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Introduction

The Agency for Intcrnational 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 prévided financial assistance to the Ministry of Agriculture
of the A.R.E. for institutionalizing the ASIP approach, with the
objective of develop}ng 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 rasulted extending *“he project up till
the end of July 1980. The extension was granted tu 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
project, identify constraints, review progress and suggest
areas of potential improvements, all in the context of determining
whether a follow-on project is justifiable. 1If so, US AID should

know the general or basic outline of such a project,



Terms of Reference

Terms of reference for the evaluation team were determined
by AID. Ttconsists 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
2xtensive survey of the problems of management ih the Egyptian
sgricultural sector. Such a survey has to cover not only types
*£ 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
»1.80 to distinguish between general and specific management
wwoblems, comparing both horizontal and vertical approaches of

raining and relevance to the Egyptian conditions.

Section (X)), irn addition, reqhires determining the place of
wnagesant probliems addressed by the QSIP project within those
‘T the Egyptian agriculturil sector. It aléo requires ranki g
‘ajor marnagewment problems of the project according to both their
¢lative importance, and to the major management problems of the
gvptiar agricultural sector. It also requirés an evaluation of
. relevance of the methodology of the ASIP project with respect
» both training and solving the management problems of the
ayptian agriculture. It also requires a comparison of the ASIP
cethodology with other alternative approaches under the Egyptian

tnditions.
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Secticn (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
and will be particularly responsible for the Arabic materials, as
well as questions (B-3) and (B-6), and such other issues as the
team leader may assign. Section .iB-3) deals with meeting the
contract requirementé such as, an in-country referenca book,
planned project tracking network chart, English and Arabic train-
ir.g 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 of continuing ASIP training,

& country work plan, and consultancy services.

Requirements of section (B-6) largely overlap with those
of (B-3). It specifically requires deterﬁlning the extent to
wnich the project has met the output predicted in USAID's
letter of September 9, 1977, to the Minister of Agriculture.
Tris has to be determined with respect to providing a group of
trained trairers and managers, the capability to continue their

training as well as other personnel on an expanded basis, the

(A)



are able to be applied on the Jjob, and an Egyptian/contractor

team of selected trainers to identify the major agriculturgl
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 & country oriented reference book which identifies agricultural

management practices relevant to Egyptian conditions,
Objectives and Methodology of the ASIP Project

Objectives of the ASIP Project: The ultimate goal of the AsSIp

project as stated in the summary description is "helping to
bridge the gap between planners ang farmers by improving the
planning, implementation and management capabilities of those

in the develeoping countries concerned with agricultural ang rural

indicated by AID's letter of September 9, 1977,

4]

cdevelopment". A
achieving such an end under the Egyptian ‘conditions requires

instltutionalizing 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 lnanagers, 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 refc.rence book, and the
capability to conduct consultancy with participants who have
returned to their Jjobs following the completion of theijir

training courses.

Achieving these. five Objectives is believed to lead to
project institutionalization, 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 rlanned to require satisfying three consecutive
technical conponents. The first of which is related to
conducting training courses for trai;ees'and agricultural managers.
A group of these individuals was to be selected to receive
advanced training in the ASIPp approach. These advanced courses

would include research, training, and consultancy.

The third component is jointly ecarried by Egyptian trainers
and GAI team to identify major agricultural/rural development
management needs, Leeate—materfa%s~ﬁﬂd—fnformativn‘deaifng~wfth,
thése needs, 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 AS1IpP approach in Egypt. This wWill be the major criterion

i

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 précess, devised by the
Coverdale Organization, involves learning f-om experience by
using a systematic way of getting things done to achieve
objectives. The subétantive materials are contained in the

Reference Book.

The Coverdale method requires managers to attend two
residential courses at which the? can practice methodological
learning and begin to discover the benefits and concepts that
underlije learning from experience. The second course is designed
to follow the initial learning experience after managers have
spent a few months back at WOrk. This course jis designed to
allew the manager to develop skills of leading and managing. For
fey managers in an organization who seek developing deeper
snowledge of the principles, and for others who may help to
run Coverdale Learning Courses, a third full-time learning

@xperience 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. 1In the
second week of the course, a specially tailored Coverdale - type
course 1is 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 managmént problems of the Egyptian
agricultural sector could be divided inpo 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
gpecific type, i.e. applicable to particular situations and
given location. Training activities, therefore, have to proceed
through two main directions, namely horizontal concept as well
as the vertical one. Training programs have to focus on

various manaqgerial levels, i.e. line, middle level and senior

managers.

The major management problems of the Egyptian agricultural

lThe 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 1n the implementation
are, to a certain extent, amenable by a specific type and

unique training methodology.

There exists other approaches for agflcultural 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
optimal for middle management. Specific conditions for Egypt
have to be incorporated within these approaches, i.e. manage-

ment problems are ra‘her 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
oneé 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
ccvered both behavioural and quantitative aspects of thé most

important. management problems amenable to training.

The methodology of training described in the project
documents is relevaﬁt 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 ﬁanagement problems amenable to
training. Major agricultural management problems addressed
by the letter of agreement and its supporting documents
irclude 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 sccio-
economic organization during that period the government started
to practice an excessive increasing role in controlling economic
activities. Foreign as well as Egyptian enterprises were
subject to wide scale nationalization. This trend was not only
ccafined to strategic and/or Fublic utilities. on the contrary
it extended to nearly all kinds of cconomic 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 tragde were nationalized.

With respect to the agricultural sector the strategy of
contrel was rather different. Following successive reductions
of .maximum ownership of cultivated areas, and imposing strictly
rigid relationships on the tenancy system, the regime found
itself 1n direct confrontation with increasing numbers of small
ownerships. Announced Feasoning underlying the land reform act
of 1952 and its amendments was to eradicate imperialism,
exploitatior, and feudalism of large landlirds. Eradication of

political powers of large landlords and their Support to political



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,.namely cotton, rice, wheat, onion, and sugar cane, was

monopolized by the government under the title "cooperative

marketing'.

Coopcrative 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-farm 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
committea, i.e. ministries of planning, industry, supply,
agriculture, land reclamation, treasury, economics and internation-
al trade. This committee ;s entitled with respect to the farm
sector, thoe authority of both determination of the cropping systemn
of the cultivated area as well 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

4 way that gquarantees producing given volumes of cash crops



monopolized by the govérnment. 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 uhorganized 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.
Jdthers neglected production of governmentally controlled crops,
¢evoting variable 1inputs, notably labor and fertilizers, to
other competing farm products. Antagonism to this policy
followet a third dimension, namely negligence of quality. This
is notably noticeld with respect to cotton, where superior grades
such 45 extra .and good fully good, have almost vanished.

The gap between farmers and planners under the Egyptian
conditions, is5 mostly due to structural factors that are far
beyond the authorities and functions of middle management. This
group of employees are mostly civil servaﬁts that have to imple-
ment plans and decisions that are taken by more senior management.

Studtes and investigations presented by the Minister of Agriculture

for the Cabinet and the committee are prepared by a group of
senlor 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 1s 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 Egyptién 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 moderr 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, regiongl development planning,
stock-taking and diagnostic survey, estéblishing 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 tc 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 quality, 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 Yourcclivagues 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 veterirary sciecnce, where the curricula do not include even
1 sin¢le course. of maﬁagement. Their managerial performance
depends cn two factors, namely personal abilities and experience,
but all of them 2ntirely lack knowledge of sclentific techriques

of mod:=rn maragement.

The Coverdale method and its modified version known as
ASIP, therefore, 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

nf the basic requirements of modifying the ASIP approach.

The Gap between the Managing Committee 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.
U.S. project director as well as his Egyptian counterpart where
assigned as members of the project's managing committee. The
committee was headed by the First Undersecretary of Agriculture

for Development, Training and Extension.

Moetings of the committee were arranged on monthly basis.
Reviewing the minutes of the meectings, notably in the first
vear of implementation. reveals that there was an ever widening
gap between the executuve pody and the managing committee.
Resolutiuns and/or Ldeas suggested by members of the committee
to rectity the path bf tlre project or to modify its procedures
to fit better the Egyptian conditions were entirely neglected by

the executive body.

The manaqging committee, foiiowing the first six months of
implementation, asked scme cf {ts members in its meeting of
June 5, 1978, to ccanduct an evaluation to determine compliance
with the project aocuments anda to recommend modifications to
assure beotter fit to Egyptian needs. The executive body
entirely rejected the report and AID formuiated another tcam.
The team irncluded a key staff member of the GAL as one of its
membars. This was one of the most striking facts designating
the job carri~d by thact tcom, namely to ask somebody to
evaluate hiits activities. The team, in spite of that, came to
the same conclusions previously presented by members of the

managing committee.



Another example is found in the minutes of the meeting
held by July 10, 1978, where one of the members advocated
constructive propcsals for rectifying the implementation of
the project. The chairman of the committee himself supported
the proposal arnd asked for more qualified personnel to join
the senior managment training course. However, the course

wd
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run i the same way as those of the middle managemant

and by the same staff members. The committee within the same
meeting proposed extending the course of .middle management. to
three wecks and incarporation of modern sTientific managment
techniques in the training program. However, the executive
body insisted on runhing the course as it 1s.

The managing committee within the neetings of July 10, 1978
and August 24, 1975 proposed valuable constructive measures for
institutioralizing the project. These include selecting 15
of the most promisirg trainees to be sent to the U.S.A. to
attend advarced courses in modern management, scientific
techniques, learning by doing, ranagement vy objectives, as
well as other wanagoment training aspects., Meanwhile, the
committee vroposed establishing a center . or training and
research of agricultural management in the barrage training
center. The center was expected to be provided w,yrh nocessary
audio-visual aids as well as other equipment and materials
required for 1t: activities. Had these proposals been
thoroughiy investigated, adjusted, and implemonted the
irstitutionalization of the management training wceculd have
been @ reality nowadays, and the issue would have not been
facing the entire collapse cxpected following the termination

of the project by next July.
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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 descripticn, PTC, and Annexes of the Reference Book
exactly tits the Egyptian needs. It would turn to be most
beneficial had it been mcocdified to meet ¥“gyptian conditions.
The approach, in viaew 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 Eygypt reveal a level of success that is largely

far from that of the PTC.

The project <conducted, within the last two years, eight
courses for middle management, one for the senior level, and
two for thc advanced level confined_only tc those who are
selected to join the ASIP staff. Middie management courses
failed to achieve their planned objectives. The conducted
courses are quite different from those described in the project
docurments. Training in modern techniqueé 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 ot building playing bricks, and sorting of plaving
cards. have replaced the realistic, interesting and bencficial

tasks used in the PTC. Each course included only one realistic



Table (l): Geographical Distribution of Senior and Middle
Managers Trained by the ASIP Project

Governorates Trainees Follow up Prcgram
Senior | Middle|Worksheps | Dis. Groups
Course | Mang.

Cairo 4 56 6 2
Gharbia - 1 -
Giza 1 10 - -
Beheria - 5 - -
Qualubia - 8 2 2
Menoufia 1 14 - -
Alexandria - 5 - -
Fayoum : ) - 1 - -
Dakahlia 3 1i - -
Nubiria West 2 10 - ' -
Port Said - 1 - -
Sinal - 1 - -
Assuit - 8 - -
‘ Ben-swil - Li - | -
Karr El-Shiekh 2 17 . 3 | 1
Ismailia 2 L5 4 2
Sharkia - 4 - -
Souhag ~ 4 - -
TOTAL 15 182 13 7

source: Compiled and computed from Records of the ASIP Project,
(Unpunlizhed Data),
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task to be conducted bty the end of the course. This task was

the same for all of the ¢ight courses, namely determining the
problems of the viilage agricultural cooperatives. The Egyptian
agricultural sector faces numerocus complicated and interrelated
problems related to marketing, cropping systen, riechanization,
shortage of non-farm 1inputs, Fricing of major field crops,

etc., that can be used for formulating realistic tasks beneficial

both to the trainees and the national aconomy.,

The Coverdale method, i.e. leerning by doing is used for
training *.~il experienced managers who do not lack sufficient
knowledqe in mcdern scientific techniaques of management.  Both
of these assumptions are not valid under the Egyptian conditions.
The project i1mplemented standard training ccurse, i.e. which is
the same for the cignt coursos quite different rrom *hat
specificd 1o the docuinents, with 1o trial ahatcocver Lo modlfy
the course to bettor 10 Frainisg requlzonents ot Fgyptian
miadle level managenent or to GOps with the rroblens [acing

Egyptian agriculture,

Tn a gquertionnaite covering a samnle of 17 managers who

have atterded the course, 33 of thom expressed thneir desire for
extending and nodify.ng the ccurse. Nearly once-half of the
managers asked for more practice on realistic and complicated
tasks. Threc main rfactors were satisfled in the PTC that 1in
turn ytrelded a hignhly successful training course, Thesa
1ncluae type of trairees, tasks uscd for training. and running the
cours= by highly skilled and well experienced personnel from
the Ccverdale Organizatior.. Trainees attending the PTC course
were thoroughly selected by AID adercles Ln various countries.
All of them were well experiencec 1n manageient technigues
and practices. None of them lacked sufficient knowledge of the
English larnguage or modern tecunicues of maragement.  The tasks
were interesting and benecticial, regquiring « thorough krowledge
of management planring, ¢cenomics, socsoleay, as well as other

snclial sciences.



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 achieving an extremely successful program. Staff members
carrying ost the Egyptian program 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
respensibilities working here and there devoting major part of
their time in communication with ATD, Egyptian Training Division
(ETD) ., Agricultural Trairing Board (ATB) and AID. They have to
report peridicaliy fo various agencies, travelling all over the
country to select new participants and to organize follow-up
programs, i1ncluding training workshops and discussion aroups.

As 3 new truining course starts three additionai coaches are
invited from abroad to assist the permarent staff. The project
used, duting the early training courses, to invite a member of
the Coverdale Organization to partlcipatb in 1ts ac:ivities,

Im spite of the fact that most participants highly appreciated
his »fforts, the execcutive body of the projoct neglected his

invitation to later courses,

-

A comprehensive and well iantegrated syztem of follow up
is required for the trainees follewing their return to their
initial jobs. Because of thiz the managing committee advised
the executive body of the project from the beginning to
concentrate its activities within four governorates. However,

the projzct scattered its activities over L8 governorates,



extending from Alexandrie and Port Said in the north to

Assutrt and Sohag in Upper Egypt. The executive body ol

the project explained such scattering by the noncevaila-

bility of funds for providing per-diem for varticipants at

the governorate level. laowever, troe First Undersecretary

0f the MOA 1n his meeting with the evaluation team on March 13,
1980 denied such an assertation, indiceting that central
agenciles of the ministry are responsible for providing such

furd:.

The full benefit from the course requires that trained
particieants, after ﬁttondxng the program and raturning to their
initial jobs should join periodirc workshops, followed by
consultancy activities. In other words, the approacn consists
of three consecut:ve clain rings, namesy residential course,
tollowed by on the job workshceps, then consultancy activities.
In view Oof wnsutficient permanent svalf members, and thelr
incoreasea responsibilities, as well as wide spread tralnees,
the project was almest unarle to conduct tie follewing two
chiain rings required for the approach to ko fruttful, namely
workshops and consultancy. This is guite obvious from data
ecn Table (1), where ncither workshops nor corsultancy were

conducted for mere than one-half of the middle managers

attending the course.

A singl2 training coursce was heid for senior management
In spite of the fact that the managing committee of the project

had drawn the attuonticn of the executive body to modify the
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course to fit their conditions, and that the chairman himself
expressed his desire that at least three well qualified and
erperienced staff members should join the program, the project
executive body instizted on running the course according to the
standard one used for the middile maragemnent and by the same
personnel. The approach scemed not as interesting and con-
vinving, to the extent that s1x out of the fifteen senior

managers withdrew in the first weck of the ccurse.

Vertical Integration in Training: Vertical integration in

carrying out the training activities 1s of vital importance

or the workabilit§ of the system. Different management levels
raquire varying degre2s of training. fmphasizing a given level
of management and neglecting other levels is not likely to
achieve bevtor vertical cowmunication and understanding. The
project during the last two yeafs, exclusive of the unsuccessful
senlor management course, has not consicder »d such arp Lssue.,
However, the contract between AID and CAI 1s restricted to

middle managoment.

Trainecs attending the course are in faver of such issue.
In a sample of 39 middle managers, 36 of then wXpressed their
desire for their supervisors to attend the course. Twenty-~three
of them justified their acproval, hence their SUpervVisors can
learn techrniques of modern managoement. It was decrded in the
meeting of the evaluation team with the First Undersecratary

of MOA cn tMarchk 13, 1960 that the project should concentrate


http:be:.t.cr

only in two governorates, emphasizing meanwhile vertical
integration in its training activities. However, the course
neads to be modified to better fit training needs ¢f different

management levels,

Availability of Trained ASIP Trainers: Availability of sufficient

well-trained, and gqualified trainers represcnts the most impor-
tant elemrent of institutionalizying the ASIP approach. The
managling ocommittee, more than one year ago, eadvised the
project executive body to select fifteen of the best trainees
to b nrepared as trainers.for the ASIP approach. It advocated
the icdca of sendina - this groun to the United Kingdom cr the
U.3.A. 0 acquire experience and skillg requivred for carrying
cn thne wotivities of the project. Howaver, the proposals

were enticr.ly neglecued, until & counle of dave 3go when the
directar of the project contacted thne MOA aboul zerding four

A

of the local staff amembers to the U.S.A. for 45 days, Keeping
in mind that the vroject is to terminate in July 1930, and
that thesce personnel are assumed to be fully responsible for

carrying out the activities of the project.

Preparing a dependable trainer requires at least two years.
According to instructions of the Covardale Organization, he has
to boe a manager, well experienced, and qualified in modern
manadgoment . He nhas te satisfy certain critical conditions
concerning abilities, intelligence, personality and persistence.

Selecerd participants have to attend at least three courses of



the organization. Ivery two consecutive courses has to pe
interupted by a period where the participant returns to his
inicial job practicing nis acquired skills. His experience
and skills ave 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
satisfactory training program. Up until March 1980, it can be
saird that the project has been able to prepare a team of
members capable of carrying out its activities. This team
consists of nine wmembers, classified into thrce groups:
namely course Jdirectors, coaches, and assistant coacheg. In-
terviewing som2 of thom reveals the fact that *“hev can only
rep:2at the starndard  course a3 1t is with no abilicty whatsoever
to modiiy 'ho approoch or its components to satisfy varying

situations.

They c¢xpressed their beliefs that the apprcach as implement-
ed 1n FEgypt does not satisfy the training necds. It is neces-
sary, first of all, tc start by deter:tur:iny Egyptian training
needs, on itssue that has never been constdered by the project.,
Tha questionna.re used by the project 1n rae latel cour:eos L8
entircly insuificlient for determining Sgyetian troining needo.
Determinaticn ¢f the {rairing needs cogquires first ofF all, a

corplete job description, followed by cxtensive and repeated

visits to airrferent locaticns. Extoensive meetings and discussions



with individuals related to their roles and respensibilities have
to be conducted. Actual as well as standard performance can be
determined and the gap between them has to be ascertained.
Reasons underlying the existence of such a Jgap 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-
1y defined as "training needs" have no role whatsoever in the
prolect. The method adopted within the «* andard training course
run by the project depende on pre-deternined tasks that may or
may not confiore to shat nas erroneously been tormed "training
neads”’. Thev oxprﬁ§3cd their dire need for oxperts gpecialized
in modern rmanagenont techniques, wheare the praeject has to be

modified to incorporate both types of marnagement.

The vroiect nowadays 1s rﬁnning short of time. It has
within the {ow months left to Prepare an extra two teams.
Preparation of wanbers of those e xtra th teams 13 highly
inefficient  and larg:ly inadequate. Anybody who attends a

course 1y cunsideved as a coach or 2ssistant coach. Fach

course ls a typical copy of the first one. No modilication or

Y

gdjustment has beon introduced. The local staff is entirely
unable to medify tas approach cr prepars training tasks, Hone

of them 13 able to adovt from the Egyptian envirorment tasks thac
can be used in the trainirg courses. ALl that they can do is

to just re-arrange the sot of tasks. None of the local staff

has been trained in scientific nmethods of measuring and



discovery skills. In spite of the fact that several objective
scientific methods for skill discovery and maeasurement exist,
none of the local staff has been trained to use such methods.
The only way for doing so is to rely .on oabservation, which is a
subjective method that is highly affecind by personal judgement,
All of them have admitted the fact that & huqe wide gap exists
between their experience and skills and those of the foreign
experts, notably the one who was invited from the Coverdale

Organization.

Identification of Egypt.ian Managemoerr Training Needs: The letter

of USAID of Sept. 9; 1977 specifies that the GAT team and the

oy

Egyptians who arc selected as trainers will then “identify the
major Agricultural /Rurai developinint managemernt training needs
in Egvpt." vNeedless to state that thoe project has relied on
erroncous and non-scientific nothods for d2terimining these
needs. Tt relied on a qucstlonnaxrg distributed to middle
managers who are selectec to attend the latest trzining courses.

The findings >f this information may or may not conform to

Egyptizn training needs.

Training needs arc almost of dypamic neture. This is due
to the ncn-static conditions of econoniic activity. Techniques
of production as well as types of agricultural production are
not likely to remain unchanged over time. Examples are found -

in extensive drive towards farm mechanization to avoid labor

shortage, and in increasing investments in commereial poultry


http:questionnai.re

production as well as fish farming. Training needs, therefore,
are of dynamic, 1.e. non-static nature. The ATB of the
Egyptian agricultural sector has, in cooperation,with other
foreign and internatiocnal crganizations, conducted some studies

related to the determination of Egyptian training needs. Ttrese

include:

1. Management Development Center for the Agricultural

fector, prepared 1n cooperation with the ILO of the

United Nations and financed by UNDP, Cairo, 1980,

2. Mchanad Abbas, Proposed New Strateqy and Plan to
kectify the Yxisting Agricultural Training, ATB,
Caifo. |

3. Armstrenag, C.W., R.IH. Leaney and J.F. Winterbottom,

V-

vepert on _Trarning Courses Jperated tor the Eqypt'an

Ministry of Agriculture, The British Zouncil and

Overseas Dov, dMinlstry, Cailro, Sertkt. 1975,

i

4, Armstrong, C.W., snd A.W. Ingram, Roport on Training

Cour “es Operated for the Minisrry of Agriculture,

The Rritish Councirl, Cairo, Arpril 1975,

5. Emitn, HoUUR Report on Certaln Aspocts of a Proposal

L W

to Establish a Center for Aa. Managomont Scudies in

Egypt. Tech. Tduc. arnd Training Organizaticn for
Overscas Countries, London: Commonwealti Dev. Corp.,
1977.

6. Atkinson, J.M., and S.E. Niencyers, Ag. Bducation and_

Trairing i1n Ugvot, Management Traininyg, London: Tech

Educ. and Training Organ. for Overseas Countries, 1976.
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Training Materials: USAID letter of Sept. 9, 1977 specified

that the project should, by the ond of its duration, have
prepared the necessary training materials which can be used

for further continuation of its activities. These training
materials include tested practical training procedures which
have been adjusted to Egypt's specific needs, a country-orient-
ed Reference Book which identifies agricultural and rural
development management practices relevant to Egypt's needs,

and prapure training tasks that use a “learning by doing"
approach and other course materials directed towards meeting

identificd Egyptian neods,

Achlioeviig these objectives related to training
materials represents the second important condition for
institutrionalizing the project. TInvesticatiorn of project
activitizs reveals that aliost none of thesoe ouject ives has

been or 1s likely to be ftully achieved by July 1930,

Avallable evidence indicates that conrses of the middle

i

y.

meénagers ¢rr of standard procedure miing the same tasks.
No alterrarive procedures or modifiecatiosng were introduced,
and thterorore nothing nas materialized to be tested. The

project, accordingly has failed o provide tested practical

training procedures which are adjusted to fit better Egyptian

training ncads.

USAID letier of Sopt. 2, 1977 nasx specified the

consecutive steps for preparing an Egyptian Reference Book.
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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, the team has to classify and use
this information tc prepare a country-oriented reference book
for Egypt. The prcject with resvect to the first step, namely
identification of management training needs, has rot vet
started its activities, but i1t is in fact §§opt1ng a4 method
~hat leads to erroneous and misleading results. The following

WO steps cannot be systematically impilemented.

Availability of an Eqgyptian Reference Book is a basic
condition for successful i1mplementation of the ASIP approach.
In fact, 1ntreducing the use of the substentive material of the
referconce Jook represents the basic modification of the
Coverdale muethed to yield the ASIP approach. On running the
PTC a world wide Reference Book was available for all trainees
from the first beginning of the course, an eilemont that might
nave participated 1n the success achieved by that ccurse. Such
;ubstantial material is not yvet available for Egypt, a factor
“nat nay help explain the unsuceressful application of the pro-~
cedure. The project instead of preparing an Egyptian Reference
Jook has started translating the criginal one. Two chapters
nf the criginal Reference Book, ramely 1C and 13, have been
~ranslated to Arabic. Availability of a Reference Book is
11ghly appreciated by middle managers. 1In a questionnaire for
)3 middie monagers, 31 of them expressced the need f£ar such a

Ho0k.  Nearly one-half cf them indicated using it, whereas



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 Boock. Given the current
conditions of the project, it can be assured that achieving
the objective of an Eyyptian Referencs Book by next July

seems practically impossible.

Preparing training tasks that use a "learning by
doing" approach and other course materiols airected towards
meeting identified Egyptian needs represents the third com--
ponrnent of training materials necessary for institutionalizing
the ASIP approach. Available evidence lndicates that the eight
middle managemsnt courses as well as tnat ol the senior level were
carried out using almost the same set of tasks. Local staff
members expressed their 1nability to modify the procodure
or select tasks relcvant to Egyptian conditions. In fact
they have not been trained to prepare tasks or modify the
procedure.  They did not acqguire the skills or experience to
understand the basic foundaticns of the systen.  In zarrying
out their activitias they are almost functioning as 4 varrot.

repeating in a mechanical way what they have been taught.,

Institutionalization of th. ASLP Appreach: - Institurioralization

of the ASIP approach was of top priority of USAIT. The agency
expressed in its letter of Sept. 9, 1977 such Institutioralization
of the approach would represent the major criterion for deter-
ming successful implementation of the project. The same docuement
specifies that capability to continue training activities with

T.spect to trainers, managers, and others on expended basis, as



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 horizontally integrated in the structure of the MoA,
availability of well trained, capable, experienced and
skillfui local staff members, in addition to extensive avail-
ability of training materials with its three major ccmponents,
L.e. an Fgyptian Reference Book, prepared training tasks and
other «ourse materials directed towards meeting 1dentified
Egyptianrn needs, and (2sted practical training procedures

which have beer adjsuted to Egypt's specific needs.

Concerning the first condition, namely the existence
of a physical arnd legal entity of the project that is well
integrated, both vevtically and horizontally, within the
structure of the MOA, no realistic steps have buen taken.

The managlng committce a yoear ago proposed the existence of
such an centity. However, the proposal was entir=21ly neglected
and not a single legal and/or administrative rezlistic step
has been taken in this direction. The local staff menmbers
are ontirely unable to wodity the approach or adjust it.

They expressed their Inability to select training Lasks

o ey

directed btowards reeting identified Zgyptian neods. They

are not capable of Formulzting and testing training procedures

Laypt's screntific neads. Ueilther mave

which are adjusted to
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they acquired the capability to conduct consultancy with
participants. They are trained to use an crroneous method,
l.e. 4 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 same set of unrealistic tasks

that weres used in the eight courses of the project.

The three major components of the training materials
namely an Egyptian Reference Book, tested practical training
procedures adjusted to Fgypt's specific needs, and prepared
training tasks and other course meterials directed towards
meeting ldentified Egyptian needs, ha've not yet become
available. According to these deficiencies capabilivy to
continu2 traininyg activities is highly doubtful, and largely
questionahle. This iz nntiruiy true witihn respact to ability
bo train trainers and sen.or managenmept. Capablility to
conduct consultancy is bighly suspicious. Tnetitutioralization
cf the ASID approach seoms, given thos. conditicas, to be
rather impossible and extremely questionable.

~

Extent the GAI Met the Contract's Requirements

Responsibility of Cooperated Project Partners: The unsatis-

factory results achieved by the ASIP project can be attributed

to insufficient,in terms of both quality and quantity, inpuus
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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 memkers 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 mignht have been affected by the insufficient inputs
provided by one or more of the other two partners. It has also
to be emphasized that the GAI bas the sole responsibility

for the technical aspects of the project. Therefore, the
contractor 1s heid respons ~le for the unsatisfactory technical

results uttained by the project.

Training Act:vities of tho rejoect: Toalning courses conducted
under the Egyptian condition: are quite different from those
described in the letter of adgrecuaent and proj2ct documents,
l.e. the PUC, the summary description, and Annexes of the
Referance 8cok. The middle managament training courses con-
ducted in Egypt cmphasized only one brhavioural sKill, namely
the systematic approach. It entirely neglects the techniques
of mccéern scientific management, as wet% as vther behavioural
skills. Workshops, discucsion groups, and cornsultancy services
were quite inadequate. TI'hese activities were not provided for
nearly cne-half of the middle managers who attended the courses.
Effect of the project to saristy trairning neceds for middle
management is entively insufficient, sinoly because the projéct

has failed to identify these needs.



Egyptian trainers are neither sufficient nor had adequate
experience and skills to carry on training activities. They
are trained 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 :he standard
insufficient and inadequate training courses of middle-
managers. However, they are entirely unablc to conduct
advanced courses to traln trainers, since they themselves

direly need to be thoroughlv traincd.

traiping Materials; 7The CAI has aliost fartled o prepare an

Egyptian Peference Book. DPreparatiorn of such cutput requires
determinaticn of training nceds, followed by lecating materials
and 1nfcrmation that deal with these needs, tren ciassifying
ard usirg this information to. prepare the Kyyprian Reference
Book. The first step, namely determining tralning neads,

neés not yet bheen satisfied.

Training materials in Arabic and tnglish tor the fairly
ézmplv unrealistic tasks are availlable. « However, prepared
training tasks that use "learning oy doing" approach, and
other materials directed towards mecting identified Egyptian
needs Lre not yet availanle. This i3 becauce training needs
are nucl vel identified. The AT confined 1t: activities in
this regard to a standard course using a giver sot of tasks.
Not a singlic trial was carried out to formulate and test prac-

tical training procedures wihich 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 ecxecutive body of the project, however,
used within the first ycar of implementation 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 naterials, a group cof highly experienced, capable

well trained Egyptian trainers, and an organization capable of
continuing A3IP training after the project's completion. Results
related to the first two conditions are (quite insufficient and
ertirely inadequate. Not a singloe step was taken Lo establish

an organization capable of continning ASIP training activities

following the project’'s completion.

Conclusions
In view of the previous discussion it‘soems 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
detarmined, and the approach has to be adjusted and modified

to meet Egyptian needs. Tested practical training procedures
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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 1dentified
Egyptian nceds have to be provided. In a nut-shell, the
project and the GAI have failod to satisfy their objectives,
leaving the situation almost the sawme as iﬁ was prior to

implementation.



