ways to proceed, resolving 

potential conflicts, changing attitudes and building 

partnerships. 

Moving from Traditional 
Leaders and Managers to 
Empowering Leaders and 
Managers ... 
During the time of the central planning system, 

leaders and managers were selected from among 

those showing loyalty and willingness to carry out 
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orders without independent thinking. But restruc­

turing institutions means instilling an open. trans­

parent, participatol)' management system. 

... Public sector institutions that support 
the development of the free-market 

agricultural economy need leaders and 
managers with vision/ integrity and 

confidence in their own judgement... 

Public sector institutions that support the develop­

ment of the free-market agricultural economy need 

leaders and managers with vision. integrity and 

confidence in their judgement. Vision means that 

they are able to see the future the way it should 
be - based on economic. financial. managerial 

and social analyses. Their vision is compelling 

and inspirational. and they are able to communi­

cate this vision in ways that motivate others. 

Their self-confidence lets them empower their 

staff. giving them the authority to take action and 

responsibility. Integrity means that they have the 

willingness to learn and change. the strength of 

character to take risks. and the ethics to provide 

good stewardship over the peoples' resources. 

Technology in Agriculture 
and Agribusiness - From 
Soil, Water and Seed to a 
Better Life ... 

Economic growth. agribusiness expansion and agri­

cultural development in Egypt can provide a better 

life for millions of people through good manage­

ment. Technology in agriculture is applied to 

resources - soil. water. plant. livestock. agro­

industrial. market and human resources - to 

increase production and income. and to provide 

better living conditions for people. Without 

strong, confident management of technology trans­

fer, developing new technology can do little good. 

Technology comes from many sources: the agricul­

tural research centers; academies; universities; insti­

tutes; and producers. But even the most brilliant 

researchers generate innovations that languish on 

libral)' shelves if the management system to bring 

technology to users fails. 

If these accomplishments are not publicized and 

provided to the end-user, they are not worth more 

than the paper they are printed on. 

We need to transfer this knowledge and experience 

to farmers. agricultural service providers. proces­

sors. transporters. and exporters - those who are 

working in the agribusiness and services compa­

nies. and those who are planting the crops. This 

action calls for technology systems. and these vital 

systems need the best arrangements. 

Transferring Knowledge and 
Technology - Subject 
Matter Specialists and 
Credit... 
New technology costs money. Technology transfer 

needs finance. Farmers need credit to cover the 

cost of technology, This is especially true of 

small farmers and producers. and those with no 

collateral. 

Credit institutions in Egypt include commercial 

public and private banks. the National Bank for 

Investment and the PBDAC as well as coopera­

tives. the Social Fund for Development and NCiO 

revolving funds. These credit institutions need 

new ways to make loans. because in the past, 
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credit was based on collateraL Credit policies 

should be modified from credit based on collateral 

to credit based on real needs and repayment ability. 

This change requires strong, innovative leadership 

and management in banks, in non-bank financial 

institutions and among borrowers. 

... credit policies should be modified 

from credit based on collateral to 

credit based on real needs and repay­

ment ability ... 

The lessons from past VSAID projects - for 

example, the Small Farmer Project (SFFP) and the 

Agricultural Production and Credit Program 

(APCP) - have shown us that credit is one of the 

key factors for modernization of agriculture. It not 

only solves the financial constraints faced by the 

farmers and producers during seasonal times, but it 

also provides incentives to producers to adopt up­

to·date and appropriate technologies that they oth· 

erwise would have difficulty employing. Credit 

repayment to the PBDAC under these programs -

credit based on need and repayment ability -

reached 100%, whereas credit repayment under the 

collateral system is only 65-75% at the same bank. 

Strong management support played a key role in 

this success. 

Credit institutions should be able to use the suit­

able analysis and techniques of supervised credit 

which are based on the credit factors, known as 

the five "C's" of credit: 

• Character 

• Cost 

• Conditions 

• Capital 

• Collateral 

Or the five "P's" of credit: 

• People 

• Purpose 

• Prospect 

• Production 

• Protection 

... Credit is one of the key factors for 

modernization of agriculture ... 

In the past, researchers and economists did not con­

sider credit as a key factor in agricultural develop. 

ment. Seed researchers used to say agricultural 

development is based on a triangle with seed, 

research and extension at each point of the triangle. 

R 
E 
S 
E 
A 
R 
C 
H 

CREDIT 

MARKETING 
Inputs - Outputs 

E 
X 
T 
E 
N 
S 
I 
o 
N 

The pesticide researchers talk about a triangle with 

pesticide, research and extension. The soil special. 

ists have their own triangle, and so on. 

But agricultural development is not a triangle, it is 

a square. One side of the square is research and 

another side is extension, but the other two sides 

are credit and markets (both inputs and outputs). 

In the middle again is management. Banks and 

non·bank financial institutions need farSighted, 
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effective managers to recognize good credit risks 

and to support worthy borrowers and groups of 

borrowers. Technology users need good manage­

ment to best exploit the innovative approaches they 

use their loans to buy. The success of innovative 

credit programs depends finnly on good manage­

ment. 

Experience has shown that a well managed, 
market-driven credit program can: 
1. Create or increase assets and investments in the 

community. 

2. Increase production or create new 

production. 

3. Increase personal and national income. 

4. Create and increase capital. 

With the credit to finance the adop­

tion of a new technolog~ you help 

increase the farmer's production_ You 
help commercialize agriculture ___ and 

increase the farmer's income. 

Fanners and producers need a consistent flow of 

money from credit institutions to pay the cost of 

introducing up-to-date appropriate technology, 

which many fanners and producers cannot easily 

cover with their own resources. With the credit to 

finance the adoption of a new technology, you help 

increase the fanner's production and income. You 

help commercialize agriculture. You help the 

farmer go from 5-6 tons of bananas to 30 tons, and 

from 12-15 ardabs of maize to 30-35 ardabs. You 

help provide the fanner with a commercial surplus 

and with a better life. 

How are we going to develop the institutions pro­

viding these four services - research, extension, 

credit and markets! We need to issue a call for 

organizational improvement and new approaches 

to leadership and management. 

NEW RDI POLICY BRIEFS 
A new series of policy briefs are now available 

from RDl. These short papers are intended 10 clari­

fy issues and enliven the policy refonn debate. 

They represent the technical viewpoints of the 

authors. 

Policy Brief # 1: Fertilizer Market System 

Efficiency within Egypt's Economic Refonn. 

Kamal Nasset APRP fRDl. January 1998. 

(5 pages.) 

Policy Brief # 2: The Egyptian Seed Industry: 

Looking to the Future. Dr. James C. Delouche, 

APRPfRDl. March 1998. 

(6 pages.) 

Policy Brief # 3: The Cotton Market - Looking 

Back at 1997. Dr. Edgar Ariza-Nino and Dr. 

Ibrahim Siddik, APRPfRDl. January 1998. 

(15 pages.) 

Policy Brief # 4: A Cotton Carry-Over Siock 

Disposal Strategy. Dr. Edgar Ariza-Nino and Dr. 

Ibrahim Siddik, APRPfRDl. March 1998. 

(5 pages.) 

Policy Brief # 5: The Total Fann Tax Burden in 

Egypt - Conclusions and Recommendations. Dr. 

Mohamed Sharaf, Mr. Kamal Nasset Mr. 

Mohamed Hassan, Dr. Wessley Musser and Dr. 

Max Cioldensohn, Refonn Design and 

Implementation Vnit. APRP. December 1997. 

Policy Brief # 6: Sugarcane in Egypt--Strategy for 

Water Management. Dr. Sayed Hussein, 
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APRPIRDI, and Dr. John Keith and Dr. EI Sayed Mahdy, APRP/EPIQ. 

May 1998. (7 pages.) 

Policy Brief # 7: Agricultural Research and Extension--Strategy for 

Expanding the Role of Egypt's Private Sector. Dr. Bakir Oteifa, Counselor to 

the Minister, MALR, Dr. Abdel-Salam Cjomaa, Former Director of the 

Agricultural Research Center (ARC), MALR, and Dr. Max Cjoldensohn 

and Mr. Kamal Nasser, APRP IRD!. July 1998. (6 pages.) 

Policy Brief # 8: Efficient and Strong Institutions for Agribusiness and 

Agricultural Development: A Call for Organizational Improvement and 

New Approaches to Leadership and Management. Kamal Nasser, RDI 

Institutional Specialist, September 1999. 

(6 pages.) 

Policy Brief # 9: Liberalization of Pest Management Services: Overall 

Reform Strategy. Dr. Zidan Hindi, RDI Pest Management Consultant, 

Reform Design and Implementation Vnit, APRP, and Anthony J. Treen, 

Integrated Pest Management Specialist, Egyptian Cjerman Cotton Sector 

Promotion Program (CSPP). November 1998. 

(6 pages.) 

Policy Brief # 10: The Wheat Sector in Egypt: Policy Implications. Dr. 

Edgar Ariza-Nino, Dr. Ron Krenz, and Dr. Ibrahim Siddik RDI 

Agribusiness Marketing SpeCialists, Reform Design and Implementation 

Vnit, APRP. December 1998. 

RDI is sponsored by the MALR and USAID under the umbrella of the Agricultural Policy Reform 
Program (APRP). RDI is led by Development Alternatives, Inc. (DAI), and includes services from the 
following subcontractors: 

Training Resources Group (TRG) 

Office of Studies and Finance (OSAF) 

National Consulting Firm (NCF) 

Cargill Technical Services (CTS) 

Purdue University 

University of Maryland 

Development Associates 

The Services Group (TSG) 

Address: 7, Nadi El-Said Street. Dokki. Giza. 
Tel.: (202) 337-5709/5712 
Fax: (202) 336-2009 
E-mail: First initial last 
Name@agpolicy.com (i.e .. Max Goldensoln 
would be mgoldensohn@agpolicy.com) 
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