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G. EVALUATION ABSTRACT

The evaluation conducted of the ACDI managed Farmer-to-Farmer program in Egypt has found the
FtF Program to be an effective agent in providing new and appropriate technologies to Egyptian
farmmers. Working to cultivate a "core group" of leader farmers through intensive education
and technical assistance activities, the FtF Program has constructed the basis and potential
for an extensive outreach program. The principal output of the FtF Program is the creation of
this group of core fammers as outreach agents. The FtF Program has focused more resources on
the "education" of the "leader farmer", and fewer resources on facilitating the outreach
process, or making the best use of the investment made in the creation of that "leader
farmer". Although the "education" and "technology transfer" camponents were very successful,
the evaluation found that expanding the sphere of influence beyond the "core group" of farmers
to the greater Egyptian farmer population has not been emphasized. The remaining project
resources should be focussed on facilitating the outreach capability of this "core group" of
farmers.

The survey results showed the FtF Program is having a positive impact on farmers in the 10
governorates where the FtF Program is active. The greatest impact is felt directly by the
approximately 600 farmers who have been recruited and are active in the program. Over 90% of
these farmers have adopted at least one technology (the average farmer adopted two
technologies) which was brought to them by U.S. Volunteers. At least 80% of the farmers in
this "core group" have found the new adopted technologies to have resulted in increased
operating efficiencies. The minimum financial impact, as measured in cost savings to achieve
the same cutput, or increased yields attributed (by the farmer) to using the new technologies
ranged fram a low of 800 LE/farm/year to 529,200 LE/farm/year.

The significance of the technology transfer success is not only in the mumber of new specific
technologies which have been adopted by famrers, but in the rate of technology transfer. This
program has achieved a remarkably high rated of technology transfer and adoption. The FtF
Program is camplementing the services being provided through the MOB/ARC extension department.
At the local, village level, the two programs are synergistically linked. The program must
now focus on appropriate technical transfer to the larger cammumnity of Egyptian farmers.

The FtF needs a much greater emphasis on the outreach follow-on camponent of the program. It
is unclear that "core group" farmers without pramoting (simply because they have gone to the
United States, or have had a U.S. Volunteer visit their farm), will actively engage in '
transferring their - new learned technology and experience (and associated benefit) to other
farmers. Expansion of the FtF program should move in concert with new ARC initiatives in
developing six regional research and extension centers.
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A.I.D. EVALUATION SUMMARY : PART IT

I. SUMMARY OF EVALUATTON FINDINGS, (KZNCLUSICNS AND RECOMMENDATTCINS

PROJECT DESCRTPTION:

Project Goal: To increase food production and fammer incame and improve the overall
efficiency of Egyptian farms through the introduction of new technologies and better
farm management practices via direct voluntary technical assistance at the
gxassroots level.

In January 1988, Agricultural Cooperative Development Intermational (ACDI) launched
the first phase of FtF in cooperation with the Ministry of Agriculture (MOA) and the
Agricultural Research Center (ARC), using $340,000 in USDA PI480 funds directly
mandated by Congress for this purpose. :

The basic concept was to recruit and place seasoned American farmer volunteers on
Egyptian farms to work side by side with Egyptian farmers for 4 to 6 weeks at a time
in order to introduce more advanced technologies and more econamical farm management
practices, thereby greatly increasing total farm productivity. A

Working with MOA and the Extension Services, ACDI established a system for drawing
up specific assigments and recruiting experienced American volunteer farmers to
carry them ocut. During the 18 months period of this activity, 36 U.S. farmer
volunteers campleted 48 assignments in specializations related to dairy herd health
management, dairy and livestock production, fruits, vegetables, honey production and
plant pathology. By ACDI's calculation, the cost per month for this direct, on-farm
technical assistance came to just 44% of the cost that USATD would incur if it hires
a for-profit fimm to provide similar technical assistance. The primary beneficiaries
of the Phase I program were small and medium scale Egyptian farmers, a few large
farmers, MOA staff members, Agricultural Extension Service personnel, and the member
cooperatives of two national cooperative associations - the Potato Cooperative and
the General Cooperative for Developing Animal Wealth and Products.

USATD/Cairo then funded a six-months extension (Octaber 1989 March 1990) to maintain
the continuity and credibility of the FtF program with Egyptian farmers while the
proposal review for the current Phase IT was being campleted by USATD and the
Ministry of Intermational Cooperation (MIC). After the end of this grant,
USATD/Cairo made a direct grant starting June 1990 to ACDI to carry out the
activities currently under implementation.

EVALUATICN PURPOSE::
To assess the success of the program in achieving its purposes of the FtF program
half way through its IOP and recamend modifications to enhance its impact.

METHCODOLOGY

The evaluation was tasked with determining, to the extent possible given the time
and resources available to the evaluation, what impact the FtF Program was having.
To accamplish this, the evaluation team conducted a survey based on a stratified
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randam sample of 30 farmers fram out of the "core group" of 556 participating farms.
In addition, the evaluation conducted interviews with an additional 50+ farmers and
other staff involved with implementing the FtF Program. "Rapid appraisal"
methodology was used to provide further evidence of impact of the FtF Program during
three field site visits to five of the thirteen governorates the FtF Program is
active in.

FINDINGS AND CONCIUSIONS:

PRTNCIPAL, RECOMMENDATTIONS

The FtF Program has been an effective agent in providing new and appropriate
technologies to Egyptian farmers. Working to cultivate a "core group" of leader
farmers through intensive education and technical assistance activities, the FtF
Program has constructed the basis and potential for an extensive ocutreach program.
The principal ocutput of the FtF Program is the creation of this group of core
farmers as outreach agents. The evaluation strongly recamends that remaining
project resources be focussed on facilitating the outreach capability of this "core
group" of farmers. The approach of using a camposite of education and technical
assistance strategies to build a foundation of leader farmers is working, and is
camplementary to the MOA extension service. The evaluation finds this a positive
influence on the agricultural sector and recamends it be tied to the new regional
ARC/extension strategy, and that the FtF program be expanded to additional
governorates.

Major Conclusions:

Tmpact

The evaluation conducted a survey on a randam sample of 30 farmers participating in

the FtF program to quantify areas of impact resulting fram the program. The survey
results showed the FtF Program is having a positive effect on farmers in the 13
governorates where the FtF Program is active. The greatest impact is felt directly
by the appraximately 600 farmers who have been recruited and are active in the FtF
program. Over 90% of these farmers have adopted at least one technology (the
average farmer adopted two technologies) which was brought to them by U.S.
Volunteers. At least 80% of the farmers in this "core group" have found the new
adopted technologies to have resulted in increased operating efficiencies. 1n the
absence of a predetermined control group of farmers fram which to make camparisons,
it is difficult to quantity the exact econamic impact (or even financial impact) on
the farmers in the FIF program of adopting these new technologies. However, in the
course of conducting the evaluation, several examples of impact on farm cperating
systems were derived fram interviews and farm visits. These are provided in the
following Table (1). There is supporting evidence to show that these are not

isolated examples of the impact of this FtF Program, but, rather, are indicative of

the norm.

The real value of this FtF Program, (and potential for greatest impact) is in the
outreach camponent. Developing a "leader farmer" with visits fram U.S. Volunteer
experts, sending the "leader farmer" to the United States, and providing for
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organized fora in which the "leader farmer" can effectively disseminate his new
knowledge about modern efficient farming systems is the crux of the FtF Program.

The FtF Program has focused more resources on the "education" of the "leader
farmer", and fewer resources on facilitating the ocutreach process. The program, as
originally designed and detailed in the ACDI Technical Proposal (July, 1989), is
targeted at ocutreach services more than either the Grant Agreement or current
implementation plan. Subtle, but key, changes were made in the transition fram
Technical Proposal to Grant Agreement, which has resulted in relatively more
emphasis being placed on the "technology transfer" end and less on the "outreach"
end of the spectrum of activities the FtF Program has undertaken in the last two
years. The evaluation found that while the "education" and "technology transfer™
camponents to be very successful, expanding the sphere of influence beyond the
"core group" of farmers to the greater Egyptian farmer population has not been
enmphasized. This has been due, in part, to a target driven approach toward
implementing the FtF Program. , ‘

While the contractual agreement between ACDI and USATD is in the form of a grant,
the program has been managed more in line with a style conducive to a "cost plus"
type of contract, aimed at achieving specific outputs, as opposed to implementing a
strategy. As a result, this program shows symptams of "tunnel vision" with respect
to achieving the strategic goal of improving food production and incame and overall
efficiency of Egyptian farms through an ocutreach program prawoting technology
transfer.

The FtF Program has nonetheless shown that the approach described in the goal has a
potential for tremendous impact on the Egyptian agricultural sector, especially if
implemented in concert with other sectorial activities.

Achievement of Project Benchmarks and Grant Agreement Campliance

The FtF Program has been mostly successful in achieving the primary outputs as
listed in the Grant Agreement, in sare cases, actually exceeding the ILOP targets in
the first two years. Several key inputs into the FtF Program (namely, number of
U.S. Volunteers and participant trainees) will not be provided in the same numbers
as were anticipated in the Grant Agreement. This is due, in part, to travel
restrictions during the Gulf War, and to a slower than expected start-up periocd for
inmplementing these activities. Notwithstanding the reduction in actual and antici-
pated inputs, the Grant Agreement targets for major ocutputs most closely tied to
impact (technologies transferred and mumber of farmers impacted by the program)
have been achieved with less than one third the mumber of associated inputs.

At the start of the Phase IT FtF Program, a management information system (MIS) was
supposed to have been in place and provide baseline data on 1,000 farms. This data
base was to have fueled an analysis of impact during the implementation of Phase
II. The camputerized version of the MIS which was in place at the start of Phase II
was inadequate to provide either meaningful or sufficient data fram which to
conduct an impact analysis. The short-camings of the MIS were recognized and the
system was scrapped in favor of constructing a new MIS. The manual system of
keeping track of FtF inputs and farmer progress was maintained. The new
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carmputerized version of the MIS was only made operational in late 1991. The MIS
system, while less than perfect, is now providing a foundation of data which will
be valuable in monitoring short-term ocutreach activities, and potentially valuable
to future econamic researchers investigating impact of these technology
transfer/outreach programs on farmer well-being. Additional rescurces in terms of
staff time, training, and financial resources for same software programming
revisions need to be allocated to make the MIS a truly "workable" system.

Intervention Strategy

The "technologies" being offered by U.S. Volunteers are appropriate; are being
adopted by Egyptian farmers; and, are resulting in immediate positive benefits to
the farmers. These technologies are for the most part, centered around
improvements to the cperations and management of the farm.

The core which the FtF program has focussed most of its resources are both
econanically important for Egypt and are utlllzmg relatively canparative
advantage.

The FtF program is not restricted to "medium to large" farming operations, but is
working with a broad spectrum of farms ranging fram small farms of less than five
feddan to, literally, the largest farming operation in Egypt. Farmers recruited
into the "core group" are selected uging criteria that identifies them as leaders.
As such, they are generally better off then their neighbors.

The FtF Program is serving as a valuable training function for the MOA extension
service. Extension agents are receiving "on-the-job" training, both fram a
technical perspective, but more importantly, fram an interpersonal perspective.
Extension agents are learning how to "talk" to farmers, so that their advice is
received.

The U.S. Volunteers are serving as positive role models for the MOA extension
agents to follow, and help to elevate the (low) stature of the extension agent in
the eyes' of the farmer, providing a considerable boost in morale amongst this
front line corps of govermment led interventions in the agricultural sector.

Finally, the FtF program is providing a valuable benefit of J_ncreasmg the cultural
understanding between the American and Egyptian pecple. This is a definite,
although difficult to quantify, benefit which should not be valued lightly.

Recarmendations:
The following list of prioritized recamendations are provided as a result of the
evaluation.

1. A maintenance mechanism needs to be developed where-by farmers recruited into
the "core group" continue to be active outreach agents after the FtF Program
finishes with their initial "education", which may include the possibility of a
second trip to the United States. "Core group" farmers should not be dropped when
the program is no longer active in their area. Without continued encouragement to
provide outreach services to their fanning neighbors, the high level of investment
made in the core fammer by the FtF Program is probably not justified in light of
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alternative public investment cpportunities.
Action: ACDI :

2. ACDI and USAID, with support and/or input fram the NARP MOA/ARC/TT carmponent,
should conduct a specific study to amalyze factors which contribute to the
successful creation of a leader famer (cutreach agent) and how the cutreach
process works. This study should be a three to six month effort by a local
Egyptian consulting campany (cultural under standing will be critical to this
study) . The results of the study should help to program specific strategies to
enhance the outreach activities of the program and will feed into the technology
transfer strategies being developed by the MOA/ARC.

Action: ACDI to work with USATD/ARD and MOA/ARC/TT to develcp a SOW. ACDI to
contract and manage the work,

3. A formal camunication link should be established with the MOA/ARC/TT
camponent to solicit their more active involvement with this program. Imvitations
should be offered to the MOA/ARC/TT camponent technical specialists to attend and
participate in U.S. Volunteer activities (briefings, field farm visits, and
debriefings). A representative fram the MOA/ARC/TT camponent should sit on the FtF
Program coordination camnittee. The FtF Program has thrived on its independence
fram MOA administration. To contimue to achieve the high degree of success in rapid
transfer of technologies it should remain independent.

Action: ACDI

4. USAID/ARD should take a close look at this project and integrate strategies of
the FtF program (if not even specific camponents) into the new "focussed" NARP,
especially in light of the revised MOA strategy to create six regional ARC's with
linked and decentralized extension services. The project has at least a full year
"head start" on planned USATD design activities in marketing and export pramotion,
and extension activities for a new follow-on project to NARP.

Action: USAID/ARD

5. MIS implementation should be adjusted to gather and manage information only on
project inputs, technology transfer processes, and outreach activities.
Socioeconamic information about farmers should be not e collected by this project.
Action: USATD-ACDI Grant Agreement Amendment to change wording-clarifying the
several conflicting sections relating to MIS and "impact assessment". Action: ACDI

6. In response to a growing farmer demand, the FtF program should increase subject
matter expertise in the areas of marketing, export quality control, and post
harvest handling and packaging.

Action: ACDI

7. The "Sub-Project" camponent of the project should be directed toward providing
information which will directly benefit the refinement and implementation of the
FtF program, and its focus on ocutreach. A clear "decision rule" should be adopted
for deciding to undertake a "sub-project".

Action: ACDI to develop prioritized information needs list.



8. The project should transfer responsibility for production of outside
presentatlons of the project. A good candidate for taking responsibility of video
production is the ACDI administered Rural Agribusiness Educational Television
Series project.

Action: USAID ACDI Grant Agreement Amendment.

Detailed Report on Tasks:

"Task One: Determine to what degree each of the following quantifiable ultimate
outputs has been reached by FtF during the period of this evaluation."

There are nine specific outputs listed in the Grant Agreement which ACDI is
responsible for achieving.

Ref: Grant/Attachment #2, "1.1.3 Project Outputs" These are outputs are addressed
:Lndlv1dually below:

* "Two core groups of 300 farmers each, one on the Delta and one in the New Lands,
will have received an average of 10 visits apiece fram U.S. volunteer farmers. "

1. On-farm visits by U.S. Volunteers, designed to identify and tramnsfer specific
technologies, is a key input into the education of the core farmer as an outreach
agent. The target output level of 6,000 on-farm visit to have been achieved based
on 180 U.S. Volunteers spending "appro}dnately 80% of their time visiting and
revisiting" farms in the "core group".

As of May, 1992, a total of 556 farmers have been recruited and maintained as "core
farmers" in the FtF Program. This "core group" has received a total of 1,726 on-
farm visits by U.S. Volunteers, an average of 3.1 visits per farmer. The FtF
Program continues to recruit farmers into the "core" group, and is expected to have
a total of 600 farmers by the end of the FtF Program. The U.S. Volunteers have, on
the average, been able to visit 0.90 farms per day.

The current level of administrative and logistic support services at ACDI allow for
a maximm of 4-5 U.S. Volunteers in different area specialties to be in the country .
at any one time. U.S. Volunteers have adhered to a schedule which emphasizes and
focuses their activities on farm visits. If a full schedule for U.S. Volunteers
were achieved during the remaining year of the FtF Program, a maximum of 1,620
additional farm visits would be possible. This is short of the 6,000 visits listed
as a specific output in the Grant Agreement. (A total of 3,346 visits, or slight,
more than half of the output target would have been achieved.) It should be noted
that this lower level of achievement for mumber of farm visits has not resulted in
fewer tech

MISSION COMMENTS

1- ACDT has undertaken substantive steps to implement recammendation No. 3. It
has enhanced its camunication lines with USAID's Directorate of Agriculture for
coordination of strategies and activities. ACDI has also established formal
camunication links with the following Departments: ARC, NARP/TT, Foreign
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Agricultural Relations (FAR), and the Department of Horticulture. These
Departments receive C.V.s and itineraries of FtF volunteers prior to their arrival
in Egypt. All volunteers meet with officials of the above Departments for
coordination of activities and exchange of information.

There never existed a "coordination committee" for the FtF Program, only a
camittee for the selection of Egyptian farmers to receive training in the U.S.
Since the inception of the program, the main MOA counterpart has been the MOA/FAR
counselor. This recamendation is, therefore, met with the establishment of formal
camunication links with ARC & NARP/TT. It should also be noted that ACDI
distributes a total of approximately 25 copies of its quarterly progress reports to
different Departments of MOA.

2- With respect to recamendation No. 8, USAID/HRDC agreed with ACDI that it is
not feasible at this stage to transfer the responsibility for video and slide-show
productions cutside the FtF program. ACDI believes that these training instruments
are an important part of the FtF Program. ACDI will send a list and copies of
programs produced to date, and a list of topics plamned for the future.

3- The evaluation team attributed, at least in part, the program's failure to
emphasize expanding its sphere of influence beyond the core group of farmers to
USATD's target-oriented, management "style conducive to a 'cost plus' type of
contract" instead of a grant. In other words, ACDI was not given sufficient
flexibility to implement a more responsive program.

The Mission disagrees fully with this. The subject grant agreement is typical of
USATD's grant agreements with PVOg, which are required to state the methodology,
benchmarks, and outputs of any given activity. The assumption is that in
reviewing, requesting modifications, and finally accepting the FtF proposal, USAID
came to an understanding with ACDI on the acceptable methodology, inputs and
outputs requisite for achieving the purpose of the grant. A grant agreement is
more flexible than a contract in the degree of flexibility the grantee has with
respect to the day-to-day implementation approach. However, this is not to say
that monitoring the implementation of overall methodology, targets and dbjectives
under the grant is equlvalent: to a management style conducive to a "cost plus" type
of contract.

This said, Mission notes that one of eight specific objectlves stated in the grant
agreement is:

" To build core groups of Egyptian farmers, cooperative members, and extension
agents with new technical skills and knowledge who will continue to work with
U.S. volunteer specialists and FtF staff to transfer new technology on a much
larger scale in Egypt in the future.
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This objective was conceived by ACDI and agreed to by USAID. It is specifically
the flexibility accorded to grantees carrying out the work in the field which
allowed ACDI to focus more resources on the education of leader farmers and fewer
resources on facilitating the ocutreach procesg. If ACDT had requested reduction of
the targets of other adbjectives in order to enphasize this one, USATID would have
considered such a request.

LESSONS LEARNED

The FtF Program has shown that the approach described in the goal has a potential
for tremendous impact on the Egyptian agricultural sector. The real value of this
FtF Program, (and potential for greatest impact) is in the ocutreach camponent.
Developing a "leader farmer" with visits from U.S. Volunteer experts, sending the
"leader farmer" to the United States, and providing for organized fora in which the
"leader farmer" can effectively disseminate his new knowledge about modern
efficient farming systems in the crux of the FtF Program. The FtF Program has
focused more resources on the "education" of the "leader farmer", and fewer
resources on facilitating the outreach process, or making the best use of the
investment made in the creation of that "leader farmer". Although the "education"
and "technology transfer" camponents were very successful, the evaluation found
that expanding the sphere of influence beyond the "core group" of farmers to the
greater Egyptian farmer population has not been emphasized. While the program has
thus far enphasized the education of a wide base of core group farmers, it now
becares the natural progression to develop and establish a systematic approach for
pranoting and facilitating their role in the outreach process over the remaining
period of the current grant and any future subsequent phase(s) .
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: Table 1 ~
Examples of Impact on Net Farm Revenue

Measured
1. Shaker Taha Reduced Fert, 6 Feddan 960/yr
(Grape Farmer) _
2  Mohamed Sherien Wahsh Reduced Fert, 8 Feddan 800/yr
(Grape Farmer)
3. Mohamed Ahmed Abass Herd Mgt., 120 head 5,400/yr
(Dairy/Fattening)
4. Balakaus Co-cp Dairy Feed Mix Improvement,
(Dairy) 350 head 529,200/yr
5. Mohamed Sarror Feed Mix TImprovement, :
(Fattening) 250 head 25,000/yr
6. El-Said Aly Various Mgt. changes,
(Beekeeping) 500 hives 25,000/yr
7. Attef Amer Reduced Fert., 36 Feddan 5,040/yr
8. Alla El-Din Aly Various Mgt. changes,
(Tamato) . 35 hot houses 7,000 yr
9. Abd El-Kader Shahin Reduced Fert, 3 feddan 1,500 yr
(Tamato) =
10. Mohamed Ezzal Various Mgt changes,
(Dairy) , 23 head 12,420 yr
11. Mostafa El-Shrebiny Various Mgt changes,

(Grapes, Potato) 48 feddan 43,200/yr

12



