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Evaluation of the Agricultural Management Training
 

Project (ASMDP) 0209
 

Introduction
 

The Agency for International Development (A.I.D.) through
 

Contract AID/TA-C-1350 provided financial assistance to the
 

Governmental Affairs Institute 
(G.A.I,) for developing the
 

Agricultural Sector Implementation Project (A.S.I.P.). AID has
 

aiso provided financial assistance to the Ministry of Agriculture
 

of the A.R.E. for institutionalizing the ASIP approach, with the
 

objective of developing and carrying out a continuing management
 

training program for middle level agricultural and rural develop­

ment personnel.
 

The duration of the project was originally determined by
 

27 months, starting September 1977. The project was expected
 

to attain its objectives by the end of this period. However, 

unforseen complications resulted extending the project up till 

the end of July 1980. The extension was granted t- enable the 

project to overcome a slow start and to complete its work. 

Approaching the termination of the project's time horizon,
 

AID started conducting an evaluation of its achievements. The
 

purpose of the evaluation is to measure past performance of the
 

,roject, identify constraints, review progress and suggest
 

areas of potential improvements, all in the context of determining
 

wvhether a follow-on project is justifiable. If so, US AID should
 

know the general or basic outline of such a project,
 



- 2 -


Terms of Reference
 

Terms of reference for the evaluation team were determined
 

by AID. It consists of three main parts. Section (A) of the
 

terms of reference deals in-general with the problem of manage­

ment and training in the Egyptian sector. 
 It requires an
 

.
xtensive survey of the problems of management in the Egyptian
 

-gricultural sector. Such a survey has to cover not only types
 

-f 
 major managerial problems, reasoning, amenability and
 

;usceptibility to training, but it also has to determine possible
 

"fficiency within the existing management system. 
The survey has
 

!.so to distinguish between general and specific management
 

iroblem,, 
 comparing both horizontal and vertical approaches of
 

:aining and 
 rc l0vancc to the Egyptian conditions.
 

Section (A) , ir. a ldition, requires determining the place of 

,inage.-,nt probkems addressed by the ASIP project within those 

*t the Egyptian igriculturnl sector. It also requires rank- g 

ajor management problems of the project according to both their 

elative importance, and to the major management problems of the
 

gyptian agricultural sector. 
It also requires an evaluation of
 

relevance of the methodology of the ASIP project with respect
 

, 
both training and solving the management problems of the
 

cryptian agriculture. 
 It also requires a comparison of the ASIP
 

,othodologywith other alternative approaches under the Egyptian
 

cnditions.
 



Section (B) of the terms of reference requires an evaluation
 

of the inputs of the contractor i.e. GAI, AID, and MOA within
 

the context of the findings of section (A). Section (C) of the
 

terms of reference deals with the minimum requirement "package"
 

necessary to justify a follow-on project including budget,
 

personnel, office space, and administrative arrangements.
 

The consultant has to present views on the issues in Section (A)
 

and will be particularly responsible for the Arabic materials, as
 

well as questions (8-3) and (B-6), and such other issues as the
 

team leader may assign. Section .(B-3) deals with meeting the
 

contract requirements such as, an in-country reference book,
 

planned project tracking network chart, English and Arabic train­

ina materials, agricultural managers trained in the field, an
 

indigenous team thoroughly qualified in ASIP training, research
 

and consultancy methods capable of continuing following project
 

completion, an organizaticn capable pf continuing ASIP training,
 

a country work plan, and consultancy services.
 

Requirements of section (B-6) largely overlap with those
 

of (B-3). It specifically requires determining the extent to
 

which the project has met the output predicted in USAID's
 

letter of September 9, 1977, to the Minister of Agriculture.
 

Thi.s has to be deterImined with respect to providing a group of
 

trained trainers and managers, the capability to continue their
 

training -aL, well as other personnel on an expanded basis, the
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dapability to conduct consultancy with participants who have
 
returned 
to work to insure that the lessons and skills learned
 
are able to be applied on 
the job, and an Egyptian/contractor
 
team of selected trainers to identify the major agricultur
4 l
 
management training needs in Egypt. 
 It also requires checking
 
the training materials, notably tested, practical training
 
procedures which have been adjusted to Egypt's needs, training
 
tasks prepared for the use of 
"learning by doing" approach,
 
and a country oriented reference book which identifies agricultural
 
manageiment practices relevant to Egyptian conditions.
 

Objectives and Methodology of the ASIP Project
 

2bjectives of the ASIPPoject: The ultimate goal of the ASIP
 
project as 
stated in tho surmmary description is "helping to
 
bridge the gap between planners and farmers by improving the
 
planning, implementation and management capabilities of those
 
in the developing countries concerned with agricultural and rural
 
development". 
 As indicated by AID's 
letter of September 9, 1977,
 
achieving such an end under the Egyptian'conditions requires
 
institutionalizing the approach to 
reveal a continuous program
 
for training middle management levels of agricultural and rural
 

development.
 



Five major issues were emphasized in that letter guaranteeing
 
successful institutionalization of the project whenever they are
 
fully fulfilled. 
These include developing a group of trained
 
trainers and managers, the capability to continue to train
 
trainers, managers, and other personnel on 
an expanded basis,
 
tested practical training procedures which have been adjusted
 
to Egyptian needs, 
a country-oriented reft.rence book, and the
 
capability to conduct consultancy with participants who have
 
returned to 
their jobs following the completion of their
 

training courses.
 

Achieving these five objectives is believed to lead to
 
project irlstitutionalization, which in 
turn is thought to
 
provide the necessary and sufficient conditions for achieving
 
the 
final goal of the project. Achieving the initial five
 
objectives was Flanned 
to require satisfying three consecutive
 

technical 
components. 
 The first of which is 
related to
 
conducting training 
courses 
for trainees and agricultural managers.
 
. aroup of these individuals was 
 to be selected to receive
 
advanced training in 
the ASIP approach. 
These advanced courses
 
would include research, training, and cons'ltancy.
 

The third component is 
jointly carried by Egyptian trainers
 
and GAI 
team to identify major agricultural/rural development
 
management needs, leeat-& 
 -i-&al 
 i oL&ndtlondLng-wh
 
t'he~fl d, locate materials and information dealing with these
 
needs, classify and use 
this information to prepare a 
country­



oriented reference book, and prepare training tasks 
that use
 
a 
"learning by doing approach". 
 The ability of the MOA to
 
continue the training will constitute the institutionalization
 

of the ASIP approach in Egypt. 
 This will be 
the major criterion
 

for the 
success of the project.
 

Methodology of the ASIP Project: The ASIP approach to training
 
is 
a blend of a specific training process and a specific body
 
of substantive materials. 
 The training process, devised by the
 
Coverdale Organization, involves learning from experience by
 
using a systematic way of getting things done 
to achieve
 
objectives. 
 Dhe substantive materials are 
contained in 
the
 

Reference Book.
 

The Coverdale method requires managers to attend two
 
residential 
courses at which they can practice methodological
 

learning and begin to discover the benefits and concepts that
 
underlie learning from experience. 
The second course 
is designed
 
to folilov 
the initial learning experience after managers have
 
spent 
a few months back at 
work. This 
course 
is designed to
 
allow the manager to develop skills of leading and managing. For
 
ey managers in 
an organization who seek developing deeper
 
knowledge of the principles, and for others who may help to
 
run Coverdale Learning Courses, 
a third full-time learning
 
experience is 
conducted. 
This residential 
course 
is best under­
taken by the selected managers between six months and a year
 



after they have attended the second course. 1
 

Most attributes found in the Coverdale courses are adapted
 

by the ASIP training approach. The first week of the course
 

is largely allotted to carrying fairly simple tasks based on
 

lessons of experience contained in the Reference Book. 
 In the
 

second week of the course, a specially tailored Coverdale - type
 

course is given that emphasizes management principles and
 

practices. Beginning with the third week, participants use the
 

management principles they have learned in the second week of the
 

course to carry out more complicated tasks largely based on the
 

substantive materials in the Reference Book. 1
 

General Features of Egyptian Agricultural Management Problems
 

The most important managment problems of the Egyptian
 

agricultural sector could be divided into two major groups.
 

The nature of the first one is general, i.e. applicable to set
 

methodologies. The second group of management problems are of
 

ppecific type, i.e. applicable to particular situations and
 

given location. Training activities, therefore, have to proceed
 

through two main directiows, namely horizontal concept as well
 

as the vertical one. Training programs have to focus on
 

varIous manaaerial levels, i.e. line, middle level and senior
 

managers.
 

The major management problems of the Egyptian agricultural
 

iThe Coverdale Organization, Learning for Self Development
 

London, Lidel Org. Ltd., 1978, pp. 12-16.
 



sector are both structural and educational. Educational curricula
 

of colleges of agriculture and veterinary sciences generally
 

provide inadequate knowledge of agricultural social sciences,
 

notably management. Graduates 
 of those colleges chiefly lack
 

basic knowledge of techniques required for modern scientific
 

management. 
 Available evidence indicates 
a possible potential
 

of increasing effeciency within the existing agricultural
 

management system. 
However, the system has also to be developed
 

as 
the people change in order to permit achieving sound
 

effecient levels.
 

There exists 
a wide gap between major management problems
 

identified by the project according to the letter of agreement,
 

and its supporting documents, notably the PTC report and the
 

summary description, and what has been 
implemented during the
 

period Sept. 1977 -
Feb. 1980. Problems stated in 
the agreement
 

are 
amenable to training, but those treated in the implementation
 

are, to 
a certain extent, amenable by a specific type and
 

unique training methodology.
 

There exists other approaches for agricultural management
 

training that offer more 
attractive options for another project.
 

These approaches are not perfect substitutes for each other, for
 

example 
case study may be preferred for training senior management
 

levels, whereas 
a blend of other approaches is thought to be
 

optimial 
for middle management. 
 Specific conditions for Egypt
 

have to be incorporated within these approaches, i.e. manage­

ment problems are rather unique which in 
turn require a blend
 



of different approaches covering both behavioural and quanti­

tative aspects of management. 
 Among the several behavioural
 

aspects of management, the project has in fact emphasized only
 
one management skill, i.e. the systematic approach to planning.
 

As it has been stated in the letter of agreement and its
 

supporting documents, i.e. the summary description, the
 
PTC report, and Annexes of the Reference Book, ought to have
 

covered both behavioural and quantitative aspects of the most
 

important. management problems amenable to training.
 

The methodology of training described in the project
 

documents is 
relevant and appropriate to Egyptian agricultural
 

management problems. 
 However, in view of the fact that what
 

has been implemented is quite different from what has been
 
planned and agreed upon, the methodology seems inadequate and
 

ineffective to overcome major management problems amenable to
 
training. Major agricultural management problems addressed
 

by the letter of agreement and its supporting documents
 

include both behavioural and quantitative aspects and they
 

remain almost unfulfilled.
 



The Role of Middle Management in Bridging the Gap between
 

Planning and the Farmers
 

By the late fifties and early sixties Egypt adopted strict
 
centralized national planning as 
a strategy for socio-economic
 
development. 
Coupled with socialism as 
an ideology for socio­
economic organization during that period the government started
 
to practice an excessive increasing role in controlling economic
 
activities. Foreign as well as 
Egyptian enturprises were
 
subject 
to wide scale nationalization. 
 This trend was not only
 
cc.-fined to strategic and/or public utilities. On the contrary
 
it extended to nearly all kinds of economic activity, i.e. industry,
 
trade, transportation, education, and construction. 
 The entire
 
banking system, insurance companies, as well as the international 
trade, and sizable part of the wholesale trade were nationalized.
 

With respect to the agricultural sector the strategy of
 
control was 
rather different. 
 Following successive reductions
 
ofmaximum ownership of cultivated areas, 
and imposing strictly
 
rigid relationships 
on the tenancy system, the regime found
 
itself in direct confrontation with increasing nunbers of small
 
ownerships. 
 Announced reasoning underlying the land reform act
 
of 1952 and its 
amendments was 
to eradicate imperialism,
 

exploitation, and feudalism of large landlcrds. 
 Eradication of
 
political powers of 
large landlords and their support to political
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parties antagonizing the new regime might be the actual driving
 

forces underlying such actions. 
 The strategy, by the early
 

sixties, shifted to strictly controlling both inputs and
 

outputs of the agricultural 
sector rather than nationalizing
 

and/or confiscation of land ownership. 
Marketing of major
 

crops, ,iamely cotton, rice, wheat, onion, and sugar cane, was
 

monopolized by. the government under the title "cooperative
 

marketing".
 

Cooperative system was directly controlled by the government
 

and its functioning was entitled to 
a group of professional
 

politicians in support of the regime. 
Corruption dominated
 

activites of coops 
at its various levels. Agricultural credit
 

was 
firmly brought under governmental control, Distribution of
 

non-farmi 
inputs, notably fertilizers, machinery, spare parts,
 

and insecticides was entirely confined to governmental agencies
 

and coops. Prices at 
the farm level' for major cash crops, notably
 

cotton, rice, wheat, onions, 
and sugar cane, were determined
 

annually by 
a cabinet committee known as 
the "Committee of
 

Production." 
 Different ministries are represented in that
 

comm.nittee, i.e. ministries of planning, industry, supply,
 

agriculture, land reclamation, treasury, economics and internation­

al trade. This coraulittee is entitled with respect 
to the farm
 

sector, tho., authority of both determination of the cropping system
 

of the cultivated area 
as wull as setting prices of cash crops at
 

the farm level. Trends dominating the committee since the early
 
sixties 
were to allocate the cultivated area to various crops in
 

a way that guarantees producing given volumes of cash crops
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monopolized by the government. Farm prices for these crops were
 

set at the bare minimum in order to maximize governmental revenue
 

and to subsidize the urban sector by cheap final farm products,
 

as well as the inefficient governmental industrial plants by
 

raw materials.
 

Farmers, 
on the other hand, started an unorganized non­

collusive trend retaliating such policy. Their antagonizing
 

tendencies followed different dimensions. They shifted to
 

other crops that were not governmentally controled, i.e.
 

horticultural and truck crops, forages and livestock products.
 

Others neglected production of governmentally controlled crops,
 

devoting 
variable inputs, notably labor and fertilizers, to
 

other competing farm products. Antagonism to this policy
 

folowe,- a third dimension, namely negligence of quality. This 

is notably notice- with respect to cotton, where superior grades
 

such as 
extra .and good fully good, have almost vanished. 

The gap between farmers and planners under the Egyptian 

conitions, is mostly due to structural factors that are 
far
 

beyond the authoritie., and functions of middle management. 
This 

group of employees are mostly civil servants that have to imple­

ment plans and decisions that are taken by more senior management. 

Studies and investigations pzesented by the Minister of Agriculture 

for the Cabinet and the coimmittee are prepared by a group of 

senior managers and their assistants. This is also true with 

respect to other ministries. This group of managers ought to be 

the major media of training if the gap between planners and 

farmers is to be bridged. Stated differently, the project is not 
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expected from the first beginning to achieve its ultimate goal
 

of bridging the gap between farmers and planners, even in the
 

case of satisfying all the training needs of the middle manage­

ment, simply because this class of the labor force is 
entitled
 

neither the authority nor the functions of doing so.
 

Relevance of 
the ASIP Approach to the Egyptian Training Needs
 

The ASIP approach, as well as 
that of the Coverdale Method,
 

are used to train well experienced managers. 
They assume mini­

mum knowledge with modern management techniques. The educational
 

systems of the U.K. and the U.S.A. guarantee that college
 

graduates are acquainted, to a given level, 
to the basic techniques
 

of modern management. This fact 
can also be figured from the
 

type of tasks given in 
the Pilot Training Course of the GAI.
 

They included preparation of rural development models for
 

African and Asian countries, regional development planning,
 

stock-taking and diagnostic survey, establishing PERT network
 

for project implementation, and preparation of extension programs
 

covering both subsistence and commercial farmers. 
 Dealing with
 

these tasks require thorough knowledge and wide experience with
 

modern management, economics, sociology, as 
well as other social
 

sciences. 
 It has to be mentioned in this concern that 
the initial
 

evaluation 
for the ASIP approach was carried with respect to this
 

excellent training program conducted with the PTC.
 

The type of training covered in the Egyptian courses 
in
 

terms of qucility, is far beyond that of the PTC. 
Tasks are
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fairly simple, and some of them are really funny. 
 Examples are
 

found in 
using playing cards to be arranged in a given order,
 

drawing cartoons for yourccliuagues 
using bricks for building
 

a tower, and using colored papers to be mixed in 
a given order.
 

These tasks 
can be used to train pupils of the preparatory
 

and primary schools for the systeratic approach, but seem
 

entirely insufficient for developing the skills of middle
 

managers. It is 
true that most of the trainees direly lack
 

basic knowledge with modern management techniques. 
The vast
 

majority of them are graduates of 
the colleges of agriculture
 

and veterinary scierice, 
where the curricula do not include even
 

a sincle course of management. Their managerial performance 

depends en two factors, namely personal abilities and experience, 

but all of them entirely lack knowledge of scientific techniques
 

of modern mar:agement. 

The Coverdale method and its modified version known 
as
 

ASIP, therefre, are not appropriate to conditions of Egyptian
 

agricultural middle management. 
 They need to be modified to 

fit better these conditions. Incorporating the training program 

the knowledge of modern scientific management techniques is one
 

of the basic requirements of modifying the ASIP approach.
 

The Gap between the Managing Coimnittee and the Executive Body
 

of the Project
 

Following the agreement of Sept. 1977, the Egyptian Ministry
 

of Agriculture issued a decree for the formation of both a
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managing committee and an executive body for 
the ASIP project.
 

as his Egyptian counterpart where
u.S. 	 project director as well 

members of the project's managing committee. 
The 

assiqned as 


headed by the First undersecretary of Agriculture
committee was 


Training and Extension.for Development, 

Meetings of the comntttee were arranged on monthly basis. 

the minutes of the meetings, notably in the firstReviewing 

there was an ever widening
year of implementation. reveals that 


gap between 	the executive body and the managing cormmittee.
 

Resoluti,4,s and/or ideis suggested by members of the committee 

to rectity the path of the project or to modify its procedures 

to fit better the Egyptian conditions were entirely neglected by 

the ce~cut ive body. 

The managing committee, following the first six months of 

sCie of its members in its meeting ofilnplinentalt ion, asked 

ccnduct an evaluation to itfteru;ne compliance
June 5, 1 978, to 

and to recommend modifications to
with the pro]ecL doocuments 

fit to Egyptian needs. The executive bodyassure better 

report and AID formulateod another toam.
 entirely rejected the 


a key statf 	 member of the GA1 as one of its 
The Lean included 

one of the most striking facts designating
membecs. This was 

by that tcam, namely to ask sowebody !o
the job carried 

of that, came to 
evaluate his activities. The team, in spite 

of thepresented by membersthe same conclusions previously 

managing cormnittee. 
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Another example is found in the minutes of the meeting
 

held by July 10, 
1978, where one of the members advocated
 

constructive proposals 
for rectifying the implementation of
 

the project. The chairman of the committee himself supported 

the proposal and asked for more qualified personnel to join 

the senior managment training course. Nowever, the course 

was run i: the sawe way as those of thu niddle management 

and by tlw: same staff inemrbers. The coiniiLtee within the same 

m,:eting proposed extending the cour-se of *.idle management to 

three week, and inccrporation of modorn scie!nir ific .nanagment 

techniques in the training program. H[owever, the executive 

body insisted on rIinhing the course as it is. 

The managing cormunittee within the meetings of July 10, 1978 

and August 24, 1973 proposed valuable constructive measures for 

institutionalizing thu project. These include selecting 15 

i. the most promising trainees to be sent to the U.S.A. to 

attend advanced courses in modern management, scientific 

techniques, learning by doing, managemet by objectives, as 

well as other iiianaqocment training aspects. Muanwhile, the 

committee oroposed establishing a center ,r training and 

research of agricultural management in thl barrage training 

center. The center was expected to be pl.,:vicier with necessary 

audio-visual aids as well as other equipillent and materials 

required for itS activities. Had those proposal-s been 

thorough y Lnvestigated, adjusted, and imple.(mnt'2d the 

institutionalizati.oi%of the managemcrit tr-3unilg wculd have 

been a rezility nowadays, and the issue would have not been 

facing the. entire collapse expected following the termination 

of the project. by next July. 

http:institutionalizati.oi
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Compliances of the Project to USAID's Letter of Sept. 9, 1977
 

Training Middle Management: The Coverdale approach and its
 

modified version known as ASIP as described in the letter of
 

agreement of Sept. 9, 1977 and the project documents, i.e.
 

summary description, PTC, and Annexes of the Reference Book 

exactly fits the Egyptian needs. It would turn to be most
 

beneficial had it been modified to meet Egyptian conditions.
 

The approach, in view of the well known reputation of the
 

Coverdale Organization and the evaluation of the PTC, seems
 

highly successful. However, courses conducted for middle 

management. of Egjylt reveal a level of success that is largely 

fEar from that of the PTC. 

The project conducted, within the last two years, eight 

courses for middle manaaement, one for the senior level, and 

two for tho advanced level confined only to those who are
 

selected to join the ASIP staff. Middle management courses 

failed to achieve their planned objectives. The conducted 

courses are quite different from those described in the project 

documents. Training in modern techniques of scientific 

management was deleted from the courses. Simple unrealistic 

tasks such as drawing cartoons, finding maximum number of words 

using a given number of letters, building a tower using a given 

quantity oL bu .ldinq playing bricks, and sorting of playing 

cards, ha ve replaced the realistic, interesting and beneficial 

tasks used in the PTC. Each course included only one realistic 
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Table (1) Geographical Distribution of Senior and Middle
 
Managers Trained by the ASIP Project
 

Governorates Traineesjenior Middle 
Course Mang. 

Follow up 
Workshops 

Prcgram 
Dis. Groups 

Cairo 4 56 6 2 
Gharbia - 1 .. 

Giza 1 10 - -

Beheria - 5 - -

Qualubia - 8 2 2 

Menoufia 1 14 - --

Alexandria -- -

Fayoum -1 - -

Dak hl ia 3 I] - -

Nub.ri a West 2 10 - -

Port Said 1 - -

1-ia - -

AssuiL 8 - -

Ben- :wi' - [I - -

14<afr EI-Shiekh 2 17 3 

f simai 1 i a L5 

Shark ia 4 -. 

oh a - 4 - -

TOTAL 15 18 2 1'8 

Source- Compiled and computed from Records of the ASIP Project, 
(Unpublished Data) 
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task to be conducted by the end of 
the course. This task was
 
the same for all of the eight courses, namely determinincg the 
problems of the village agricultural cooperatives. The Egyptian 
agricultural sector numerousfaces complicated and interrelated
 
problems related to marketing, cropping system, mechanization,
 
shortage of non-farm inputs, 
 pricing of major field crops, 
etc., that can be used for formulating realistic tasks beneficial 
both to thc trainees and the national economy. 

The Cvwerdale method, i.e. learning by doing is used for
 
training '"I experienced anageL-s 
 who do not lack sufficient
 
knowledqe i 
 mode.rn scientific tr-:.,hnic-ues of management. Both 
of tlhese assnumptions are not vaicd under the Egyptian conditions. 
The project implemented -tandarcl tra InLtL ccurse, i.e. which is 
th: same fo th (-"Jht . quite diff -cent Lrorr. thot

specifid in ti.. (J:umr.nts, wi tht '.'[L d,
' t: e.. 2Uha to) mn&cify 

the course t bet t t- f, L ti:aLni .Lrg r-.u i. n t ; , L ".ypti. n
 
;riuddle lvxe I mana-e.nen t 
 or to co- wLth t.ie ers frobacing
 
Egyptian agric-ulture.
 

Tn a ,4ue :tonnrai,_ coveting a sof- ]e ',2 :anagers: who
 
have atttrd!& the course, i 
 of" tht!m,-, expressed their de6;re for
 
exLending an-d modifyLng the course. Nloarly one-half 
 of the
 
manager.= asked for 
more- practice on realistic and complicated
 
ta.,ks . Thre. main factor:; were sati sfied in thef 
 PTC that in
 
turn yielde-i a highly :;uccossful tra.nlng These
course. 
incluae tvoo of trainees, tasks used for training, and running the 
course by highly skilled and well oxperLenced personnel from 
the Coverdale Organization. Trainees attending the PTC course 
were thoroughly selected by AID agercies vario'usin countries. 
All of them .;ere well experiencec In ,managenm',nt techniques 
and pract ics. None of tlh,..m lacked suffi.ciu nt knowleage of the 
English lang-uage ot moIdern techn qu.. of m:mgqment. The tasks 
were Lnterezt ing -n, ben--tLicial, reOu, r ing t lh.)r ughm kr.ow .ledge 
of management planning, ,ccnomics, socuolcuy , as otheras w,-ll 
social sc :ence. . 



The presence of highly qualified, well skilled and experi-­

enced staff members of the Coverdale Organization and their
 

active participation in running the PTC was of vital 
importance
 

in achireving an extremely successful program. Staff members
 

carrying o t thQ Eyptian prograin are neither sufficient nor of 

comparable cxperience to those who carried out the PTC. The
 

project employed only two full time expers, with one of them
 

acting as a director. 
They were fully busy with administrative
 

responsibilities workling here and there devoting major part of 

thei.r ti.me in communication with AID, Egyptian Training Division 

(ETD), Aricultural Training Board (ATB) and AID. They have to
 

report peri~icaliy fo vrious aqencies, travelling all over the 

countrv to select new patticipants and to organize follow-up
 

programs, including traiintng 
workshops and discussion groups. 

As a now tr,a1nlngi course ;tarts three aidditional. coaches are 

invited froi abroad to assist the permanent staff. The peoject 

used, duLing the ear. ly traLning courses, to invite a member of 

the Coverdale Organization to participate in its ac:±Ivities. 

In spite of the fact th.t most. participants highly apprteciated 

his.. ,rts, tho ex'C'utLve body of th- proj-t ncgected his 

invitation to later courses.
 

A comprehensive and well inteorated sytem of follow up 

is -equired for the traj.nees following tneir return to their 

inj.tia[ jobs. Because of this. Lhe .nana(.ing con!ftteo adivised 

the executive body of the project from the beginning to 

concentrate its 
activities within four governorates. However,
 

the project scattered its activities over 18 governorates, 
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extending from Alexandria and Port: Said in the north to 

Assuit and ,-ohag in Upper Egypt. Th .X.CUtLve body of 

the project explained such scattering by the nonavaila­

bility of fun6s for providingj per-diem for ,rticipants at 

the governorate level. INowever, tie First Undersecretary 

of the MOA in his meeting with the evalua-tion team on March 13, 

1950 deni, d such an assertation, indicating that central 

agencies of the ministry are re,3ponsible fo[ prov.Lding such 

fund:-. 

The ful. benefit from the course requires that trained 

partlci.pant. , after aLtondir:(g the program dnd ra..turntng to their 

initial jobs shoula joi.n peri,.cdLc workshops, followed by 

consuitancy activ].ties. in other wos th approacn conists 

of three fonseCutvt c c!.aln r-int;, namc-!" rcLyd: rt.ial course, 

fol owed by or, the job woLksh(ps, then con.uLta.cy activities. 

In view of ,nsu~ficient :,nnt .jtLaff mombc2ts , arid their 

ir .. ceaskea ,esporisibilities, a.; well as w d., s.- reid tra-tnees, 

the pro.ec , was altmnost unab-le to conduct the foLic,"wing two 

chain rings required for the approach to be truitfu.t, namely 

workshops and consultancy. Th.Ls is qui.te obvious from data 

-on Table (J), where neil ther workshops nor cor'sultancy were 

conducted ;or mere than one-half of the milld1.e managers 

attending the course. 

A sir., training coui'se was he,d fur senior management 

In spite of the fact that the managing cufrnttee of the project 

had draw-:; the atttenticn of th. execut-ive body to modify the 
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course to fit their conditions, and that the chairman himself
 

expressed his desire that at ].east 
three well qualified and
 

experienced staff members should join the program, the project
 

executive body insisted on running the course accordi-Ig to the 

standard one used for the middle management and by the same 

personnel. The approach s&-erned not. a.,, Lnt.:re.tinq and con­

vinving, to the extent that sLx out of the fifteen senior 

managers withdrew in the first week of the ccourse. 

Vertical Integration in Training: Vertical integration in
 

carrying out the training activities is of vital importance 

..or the workability' of the system. Different management levels 

require varying dleqrees of training. Emphasizing a given level 

of managme:nt and neglecting other levels is not likely to 

achieve be:.t.cr v'tlral coiumturication and understanding. The 

project diring the last two years, exclusive of the unsuccessful 

senior mana(jmerit course, has not. consiCe'r d such an .ssue. 

However, the contract between AID and CAT is restricted to 

middle manigemient. 

Trainees attending the course ar',. in favor of such issue. 

In a sample of 39 middle managers, 36 of thei c:xpre..sed their 

desire for their suoetrisors to attend the course. Twenty-three 

of them j us'i f ied t heir apr)ovdL , hence their supe:rvisors can 

learn techniques of MoidnL n manaigement. it wvis decided in the 

meeting of the evaluation team with the Fi rst Undersecretary 

of MOA on March 13, 1980 that the project should concentrate 
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only in two governorates, emphasizing meanwhile ve.rtical 

integration in its training activities. Howevr, che course 

reeds to be modified to better fit training need; of different 

management levels.
 

Availab i L ty of Trained ASHP Trainers: Availability of sufficient 

well-tru[ned, and qualified trainers represents the most impor­

tant elem-nt of institutionalizying the ASIP approach. The 

managing ,-o'mmittee, more than one year aqo, advised the 

project executive body to select fifteen of the best trainees 

to '. rrepared as trainers, for the ASIP Itproach.It advocated 

the i ca rf sendin this group to the United Kingdom cr the 

U.S.A. -o acquire experience and skills :r-qutL-ed for carrying 

on t.?hi ectivvtie£ of the project. Howeve,,:-, tr. pruposas1 

were ent i.r ,!.y negiecTcd, until a couLn.e uf -­:, ago :,ihen the 

drirect:or o L the pr-o jct contacted the MOA zbutI.ding four 

of the ,<c[Cn staff miembers to the U.S.A. for 45 days, keeping 

.in ,irnd that th e nroject is to terminate i-. July i9.30, and 

that t perronnc1 are assumed to be ful Iy responsibleposu for 

ca:ryg oat the activities of the project. 

Preparing a dependable trainer requires at least two years. 

AccordLnq to instructions of the Coverdal7 Organization, he has 

to be a manager, well c;iperienced, and qua I. fied in modern 

: en-ha; to -.2tisfy -ertain critical c.,nditions 

,,ncernlnj abilities, intellig:nce, personality and persistence. 

sielleccd rarticiparts have to attend at least three courses of 
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the organization. !very two consecutive courses has to be
 

interupted by a period where' the participant returns to his
 

initial. job practicing his acquired skills. !is experience
 

and skills a-e further supported by continuous and extensive
 

training.
 

investigation of local staff reveals the conclusions that
 

they have not acquired the skills and experience to pursue a 

satisfactcory training program. Up until March 19d0, it can be 

said that the project has been able to prepare a team of 

membtrs capable of carrynq out its activities. This team 

consist,- of nine -members, classified into tihree groups; 

namely course directors, coaches, andi assistant colches. In­

terviewing some of them reveals the fact that ;-e, can only 

rep:at t;- s~anrvard course as it is '.ith rio abilit-y wihatsoever 
to -udIAiy , h,:, approach or its components to satisfy varying 

siLuations.
 

They expresseid their beliefs that the apprcach as implement­

ed in Egypt does not satisfy the training ne-cds. It is neces­

sary, f-,rst of all, tC start b\1 deter::.nr:t; Egyptian training 

needs, a:n tssue that has never been cc.- ~derO, by th!e project. 

The quest turiraire used :y the project ii,rso !at,:e- coor.='es :.-S 

entirely tns',fici- r-.t i'.r -etermin n,j,; :2cJ,'t i tr :ining need . 

De. e rin .! cf th- raitinci neea: ce:.cmuire . firsI of ai 1, a 

corrplete job cescriptioln, followed by extensivE' and repeated 

visits to (irferent locaticrns. Extensive meetings and discussions
 



with individuals related to their roles and responsibilities have
 

to be conducted. Actual as well as 
standard performance can be
 

determined and the gap between them has 
to be ascertained.
 

Reasons underlyinq the existence of such 
a qap have to be
 

thoroughly analyzed and investigated, part of which can be
 

overcome by proper training. This part represents the training 

needs. The requirements determined by the project 
and erroneous­

,,' defined as "training needs" have no role whatsoever in the
 

project. The method 
 adopted within th: L.2ndard training course 

run by the project depends on pre-deterined tasks that may or 

may not. con , to ;hat has urron.wnously been t,.-rticd "training 

needs' They their needoxpr es3-td dire for experts specialized
 

in 
 modern ranagc ciqjues, T'here the project. has to bet ,nt 

modified to inccrporate both typcs of maragement. 

The proiect LS running short of time. It has
 

within thte f[cw montlhs l.eft to prepare 
 an extra two teams. 

Preparatiorn of 'n,-mbers of these two teams-xtra 13 highly
 

i.efficij,!rt 
 an;.', lrgy inade quate. Anybody who attenads a 

couI-sO ts cuInsiderad as a coach cr iss;istant coach. Each 

cour:;e 4s a typical copy ,, the first one. No modification or 

ustTe~nt .has been introduced. The local staff is entirely 

unabl' to ify the approach crtnd prepare training taNks. None 

of then is a!).e t-) aJiut from the Egyptian envir,)rmont tasks thac 

car. be used in the trainin.:j courses. All that canthey do is 

to jusi- re-arrange the set of tasks. None ot the local staff 

has been trained i-% scientific :wetos me.asurLngof and 
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discovery skills. 
 In spite of the fact that several objective
 

scientific methods for skill discovery and measureinent exist, 
none of the local staff has been 
trained to 
use such methods.
 

The only way so tofor doing is rely :)n observation, which is a 
subjective.- method that is highly affocLed by personal judgement. 

All of them have admitted the fact that i huge wide gap exists 

between their experience and skills and those of the foreign 

experts, notably the one who was invltcd from the Coverdale 

Organization.
 

Identificat 1-Eof .n emert 


of USAID of Sept. 9; IP77 speci ft1s that the team the
 

Eg Lyti Lana T r, in nq_Needs: The letter 

GAI and 


Egypt±ans who 
 are Lel ect(.d as tta:ners wlL then "identify the 
major Agricultural/,Rura]i aUde\j o{rw-rt -aneiment training ,eeds 

in Egvpt." Needless to state that th<- p-oject has relied on
 
erronLous 
 and :ion-scientific mLethods for dct.c:rmining these
 

needs. 
 !It relied on a questionnai.re distribited to middle
 

managers who are selectee to attend the ]at0 
 [ tr-ining courses. 

The findLngs )f this information may or i'dy .,ot conform to 

Egyptia-n training needs. 

Tcaininc; needs are almost of dynamic nat:-e. This is due 

to the non-static conditl ons of economic activity. Techniques 

of pLoduction as well as types of agricultural production are 

not likely to remain unchanged over time. Examples are found 
in extensive drive towards farm mechanizttion to avoid labor 

shortacge, and in increasing investments in colercial poultry 

http:questionnai.re


- 28 ­

production as well as fish farming. Training needs, therefore,
 

are of dynamic, i.e. non-static nature. he ATB of the
 

Egyptian agricultural sector has, in cooperation,with other
 

foreign and iLnternational organizations, conducted some studies 

related to the cit rininat ion of Egyptian training needs. T'Kese 

include: 

i. 	 Management Duvelooment Center for the Agricultural 

[-octet, prepared in cooperation with the ILO of the 

United NatLons and financcd by UNDP, Cairo, 1980. 

.	 ,h,.,~~d Abbas, Proposed New StratecLy and Plan to 

l.'ect~fv tfe '_x-_stinq Agrlculturai Traiinn, ATB, 

.3. Armstrc.,, C..A.'- R.!. Leaney and J.F. iqnterbottom, 

eport cn T UaLntnq Courses )perated -or the Eypt'an 

NInist-y of Agriculture, The r'Ltish :ouncil and 

O)verseas UX v. Ministry, Cairo, Serzt. 1975. 

4. 	 Armstroron C. W. , snd A.V Tgxa:. : nj 

Cour e r)pev,.-te(, for the 1,inistry of Agricu.t:ure, 

7' ]r ivj.:-;h Chunc.L1, Cairo, rTl 7 

. ,it i, El. I . Rt:ort( on-rctsCert , ,f a Proposal 

to Estah]is i.h a ctnter for :u. . il.#*. n,- (ist 

Egypt, Tech. Fduc. and Trairlnl O-gar :'at Icn for 

Ox'erseas C:tuntr-os, London: Couruoc,,oa tL Dev. Corp., 

1977.
 

6. Atkins;on, J.M., and S.E. Ni m'CyCs , . Ed_ - I-


.
Trainin in ivnt, Manaqemont T1-a in , London: Tech 

Educ. and Trainit.g Organ. !or Overseas Countries, 1976. 
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Training Materials: 
 USAID letter of Sept. 9, 1977 specified
 

that the project should, by the end of its 
duration, have
 

prepared the necessary training materials which can be used
 

for further continuation of its activities. 
 These training
 

materidls 
include tested practical training procedures which
 

have been adjusted to Egypt's specific needs, a country-.orient­

ed Reference Book i-,rhich identifies agricultura] and rural 

developmer.t clanag(-ment practi,ces rolevant to Egypt's needs, 

and prepare trairning task.. that use a "learning by doing"
 

approach and other 
 course materials directed towards meeting
 

identified Fcyptian nec.rtds.
 

Achi,;...Ig tese ob ectLi ,s related to training
 

materials represents .he 'second impcttart 
 condit,.on for
 

insti tut ionil,:z ng tihe proj,,ct. InvesI tigation Uf project.
 

activitj.-. reveal:: 
 that ]::.st non:.. of t1ese obeject ives 1as 

been or is Iikely to be fuly achieved by July I9'U. 

Availa~le 'vidence indicates that ct'rsr. cl the iiddie 

mianagers (DrE:'stan.atof d procedure in.,i-ig t.he same tasks. 

No alt rrat- vr proct.dures or inodiftcati:ns we-re introduced, 

and therefore nhtirg has nateriali::cj to be t.e.sted. The 

project, accordingly has failed Zo preyide teste.d practical 

traini.nq procedures which are adjusted to fit better Egyptian 

training nL.ds. 

USAI'D lettr of Scpt.. 9, L977 na:- sp(,(i.fied the 

consecutlve steps for n; nren:irEoypt ian !elference Book.an 

http:traini.nq
http:condit,.on
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It states that GAI team and the Egyptians who are selected as
 

trainers will firstly identify major Agricultural/Rural
 

development management training needs 
in Egypt. Following
 

that they have to locate materials and information that deal
 

with these needs. Thirdly, tht team has to classify and use 

this information to prepare a country-orilented reference book
 

for Egypt. The project with respect to the= first step, namely 

identif.ication of manaqement trai.ning needs, has not yet
 

started its activities, but it is in fact ad:opting z method 

that leads to erroneous and misleadirig results. The following 

two steps cannot be systematically imple~mented. 

Availabilit') of an Egyptian Reference Book is a basic 

condition for successful implementation of the ASIP approach. 

fn fact, introducing the ust, of the substantive material of the 

Peference Book represunts the basic ,nodlification of the 

Coverda!e n:.:thud to yield the ASIP approach. On running the 

PTC a world wide Reference Book was available for all trainees 

from the first beq:nninq of the course, an e en ort that might 

have part'icipated in the succe..s achieved by that course. Such 

.ubstant.lil ;aterial is not yet available fr-c Egypt, a factor 

,.hat ray help explain the unsucr-essful application of the pro­

cedure. The project instead of preparing an Egypt.ian Reference 

3ook has sarted translatine the original one. Dwo chpters 

A the original Reference Rook, ranely 10 -undi , have:- been 

.ranflated to Arabic. Availabilit.y of a Reference book is
 

]ighly appreciated by m-.ddle managers. In a questionnaire for 

middle mr:aqers, 31.9of thom expr,:,ssed the need for such a 

i*Dok. Nearly one-half of them indicated using it, whereas 
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30 have expressed their desire to have it translated into
 

Arabic. 
However, 38 managers out of 39 expressed the dire
 

need for an Egyptian Reference Book. 
 Given the current
 

conditions of the project, it 
can 
be assured that achieving
 

the objective of an Egyptian Reference Book by next July
 

seems practically impossible.
 

Preparing trairing tasks that use a "learning by 

doing" approach and other course materiels directed towards 

meeting identified Egyptian needs represents the third com-­

ponent of training materials necessary for institutionalizing
 

the ASIP approach. Available evidence indicates that the eight
 

middle management courses s well as that oi the senior level were 

carried out usIng almost the same set of tass- Loca. staff
 

members expressed their inability to modify the proccdure
 

or select tasks 
relevant to Egyptian conditions. In fact
 

they have not been traincd to prepare t.asks or modify the 

procedure. They did riot acquire the 'Sk iL.s or expert nce to
 

understand 
 the basic foundations of the systei.. inn>arry 

out their acttvitles. they are almost functiontng a , parrot. 

repeating in a mechanical way h Ucenwhat th'ny bv taught. 

institutionalization Instit.Lo~aization 

of the ASIP approach was of top priority of USAID. The aeqncy 

,?xpressed in its l,.tter --I Sept. 9, 1977 

of th,! A-IP -nach-

su,1I nstitutionalization 

of the approach would represent the major criterion for deter­

uing successful implementation of the project. The same docuernent 

specifies that capability to continue training activities with
 

r.-spect to trainers, managers, and others 
on expended basis, as
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well as capability to conduct consultancy represents the 

basic objectives of the project.
 

Institutionalization of the ASIP approach requires
 

satisfying three basic conditions, namely the' existence of a
 

physical and legal entity of the approach that is vertically
 

and hori:-ontally integrated in the structure of the MOA,
 

avai]ability of well trained, capable, experienced and
 

skillfuil local staff members, in addition to extensive avail­

ability of training materials with its three major components, 

*e. a~ q.gyptian Refer'ence Book, prepared training tasks and 

other course materials dirrected towards meett1 identLf3.ed 

Egyptian needs, and tested practical training procedures 

which hlive been adjsuted to Egypt's specific needs. 

Concerning: rt-h first condition, namely the existence 

of a physical and lu,,]al entity of the project that is well 

integrated, both vertically and horizontally, within the 

struct.e of the i.OA, no realistic steps havw- be.:en taken. 

The managirg committce a year ago proposed the existence of 

such an ,-ntity. H{owever, the proposal was entirely neglected 

and not a single legal and/or administrative realistic step 

has be2,: taken in this direction. The locaL staff members 

are ..ntir,.lv unable to ruc)t iry the approach or adjust it.. 

They expro':; ed t.,ir inab.[]ti' to seLect: training t.asks 

directed W ards .Irutc,-tang Egyj.a.a TheyiccntifieJ cs. 

are not cipabue of frrul& ti.g and tu.sting t.cainlrig procedures 

which art- adj us t d t. y3:lvptc t: if i c n.ds. Uei ther haveo ' sc.(i-

http:identLf3.ed


they acquired the capability to conduct consultancy with
 

participants. They are trained to use an method,erroneous 

i.e. a questionnaire, to measure training needs. They do not
 

acquire the skills, experience, and talent to carry out their
 

responsibilities according to satisfactory levels. 
 They are
 

capable only of mechanically repeating the standard middle
 

management course using the set
same of unrealistic tasks
 

that were used in the eight courses of the project.
 

The three major components of the training materials 

nam-ely an Egyptian Reference Book, tested practical training 

procedures adjusted to Fgypt's specific needs, and prepared 

training tasks and other course mat erLa] -;directed towards 

meeting identLfied Egyptian needs, have not yet oecoine 

availab]c. Accot-ding to these deficienci ,s capabil ity to 

continue trai.ninq act-ivi:i-.ts is hiCoLv doubt-ful, and largely 

questionable. This i.7 ont irLiy true wltil [ct.-e to ability 

to train t rainers and senior manac fcmor,-. Caability to 

conduct (:consuit-anc,, is higihIV suspicious. in:ttutional ization 

of the A-S[P approach seems, given tlist: condlitie,,s, to be 

rather impossible arid extremely questionable. 

Extent the GAI Met the Contract's Requirements
 

Re.spsibility of Cooperated Project Partners: The unsatis­

factory results achieved by the ASIP project can be attributed 

to insuffi.cient,in terms of both quality and quantity, inpuzs 

http:act-ivi:i-.ts
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provided by one or more of the partners cooperating in
 

designing and implementing the project, namely the USAID, the
 

MOA, and the GAI. Inputs provided by both the USAID and the
 

MOA are ascertained by other members of the evaluation team
 

Discussion, in this concern, is going to 
be confined to the 

role of the GAI. However, it has to be kept in mind that this 

role nii-ht have been affected by the insufficient inputs 

provided by one or more of the other two partners. It has also 

to be that the GAI has the sole responsibility4mphsize-d 

for the technical aspects of the project. Therefore, the 

contra.ictor is heLd respons le for the unsatsfactory technical 

results ;-ttained by the project. 

Trainz. ;,ct:vi t-es of the Pr-jcL: Training courses conducted 

under tte EqyFt. ian condition are qui ,e dtffcrent from those 

described in letter aari:Lent andzh-e of project documents, 

i.e. the PTC, thowsummary description, and Annexes of the 

Reference B~ok. The middle manicor.ent training courses con­

ducted in Egypt emphasized only one b',.hav oural skill, namely 

the syst-matic approach. It entirely ne-glects the techniques 

of modern ccientific management, as weLl as ,-ther behavioural 

skills. Workshops, discussion groups, and consultancy services 

were quite inadequate. P'hese activitites were not provided for
 

nearly one-half of the middle managers who attended the courses. 

Effect of thc: project to saristy training need:i for middle 

management is entirely insufficient-, : iy because the project 

has failed to identify these needs. 
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Egyptian trainers are neither sufficient nor had adequate
 

experience and skills to 
carry on training activities. They
 

are t.rained to determine training needs using a misleading
 

and erroneous procedure. They direly lack knowledge and 

experience of using scientific objective methods of skill
 

measurement. They can mechanically arrange The standard 

insufficient and inadequate training courses of middle­

managers. However, they are entirely unable to conduct
 

advanced courses to train trainers;, since they themselves 

direly need to be thoroughly trained. 

"'raiqrncg Materials; The GAI has aluwost fatlud to prepare an 
Egyptian Peference Book. Preparatun of such output requires 

deter:r 1nat i-,n of tr,ining nds_-, o ow-,Id v Ix;catLng materials 

and nf!crmat:.on that deal with tl.se C'needs, t.,n c]assifying 

and using this information to. prepare the Egyyptian Reference 

BoUk. Th,= first st(2:,, ninely determining training needs, 

has not et. been satisfied. 

Training materials in Arabic and English tor the fairly 

s ,mple unrealistic: tasks are available. -However, prepared 

training tasks that use "learning by doing" approach, and 

other materials directed towards meeting ildentified Eqyptian 

needs u:ro not yet available. This is because trairnng needs 

ar- iict_ ,,- identified. The C..\ confined it., -ctivties in 

this regara to a standard course usinI a given sct of tasks. 

Not a3S lngie trial was carried out to for,multe and test prac­

tical traJining procedures wihch have been adjusted to Egypt's 
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specific needs.
 

The executive body did not provide the evaluation team
 

by the Planned Project Tracking Network Chart, as well as the
 

Country Work Plan. The executive body of the project, however,
 

used within the first yuar of implemen tation to present a six 

months' plan for the approval of the managing committee.
 

Institutionalization of the Approach: 
 As it has been previously
 

indicated, institutionalization of the ASIP approach requires
 

satisfying three main conditions, namely sufficient and adequate
 

training materials, a group of highly experienced, capable
 

well trained Egyptian trainers, and an organization capable of 

continuing ASIP training after the project's completion. Results
 

related to the first two conditions, are quite insufficient and 

entirely inadequate. Not a singlo stop was taken !o establish 

an organization capjiblc of contiItitng ASIP tralning activities 

fo]Zow*ng the project's completion. 

Conclusions
 

In view of the previous discussion it seems that the project 

has failed to achieve its objectives. The input of the GAI was 

quite insufficient and inadequate for achieving these objectives. 

Training needs of middle management require first of all to be 

dete!?rmined, and the approach has to be adjusted and modified 

to meet Egyptian needs. Tested practical training procedures 



adjusted to Egypt's conditions have to be formulated. A group
 

of well experienced and capable trainers has 
to be prepared.
 

A country oriented Reference Book for Egypt has 
to be prepared.
 

Training tasks that 
use "learning by doing" approach and
 

other course materials directed towards meeting identified 

Egyptian noeds have to be provided. In a nut-shell, the 

project and the GAI have failed to satisfy their objectives, 

leaving the situation amost the same as it was prior to 

imp lementation. 


