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EXECUTIVE SUMMARY 
 
 
Marketing and Technology 
 
First, some numbers with good news. (Note: figures cited in this section are derived 
from tabular results in the Marketing Chapter).  EL SHAMS attained or surpassed all 
its targets and definitely has achieved its objectives and goals.  
 

Table # 1 
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EL SHAMS’ primary goal was to generate income for the farmers of Upper Egypt.  
Over the 4 years of EL SHAMS project life, Farmer Association members and other 
farmers assisted by the associations generated total income of over LE 160 million ($ 
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28.3 million), from sales of new high value products.  These sales exceeded the 
original projected targeted amount of LE 120 million by 30%.  Of that total, 
approximately LE 75 million ($13 million) was for export.  And, in an unanticipated 
result, a slightly greater amount, LE 77 million ($ 13.8 million), was sold on the local 
market.   An additional LE 8.9 million ($ 1.6 million) worth of high quality, high value 
products were sold to food processors. 
 
Thousands of new jobs were created in 
Upper Egypt as a result of raising the new 
high value crops.  Interviews with nearly 70 
individual farmers by the evaluation team 
revealed that the new crops significantly 
increased labor use.  For example, growing 
green beans and tomato uses over 3 times 
the labor and cantaloupe over 2 times the 
labor as compared to raising sugarcane.  A 
figure that we heard several times during 
our interviews was that for every feddan 
used in new high value crop production, 100 
person days of hired labor was generated, 
during the export production season 
(normally September through March).  An estimated LE 25 million, (over $4.4 million), 
was paid in wages to seasonal labor for production of high value crops over the life of 
the project.  
 
The impact of growing the new crops on farmer productivity and income can only be 
termed spectacular, and explains why so many thousands of farmers have shown 
keen interest in growing them.  The returns to cultivating green beans are 50% higher 
than sugarcane and those of cantaloupe and tomato are 3 to 4 times higher.  The 
estimated profit made per feddan by EL SHAMS farmers is LE 4000 for green beans, 
LE 11000 for tomato and 9000 for cantaloupe.  It’s no wonder that they have long 
waiting lists of farmers clamoring for admittance. 
 
Our interviews showed how farmers are utilizing the increased income generated 
from new crop production.  Much of it has been used for increased consumption of 
higher value foods for the family, household products, and other items, but increasing 
sums are being spent on productive enterprises at the farm level, as well as for family 
expenditures like education and health care. 
 
The lynchpin which made such levels of production possible was the 103 Farmer 
Associations supported by EL SHAMS.  Through the training and technical 
assistance provided by the associations, the farmers became, more professional.  
They noted when prices dropped; they were able to use their own association 
information resources to find alternate local market outlets. 
 
On the buyer/exporter side, the evaluation team learned that the Farmer Associations 
served to link them with farmers in ways that made high value crops attractive for 
export.  The association model allowed for consolidation of farmer harvests to benefit 
from economies of scale.  Also, payment to farmers was facilitated.  Only one check 
was sent to the association, which then distributed funds to the individual growers.  
The single most important aspect of the associations from the buyers’ point of view 
was that Farmer Associations served as one interlocutor on prices, quality and 
quantities. 
 

“The El Shams Project actually 
worked to materially assist small 
farmers averaging 1.3 feddans---
truly an accomplishment working 
with those who had never been 
benefited before.  The project 
leveraged a lot of resources, taught 
farmers how to work together for 
their common good and helped in 
developing quality products to meet 
market demand.”  
(Doug Anderson, Chief of Party, AERI--
ACDI/VOCA, July 6, 2007) 
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The Evaluation Team received the typical Upper Egyptian 

welcome at each FA that it visited. 

The forward contract was a new phenomenon introduced by EL SHAMS to Farmer 
Association Farmers members in Upper Egypt.  This tool served as an effective 
marketing technique not only because it reduced uncertainty in pricing, but also 
because the farmers themselves became “demand-driven” — to produce high 
quality, and in some cases, organic quality products for European markets.  Over 860 
contracts between buyers and Farmer Associations and between Farmer Association 
Market Committees and individual members have been concluded in EL SHAMS 
project to date. 
 
Making these accomplishments possible was the innovative linkage used by the 
project implementers combining carefully planned, timed and sequenced technical 
assistance and organizational development training.  The evaluation team cannot 
emphasize enough how important this clever combination of resources has been 
responsible for the outstanding results achieved. 
 
Though not part of the official evaluation, the evaluation team should acknowledge 
the assistance that is currently being provided to selected Farmer Associations for 
market infrastructure through the Smallholder Matching Grants Unit at CARE.  
Greenhouses, post harvest centers, cooling trucks and other marketing related 
assistance are currently being put in place and will greatly assist these Farming 
Associations in achieving their export objectives. The SMGU has been granted a six-
month extension to mentor Farmer Associations on the management of their new 
infrastructures. 
 
Another innovative linkage activity was the cooperation and coordination achieved 
among government, the private sector and farmer organizations that are crucial to 
market development and enhanced productivity.  Government officials from all over 
Upper Egypt singled out the project for its major impact on the creation of new 
agricultural policy that directly helps small farmers. 
 
 
Organizational Development 
 
Many Farmer Associations are on the road to full financial sustainability through their 
development of strategic plans showing vision, mission statement, core values, 
objectives, yearly workplan and budgeting covering income and expenses.  We say 
“on the road to…”  Although much has been accomplished through the excellent 
training provided by EL SHAMS, there remains much to be done, particularly in the 
area of budgeting.  Only one association (Kasr El Basel – Fayoum Governorate) had 
budgets for individual work plan activities.  Others used only the simple yearly one-
page budget that is required of registered associations by the Ministry of Social 

Solidarity. 
 
To be financially sustainable, 
the evaluation team 
discovered means many 
things to the different Farmer 
Associations.  For some, it 
meant being either able to 
cover expenses no matter 
where the support comes 
from, obtaining donations, or 
adding new members to 
increase joining and annual 
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fees.  For others it meant receiving commissions from crop sales or compost making.  
Longer term planning for strategic purposes is lacking which should not be surprising 
given the levels of education in Upper Egypt and that these Farmer Associations are 
run by volunteers. 
 
Strategic objectives were not quantifiable in most of the interviewed associations.  
This leaves the association without means to preserve accountability, transparency 
and to measure progress.  We should note however that it takes considerable time 
and experience to learn to think strategically. 
 
Another area of concern is operational sustainability.  Only 2 out of 24 interviewed 
Farmer Associations have hired any staff to handle routine day-to-day matters, such 
as data input and small loan programs administration.  Volunteers are used to fill this 
gap.  However, “volunteer fatigue” can readily set in, leading to member 
dissatisfaction. 
 
No Farmer Association had prepared written long term sustainability plans --- not 
surprising given their relative youth.  More training is definitely needed to develop 
such future plans. 
 
Regarding Farmer Association membership, 
there has been significant growth. The project 
began in 2004 with 24 associations inherited 
from AgReform with 2,112.  Membership at 
present in the 103 associations is 12,674.  
And, as stated above, there are waiting lists 
at most associations of individuals seeking 
membership. 
 
Most interviewed Farmer Associations had 
established excellent working relationships 
with government.  In fact, most associations 
were proud to feature on their walls photos of government officials attending field 
days.  These relationships have caused government agencies to change their minds 
about how agriculture extension work ought to be done. They lauded the practical, 
up-to-date and useful advice provided by EL SHAMS technicians to the farmers as 
compared, they noted, to the antiquated, “old crops oriented” (sugarcane) bulletins 
used by their own extension staffs.  And as important, these relationships have led to 
important changes in policy and government operating procedures.  For example, El 
Mata’na Farmer Association members in Luxor cited numerous cases where they 
were able to call on their new relationships with government to accomplish important 
tasks, such as getting reduced prices on soil analysis, collaboration to clean irrigation 
canals, and getting electricity to farmer fields to run pumps, among other 
accomplishments. 
 
The evaluation team asked all chairpersons of interviewed Farmer Associations 
whether the association operates as an NGO or a private business.  In all cases the 
answer was “somewhere in between.”  Naturally, they would identify with the NGO 
designation since they have all been registered as such with the Ministry of Social 
Solidarity.  However, regardless of the designation, good financial and operational 
planning remains a necessity. 
 
Although the evaluation team did note considerable success in the Farmer 
Association’s abilities to use the computers provided to obtain market and other 

“There are no weaknesses in 
Shams…and I cannot say that 
about other projects I’ve known.  If 
I’d found low performing staff in 
Shams, then I would have thrown 
them out of my area.   Shams staff 
is sincere, professional and work 
very hard.” 
(Under Secretary Abu El-Kassem, Ministry 
of Agriculture-Sohag, August 1, 2007) 
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cropping information, we are still concerned about their future ability to obtain 
information as their cropping patterns and marketing sources expand and become 
more complex.  In partial answer to this concern might be the creation of federations 
of Farmer Associations which could take on and provide such information and 
assistance in cost-effective ways. We noted that one nascent federation has been 
recently formed by interested Farmer Associations in Assiut. 
 
The evaluation team was impressed with the ability shown by the Farmer 
Associations to utilize the technical and organizational development training they 
received to further their own objectives in marketing of high value crops.  The 
contacts they have made with researchers and other technical consultants are also 
impressive.  We believe that they will continue to be able to help themselves with 
future problems encountered by using such contacts. 
 
 
Loans and Financial Services 
 
The evaluation team met with the Assiut Businessmen’s Association (as assisted 
through the USAID funded complementary AERI - Business Development Program 
of EL SHAMS partner QED), which has made over 400 loans to EL SHAMS farmers 
through the Associations. Farmers can readily access these loans—usually within a 
week of application.  Their buyer contracts serve as collateral.  However, subsequent 
interviews of Farmer Associations following that meeting revealed that Farmer 
Association leadership was dissatisfied with the loan provisions requiring the interest 
to be paid off first and at a high nominal rate at up to 16% (18% real rate).  Other 
loan sources (notably through the European Union and the Principal Bank for 
Development and Agricultural Credit -- PBDAC) were cited as alternatives.  The jury 
is still out in the evaluation team’s view regarding the validity and sources of future 
financial assistance to the Farmer Associations.  But suffice it to say that the Farmer 
Association leadership is acutely aware of and understands the loan process, and 
more transparency and flexibility in loan terms will be required to engage their future 
support. 
 
In no cases did the evaluation team 
learn that poorer and disadvantaged 
(marginalized) community members 
were deliberately denied assistance if 
the Farmer Association was able to 
provide it.  In fact, we found that in 
most cases the Farmer Association 
membership went out of its way to encourage these people to join the association 
and participate in the technical training provided through EL SHAMS project.  Also 
the inclusion of “marginalized” women in the Farmer Association membership has 
had a marked impact on their status in society and has given them a strong voice in 
the affairs which affect them.  Although an indirect impact of the project, it is apparent 
that women and their needs have been brought to the forefront for attention through 
the activities of EL SHAMS project. 
 
Regional Agribusiness Enterprises (RAEs) were also planned by project designers.  
To date, 6 of them have been legally registered by project partner Environmental 
Quality International (EQI) and do exist, at least on paper.  However, beyond just the 
formality of registration, no RAEs truly are in place in the evaluation team’s opinion.  
We believe that the RAEs were originally poorly conceived by the project designers 
and that partner EQI was not equipped to develop them (as was told to us by an EQI 

“There is no problem finding sources of 
finance for export agriculture.  The real 
problem is to convince those sources to 
give you the money.” 
Dr. Mohamed Gamal., Chairman, Assiut 
Businessmen Association, August 4, 2007) 
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staff member).  We do believe there is a place for such enterprises, and federations 
in the future, but they should be initiated and grow as a result of internal efforts of the 
Farmer Associations themselves, not be created in an independent manner in 
parallel to and separate from the Farmer Associations. 
 
There was some mention at the start of this evaluation exercise about problems of 
coordination with EL SHAMS’ partner organizations (Nile Valley Group, ACDI/VOCA, 
UC-Davis, Environmental Quality International (EQI) and Business Development 
Services/QED (BDS)).  Our investigations revealed that recipients of training from 
EQI believed that training to be too academic and inapplicable to their practical 
needs.  However, and much more importantly, by the time all the other partners’ 
services or training was scheduled and delivered to  the field at the Farmers 
Associations, the astute CARE/EL SHAMS regional staff had ensured that such final 
delivery to the recipients was done smoothly, on time and in the manner anticipated. 
 
 
CARE International Standards 
 
The evaluation team quickly learned from several association chairpersons at the 
very start of the field visits that they decided to proceed with Farmer Association 
formation based on first contact meetings with CARE staff who explained the 
philosophy of self-help and empowerment.  And 
from that point forward the CARE standards 
continued to serve as the underlying guiding 
principles for all linkages and relationships with the 
emerging Farmer Associations.  In fact, it is the 
standard of “self help” which has catalyzed the 
participating people of Upper Egypt to rally around 
themselves as the engine for development of high 
value crop export production.  Parallel to this 
development is the significant emergence of activities benefiting women and the 
community that were not entirely anticipated in EL SHAMS original design. 
 
We have concluded visits to 24 EL SHAMS Farmer Associations in all nine of the 
Governorates, interviewing over 400 FA board members and members of the general 
assemblies. This evaluation team can posit, without doubt, that CARE/Egypt and EL 
SHAMS have significantly raised the level of hope, aspirations and empowerment of 
thousands of people in Upper Egypt in full recognition and respect for the dignity of 
the poor people involved. 
 
We spent hours talking to farmers, many of whom were landless, to gain information 
about their incomes, employment and cropping patterns.  And we got some detailed 
information; most of the landless became involved with the Project simply by asking 
to join in the regularly scheduled technical and training sessions held for the Farmer 
Association members.  Such a predominate “spread effect” speaks highly of the 
CARE approach to training which favorably impacted on thousands of unanticipated 
beneficiaries. 
 
The evaluation team has listened to the strong and confident voices of over 150 
women respondents who regaled us with countless tales of empowerment and 
accomplishment describing their own efforts at raising household incomes through 
mushroom and small animal raising, among other economic activities. 
 

“The project helped farmers to 
learn not to wait for a chance, 
but to create the chance for 
themselves.”  
(General Director/Agriculture, Ali 
Ahmed Hilali, Qena Governorate, 
July 30, 2007) 
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“EL SHAMS should run a minimum of 10 
years. Right now we are still in the take off 
stages. The people need much more help 
in marketing and how to deal with the 
market infrastructure — especially the 
buyers/exporters.  We need more time to 
develop new networks among farmers and 
buyers to allow them time to learn.”  
(General Director/Agriculture, Ali Ahmed Helali, 
Qena Governorate, July 30, 2007) 

EL SHAMS has had a direct and lasting impact on influencing and changing 
government agriculture policy.  Mr. Fawzy Mahdy, General Manager for Agriculture, 
Luxor Governorate, obviously an EL SHAMS fan, placed the success of the radical 
Government policy changes away from traditional sugarcane and toward the new 
high value crops squarely on the broad back of the project.  It “linked 
exporters/buyers with farmers/producers, even from different governorates, for 
sharing marketing information…a new phenomenon.”  
 
There can be no better indicator of EL SHAMS sensitivity to accountability and 
responsibility than to highlight the exceptional and considerable skill which was 
directed toward establishment of self-governing and self-reliant Farmer Associations 
among the poorest and most marginalized people in Egypt.  As Dr. Ibrahim Siddik, 
one of our evaluators noted for us:  “Upper Egypt has 37% of the population where 
77% of the ‘poorest of the poor’ reside.” (Source: UNDP Egypt Human Development 
Report, 2005). 
 
The evaluation team believes firmly that the project designers did actively derive a 
project that, remarkably a short 4 years after its start, has achieved so much 
improvement in the incomes, jobs creation, lives and living conditions for the poorest 
people in Egypt.  That is, by its very success this project has proven the validity and 
comprehensive nature of its design, and those responsible for it should be heartily 
congratulated as should the implementers themselves. 
 
EL SHAMS has proven that small farmers, the landless and women can be risk 
takers if adequate information and “hands-on” knowledge is provided to them through 
technical assistance and training.  The careful structuring, coordination and linking by 
EL SHAMS of both organizational development and technical/marketing development 
techniques is certainly significant and deserves careful attention by donors.  We 
definitely urge CARE to use this project as developmental project boilerplate for 
increasing farmer incomes and rural employment wherever CARE feels that such 
project activities would be appropriate. 
 
Finally a word on Sustainability: The evaluation team heard during 5 separate 
interviews with Government 
officials, CARE staff and other 
professionals that the proportion of 
Farmer Associations likely to 
remain viable after the project ends 
is 60:40.  Of the 60%, respondents 
felt that at least half would flourish.  
The other half would eventually 
learn to pull themselves through, by 
conferring with other, stronger 
Farmer Associations to which they 
could turn to for advice.  Of the 
remaining 40%, most felt some would falter, while others would struggle by the 
bootstraps and somehow survive. The evaluation team agrees with these points of 
view.  EL SHAMS needs more time, simply, time to ensure the survivability of its 
Farmer Associations. 
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“El Shams has created ‘vibrant’ 
associations which are doing 
important work in helping 
farmers market their products.  
However, the project has run 
only four years and its activities 
should be extended.  I feel there 
should be more emphasis on 
marketing guidance in helping 
FA’s deal with exporters and 
domestic market channels.” 
(Dr. Millie Gadbois, USAID 
Agribusiness Officer, July 3, 2007) 

INTRODUCTION 
 
 
EL SHAMS Project has been a 4 year (as extended), $ 11.3 million effort designed to 
help the farmers of Upper Egypt increase incomes and employment by growing and 
marketing new high value export crops. Contributing to that effort has been a 
carefully planned combination of technical assistance, training and expert advice 
offered within two frameworks: capacity building and export marketing.  Project 
implementers scheduled, sequenced and presented this assistance in a balanced 
and meaningful way for maximum impact.  In fact, the project has exceeded its goals. 
 
Not only did the project contribute to export marketing objectives.  Organizational 
development packages of activities also benefited women participants, who derived 
considerable help to engage in the postharvesting of export crops and to start home-
based economic activities for raising household income — poultry and mushroom 
raising being two outstanding examples.  The landless and tenant farmers also 
derived benefits from the project.  Growing and exporting new crops is labor 
intensive.  Thousands of the unemployed and underemployed people were put to 
work. 
 
The evaluators visited 24 Farmer Associations in all 9 Governorates in Upper Egypt.  
No Association was the same as another, just as growing conditions in all 
governorates were different.  We saw both significant and subtle differences in 
initiatives and implementation of activities among them.  Technology was applied 
differently and marketing programs varied according to local requirements.  It was 
however, in the social and cultural realms that we were struck with the differences.  In 
the far South, women are much more enfranchised and play more significant roles in 
the company of their men.  In the “Middle” and “North” we often were told that 
including women was “not in the culture.”  We don’t criticize the project for not doing 
more --- it did what it could.  But, this is to remind us that the door to, as the women 
themselves put it, a “new world,” is open and they need continued assurance that it 
will not close. 
 
 
Historical Perspective 
 
EL SHAMS is the latest (hopefully not the last) in a sequence of projects emanating 
from the Agriculture Technology Utilization and Transfer (ATUT) and FarmLink 
projects which date from the early to mid 
1990’s.  Therefore when we speak of 
accomplishments or problems encountered, we 
ask all to remember that significant efforts 
preceded EL SHAMS which share in any 
achievements noted herein.  Of course we 
mean for this evaluation to stand on its own 
merit but we do ask the reader to keep in mind 
that successful project activities — and this is 
one of those --- rarely if ever, conform to any 
donor’s sense for the beginning and end of 
activities.  5 years is just not enough.  10 years 
is stretching toward a minimum.  And 15 -- 20 
years is more like the time required to lay a 
sustainable base under any donor-initiated 
activity either here in Egypt or elsewhere.  To jump to a conclusion point, we make 
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the case here, we believe, for more donor assistance, as several aspects of this 
project certainly should be preserved and replicated beginning immediately before 
the talented CARE staff and some highly trained Extension Agent staff leave for jobs 
elsewhere. 
 
After meeting and talking with over 400 rural Egyptian people whose commitment to 
this project is evident, the evaluators believe that America has made some true and 
lasting friends among them.  The Farmers Association members don’t view 
Americans as “donors.”  Based on personal experience in the Observational Study 
Tours in California, they use such words as “kind,” “friendly,” “open” and even 
“punctual.”  As we saw the clasping hands of the USAID logo on the Association 
documents, we were many times struck with the meaning behind that symbol 
reflected in the enthusiasm of the respondents and how well this project represents 
this “gift from the American people.” 
 
A word to the reader about The Care 
International Standards Chapter. The 
evaluators understood from the outset 
that this section of the report might be 
read separately by some readers. In 
order then for this section to make 
sense to those individuals, we had to 
repeat some of the findings and material 
from the Marketing and Organizational 
Development chapters. Therefore we 
beg the indulgence of those who will 
read the entire document --- you will find 
some of the material repetitive. 
 
Some repetition will also be noticed between the marketing and organizational 
development sections in, notably, training, marketing contracts and regional 
agribusiness enterprises since we are reporting on them from the two separate 
vantage points. 

“Chairman, commenting on his trip to 
the States and how he now views 
Americans: 
“I now understand Americans a lot 
better.   Previously, I thought that all 
Americans were very aggressive, cold-
hearted and were attacking each other.  
However, I found the Americans I met 
to be friendly, open, practical and oh, so 
punctual on time.” 
(Chairman Mohamed Zaher Taha, Farming Assn 
Danfieek, Qena, July 29, 2007) 
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FINDINGS, RECOMMENDATIONS & LESSONS LEARNED 
 
 
Principal Findings and Recommendations 
 
EL SHAMS Project Evaluation team spent nearly 4 weeks in Upper Egypt meeting 
with over 400 members of 24 EL SHAMS Farmer Associations as well as numerous 
government officials, project partners, buyers/exporters, suppliers and CARE/EL 
SHAMS regional staff.  The principal findings of the evaluation mission were the 
following: 
 

� the basic assumption of Upper Egypt farmers’ innovativeness and 
competitiveness upon which EL SHAMS Project was based was confirmed; 

� EL SHAMS has proven that small farmers can be risk takers if adequate 
information and “hands-on” knowledge of new cropping practices is provided 
to them; 

� the project has maintained a demand-driven strategy which worked; 
� the appropriateness of the link between organizational development and 

marketing technology as an effective, vital tool for capacity building and 
delivery of technical assistance was confirmed; 

� the project has recruited, trained and maintained a highly capable and 
motivated field staff; 

� the project has created an excellent platform on which future programs to 
assist Upper Egypt farmers to improve their livelihoods and expand their 
economic horizons be built; 

� association members have successfully applied EL SHAMS capacity building 
and marketing training to non-horticulture production/marketing activities 
including duck and chicken raising, goat raising, mushroom production and 
food processing/canning, among other activities; 

� Farmer Associations, despite being legally registered as non-profit 
organizations, are using proven business practices to expand marketing 
operations, recruit and serve more members better while contributing 
resources to meet community needs; 

� the basic principles of the CARE International Standards and CARE Egypt’s 
Mission have for the most part been substantially observed in the 
implementation of the project, featuring the basic principles of self-help and 
empowerment; 

� EL SHAMS Project has had a direct and lasting impact on influencing and 
changing government agriculture policy of Upper Egypt; 

� although not a direct objective of the project, women and the landless have 
been enfranchised and incorporated into the key activities of EL SHAMS; 

� not all positive responses by the people of Upper Egypt to the EL SHAMS 
innovations can be traced only to economic interests — motivations also 
arose from the culture which values help to the poor and landless and the sick 
and widowed people of Upper Egypt which the project indirectly promoted; 

� women of Upper Egypt have started to experience opportunities as they put it, 
“to get out of the box” by being more mobile, independent, exhibit more 
confidence, collaborate to request and demand changes both in and out of 
their community. 
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Best Practices 
 
The evaluation team was able to identify a number of “best practices” developed in 
the course of the EL SHAMS project.  It is recommended that all subsequent 
agribusiness project designers in Upper Egypt keep in mind these “best practices” as 
follows: 
 

� the principle of cost-sharing/self-help was clearly established at the outset of 
the project and remained as the foundation for all subsequent activities—
Farmers Associations are voluntary, member-based and service-oriented; 

� facilitation, arbitration and advocacy activities by CARE’s capable staff form 
the core of capacity building and technical assistance absorptive capacity and 
achievement in EL SHAMS project; 

� linking farmers and exporters through establishing relationships among them 
was based on the development of common economic interests; 

� transferring technologies that have direct value to users - harvest/post harvest 
techniques, pesticide use, setting of quality standards are crucial to creating a 
feeling of ownership; 

� access to information on markets and new production technologies is an 
important aspect of empowering farmers to develop economic relationships 
with buyers, input providers and the wider market; 

� the project developed and maintained a business approach that was in large 
part transmitted to its partners and beneficiaries alike. 

 
 
Lessons Learned 
 
A number of “lessons learned” emerged from EL SHAMS implementation experience 
which will be useful in guiding the development of future projects: 
 

� efforts need to be made to join capacity building, technology transfer and 
technical assistance in both directions of the value chain from upstream 
(suppliers) to downstream (buyers/exporters); 

� information on markets, prices, new technology and new practices emerged 
as a critical success factor for the project; 

� farmers and their association leadership need to continue to emphasize the 
importance of improvements in post harvest and export infrastructure in order 
to consolidate the gains made to date; 

� diversification and risk management remain vital elements that farmers look to 
for alleviating the constraints under which they operate; 

� the existence of Farmers Associations was confirmed as the best vehicle for 
the provision of technical and marketing assistance to farmers; 

� Farmer Associations are key elements in attracting and maintaining the 
interest of private sector partners to work with farmers in Upper Egypt; 

� the two key elements in the development of an effective and efficient high 
value crop export program are the production of a quality product and creation 
of an atmosphere of trust among the partners in the value/marketing chain, 

� women in Upper Egypt are ready and willing to play increasingly important 
economic roles in increasing their family incomes through small projects; 

� women will also play increasingly important roles in harvest/post harvest 
activities to ensure that quality products are available for the 
buyers/exporters. 
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Marketing & Technology Development Achievements 
and Problems Encountered 

 
 
The marketing activities of EL SHAMS Project are the most accurate gauge of the 
success of this activity.  The overriding objective of the project was to prove that 
small farmers in Upper Egypt are able to produce high value crops and sell them on 
the international market.  Over the life of EL SHAMS Project activity, more than $ 13 
million worth of high-value agricultural products were sold for export to Europe, the 
Arabian Gulf and other areas.  In terms of the value of exports alone, an enormous 
amount of cash was injected into the economy of Upper Egypt.  Moreover, the 
evaluation team has confirmed that the receipts from export activities have been 
spread throughout the nine governorates and hundreds of villages involved in EL 
SHAMS Project activity in the form of increased incomes, investment, job creation, 
enhanced livelihoods, greater overall agricultural productivity and higher levels of 
consumption. 
 
 
Results 
 
EL SHAMS attained or surpassed nearly all of the targets set at the start of the 
project.  The results in the marketing component can only be described as 
spectacular. More than 12,000 farmers and their families participated in EL SHAMS 
Project, which generated nearly $ 30 million through diversified marketing activities in 
both export and local markets.  The table below summarizes these financial 
achievements. 
 

Table # 2 
Receipts from High-Value-Crop Production (‘000 LE) 

(Mar. 2004 – Jul. 2007) 
Region Exports Local Market Processors Total Region 

Qena 13,335 38,540 2480 54,355 
Assiut 14,975 27,700 1650 44,325 
Beni Suef 47,050 10,990 4780 62,820 
Total  75,360 77,230 8910 161,500 
Total (‘000 USD) 13,460 13,790 1590 28,840 
Source: EL SHAMS Project Monitoring and Evaluation data. 
 
While the principal objective of the project was to introduce the cultivation of high 
value crops for export, the table above shows that experience with export markets 
has also made FAs and individual farmers savvier in local marketing.  They were able 
to switch quickly to local market sales to mitigate problems that arose with certain 
export products like green beans.  Moreover, local market buyers and processors 
have demonstrated that there is clearly a market for high quality produce 
domestically.  Many of the farmers we spoke to said they had become more 
professional.  This is clearly the case, as farmers were able to exploit economies of 
scale and quality criteria learned from export production to leverage their position in 
the local market. 
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Linking Farmers to Markets 
 
FAs have proven to be an appropriate institutional platform for small farmers to 
organize themselves in order to access agribusiness support services.  Exporters 
unanimously agree that they would not be able to buy high value crops from Upper 
Egypt in the absence of the Associations.  The associations provide the essential 
economies of scale that buyers are looking for, as well as a single interlocutor for 
negotiations on prices, quality and quantities. 
 
Planning is crucial for export production.  Local markets serve as a reservoir for 
unsold export product – a kind of safety net.  Farmers understand this and organize 
their production accordingly.  The integration of forward contracts into farmers’ 
marketing planning was one of the most successful techniques promulgated by EL 
SHAMS Project.  In fact, both buyers (exporters) and sellers (farmer/producers) 
viewed contracts as essential.  The contract is the basic document that identifies the 
mutual interests of the two parties, as well as laying out unequivocally the 
parameters of production and purchase.  Over 860 contracts have been concluded 
thus far, of which 61% are for repeat business.  72% of EL SHAMS farmers growing 
high value crops did so under forward contracts. 
 
5-6 years ago, timing and disease problems with green beans in Ismailia and Lower 
Egypt caused many exporters to be interested in trying the crop in Upper Egypt.  
However, they had difficulty approaching farmers there because of the differences in 
production systems between Lower and Upper Egypt.  Upper Egypt farmers were not 
export oriented, and sugar cane dominated the production system from Sohag south 
to Aswan.  The mutual distrust on the part of both producers and buyers also made 
introducing high-value crops challenging for any single enterprise.  EL SHAMS 
served as the vehicle to get the sides together.  The combination of organizational 
development/capacity building and technical assistance provided by EL SHAMS was 
crucial in this process, as it served as a link for both market and technical 
information. 
 
EL SHAMS linkage methodology provides an ideal synergy of technical assistance 
and organizational development that is crucial to building the confidence of producers 
and lessening the mutual suspicion between buyer and seller.  The evaluation team 
met with a cross-section of buyers and exporters working with EL SHAMS. Most 
buyers we spoke with are very happy with the quality of products produced by 
farmers in Upper Egypt.  Most farmers are equally happy to be able to access new 
production technologies and markets. 
 
 
Access to Market Information 
 
Linking farmers to private sector know-how and resources has been fundamental in 
helping farmers to better understand the risks of production of high value crops.  The 
computers and communication equipment and the monitoring and evaluation system 
installed at each FA allow them to track prices, communicate swiftly with one another 
as well as with buyers and organize production.  The installation of this system under 
the tutelage of EL SHAMS has been an excellent innovation. 
 
Not surprisingly, when they understand the risks, farmers have proven capable of 
managing them.  As in the case of herbs and spices, exporters have an interest in 
passing on to farmers the knowledge of import standards in Europe and the US in 
order to promote the production of quality products which have high value and 
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Hag Gamal, one of the senior farmers 
in the Beit Khallaf Farmers Association, 
is not only the driving force behind the 
new EurepGAP certified Farmer 
Service Center they are completing 
there.  He is also a passionate 
researcher.  He plants field trials of 
new varieties he collects from research 
institutions and exporters every year. 
 
Hag Gamal also led the lobbying effort 
by the Beit Khallaf Farmers Association 
to get the governor to approve an 
access road and electricity line to the 
new lands.  A paved road and electric 
lines now lead to the new farm service 
center the FA has constructed there 
using their own funds.  The Blue Skies 
Company assisted the FA to get 
EurepGAP certification for the facility. 

 
Hag Gamal, one of many farmers in Upper 
Egypt who has benefited from working with EL 
SHAMS 

demand there.  While it cannot be said that farmers and exporters have formed a true 
partnership, at least a more transparent passage of information allows them to 
understand the issues and recognize where their mutual interests merge.  Moreover, 
the increase in repeat contracts indicates that buyer and producer confidence in one 
another is definitely on the rise. 
 
Many companies working with EL SHAMS FAs have made efforts to keep producer 
loyalty – and maintain market share.  When freight rates on green bean exports rose 
and exporters failed to buy as much as expected during the 2005 season, El Nada 
Company still paid the contracted price.  They have also paid a premium above the 
contract price when prices rose.  At the 
end of last year’s grape season, they 
invited farmers from EL SHAMS 
Associations working with them to visit 
their processing facility.  They also 
assisted some of the smaller FAs in 
Aswan by donating furnishings for the 
FA offices.  Mr. Tarek, the Manager of 
El Nada also serves a 
mediator/arbitrator in disputes between 
buyers and FAs in other regions. 
 
The comparative advantage of EL 
SHAMS process is that it is demand-
driven.  Exporters are responding to the 
demands of the international market.  
Farmer Associations are responding to 
the demands of exporters.  Researchers 
and Subject Matter Specialists are 
responding to the demands of farmers.  
And EL SHAMS project has served as 
the essential focal point and catalyst in 
this process.  This dynamic is only 
possible; however, if there is value 
produced in return for the demand.  It is 
clear from what we have seen in the 
field that the technologies, training and 
information provided by EL SHAMS 
have real value.  However, it is too early 
to say definitively that the beneficiaries 
of these technologies and information – 
farmers, exporters, agricultural 
researchers, agribusinesses, etc. – are 
ready or able to pay for them. 
 
One of the exporters working with EL 
SHAMS, Ashraf Abdul Hakim of the ISIS 
Company, stated the problem 
succinctly: “It is difficult for any company 
to invest in changing peoples minds.” 
Another exporter, Ms. Mona Bishara, 
General Manager of El Mona, 
commenting on the value of the Overseas Study Tours sponsored by EL SHAMS, 
said that in the future she would be willing to pay her own way just to be included in 
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these types of tours.  Another exporter, Mr. Nasr of the El Baraka Company in 
Ismailia actually did spend his own money to travel independently to the EU trade 
shows after having been on an El SHAMS study tour to the EU. 
 
Neither Farmer Associations nor their private sector partners can afford to provide 
the services done by EL SHAMS, yet these are crucial to the process.  Though most 
will be sustainable after EL SHAMS, support is still needed for the process.  In this 
context, the main question for the future is who, or what will provide the services 
farmers and their associations require after the departure of EL SHAMS. 
 
It is important to remember that capacity building is more than just training.  Training 
of Government Extension Agents to become highly skilled Horticulture Extension 
Agents is an example of how the linkage methodology employed by EL SHAMS can 
effect institutional change in the delivery of technical assistance through providing 
extension workers with a stake in the outcome of the services they deliver. 
 
With the termination of EL SHAMS assistance imminent, a way must be found to 
preserve and utilize the body of competencies developed under EL SHAMS.  The 
most distressing conundrum in the termination of EL SHAMS Project is that of the 
loss or, at the very least, dispersion of the enormous base of knowledge and 
experience represented by the CARE field staff.  Departure of EL SHAMS will cause 
uncertainty, because it serves as the principal intermediary between the private 
sector and linkages will be broken and these will take time to rebuild. 
 
 
Transfer of Technology 
 
Upper Egypt farmers have proven capable of absorbing complex technical issues 
and integrating them into their production system.  When asked what was the most 
valuable marketing tool they gained from EL SHAMS, most FA members cited the 
training in cultural practices for cultivation of export crops.  Developing relationships 
with subject matter specialists and researchers was the second most important.  
Training and advice from subject matter specialists helped farmers to resolve 
persistent problems like soil acidification (a move away from urea based fertilizers), 
water use (increased use of drip irrigation) and pesticide residues (integrated pest 
management).  A number of times during the evaluation team field visits, farmers 
declared proudly that they had become more professional in both their production 
and marketing through the training and technical assistance offered by EL SHAMS. 
 
Enhanced access to markets, technology and information has been a key element in 
the success of EL SHAMS.  EL SHAMS serves as a catalyst.  Its extension work 
complements that of other organizations.  More importantly, it helps create the 
linkages among government, the private sector and farmer organizations that are 
crucial to market development and enhanced productivity.  The linkage methodology 
–  development of relationships among producers, researchers, government and the 
private sector – is at the core of this process, and the FAs are the vehicle through 
which it operates. 
 
Farmer Associations consolidate resources and efforts of scattered farmers, 
permitting them to act and react to the exigencies of the market.  Farmers in Upper 
Egypt have become more market oriented and price responsive as a result.  EL 
SHAMS farmers have shown that they are capable of recording and analyzing the 
costs of producing high value crops.  This has led to significant changes in the 
cropping pattern, and to some interesting indirect impacts of EL SHAMS.  The 
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experience gained from export production has spilled over into other aspects of the 
production system.  Wheat is now planted after green beans, and benefits from the 
residual fertilization.  In individual interviews with the evaluation team, farmers told us 
that wheat yields have risen along with those of other traditional crops like barsseem 
(clover), corn and beans. 
 
More high-value products from Upper Egypt are now sold on the local market.  
Indeed, according to FA and government officials with whom the evaluation team 
met, cropping of high value crops outside of FAs has also increased.  This is good for 
the farmers of Upper Egypt, it is good for the marketing professionals and it is a 
positive development for Egyptian consumers. 
 
The use of Subject Matter Specialists by EL SHAMS to provide technical advice 
directly to farmers was almost unanimously cited by associations and individual 
farmers as one of the most productive innovations brought by EL SHAMS.  The idea 
of linking farmers’ practical knowledge with agricultural research and information is 
not new.  It is the routine practice of it that has brought real results.  As one farmer 
proudly declared galabias (farmers robe) are now welcome in Egyptian universities. 
 
 
Farm-level Allocation of Resources to High 
Value Crop Production 
 
The evaluation team conducted a series of 
interviews of individual producers to try to 
estimate the effect of project interventions at 
the farm level.  Farmers were asked about their 
situation before, and after EL SHAMS Project.  
Farm size for FA members working with the 
project increased about 34% over the life of the 
project.  The increase was due in approximately equal measure to buying and to 
renting more land, as the following table shows. 
 

Table # 3 
Change in Average Farm Size During EL SHAMS Project 

Type Farm Size Before EL SHAMS 
(Fed.) 

Farm Size After EL SHAMS (Fed.) 

Region Beni Suef Assiut Qena Project Beni Suef Assiut Qena Project 
Owned 3.1 3.0 2.5 2.95 3.4 3.95 3.2 3.6 
Rented 0.5 1.0 1.3 1.0 1.2 1.2 2.9 1.7 
Total 3.6 4.0 3.8 3.95 4.6 5.15 6.1 5.3 
Source: individual farmer interviews with the evaluation team. 
 
However, the increase in farm size was not due solely to the addition of high-value-
crop production.  The amount of land allocated to all crops except sugar and cotton 
increased as well.  The increase in farm size, along with diversification toward high 
value, marketable crops is a good indicator that farmers are indeed becoming more 
professional.  Small farms in Upper Egypt are being operated like businesses, and 
not as subsistence agriculture. 
 
All members benefited from Farmers Associations, and about 70% produced high 
value crops.  At least 8500 farmers produced these high value crops in one or more 
years of the project.  Although there were slight differences from one region to the 
next, Table # 4 shows that each farmer cultivated approximately one feddan of high 

“EL SHAMS provides more help 
to the Governorate’s small 
farmers through its 13 FA’s than 
all 280 of the Government 
Cooperatives put together. 
“(Under Secretary Abu El Kassem, 
Ministry of Agriculture-Sohag, August 1, 
2007) 
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value crops in any given year.  More importantly, the FAs consolidated land 
cultivated for these crops into large, contiguous blocs.  The FAs also worked with 
buyers to manage the harvesting, sorting and grading of their produce.  Development 
of these economies of scale was crucial in attracting the interest of exporters. 
 

Table # 4 
Land Allocated to High-Value-Crops 

(Average # Feddan/year) 
Region Qena Assiut Beni Suef Total 

# Farmers 2650 2250 3600 8500 
Feddans Cropped/yr 3150 2360 3020 8530 
O/w Rented Land 300 200 300 800 
Field Size/Producer 1.2 1.05 0.85 1.0 
Source: EL SHAMS Project Monitoring and Evaluation data. 
 
We were also able to conclude that the training and technical assistance FAs 
received from EL SHAMS had an impact on the productivity of individual farm 
enterprises participating in the project.  Yields per feddan of all major crops increased 
as the following table shows. 
 

Table # 5 
Changes in Yield/Feddan by Region During EL SHAMS Project By Region 

 Beni Suef Assiut Qena 
Crop Unit Before EL 

SHAMS 
After EL 
SHAMS 

Before After Before After 

Wheat Ardab 17.9 20.4 18.3 19.9 12.4 15.8 
Maize Ardab 15.7 19.8 18.3 20.7 10.0 16.5 
Sorghum Ardab 11.9 12 12.8 13.5 8.6 11.7 
Tomato T 17.9 21.9 30 40 ND ND 
Potato T 9.4 12.3 9 10 ND ND 
Sugar T     44.2 49.1 
Source: Individual farmer interviews with the evaluation team. 
 
As noted above, in the case of wheat, some of this increase has come from new 
cropping techniques.  The general improvement in cultural practices that has 
accompanied the adoption of high value crop technologies has also been applied to 
other crops. 
 
Some of the effects of the introduction of high value horticultural crops to Upper 
Egypt have been serendipitous.  In Aswan Governorate, EL SHAMS introduced the 
idea of intercropping tomatoes and green beans in cane fields during the period 
when cane is newly planted.  In one FA that we visited, farmers said that the income 
earned from this innovation far exceeds the revenues derived from sugarcane 
production.  And, since it is an intercropping technique, productivity rose and none of 
the income from sugar was lost.  Analysis of the results of interviews with individual 
producers carried out by the evaluation team clearly show that area cultivated and 
production of traditional food crops like wheat, corn and rice have actually increased 
among farmers who are producing horticulture crops for export. 
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Impact on Farmer Incomes 
 
As outlined above, the introduction of production of High-Value-Crops has had a 
significant impact on the economy of Upper Egypt.  The evaluation team carried out a 
series of individual interviews with farmer-members of FAs to assess the scope of 
these impacts.  Sixty-nine individuals were interviewed from 24 Associations in all 
nine governorates where EL SHAMS operates.   
 
The information gathered from these interviews serves to verify and complete the 
data produced by EL SHAMS Monitoring, Evaluation and Reporting Unit.  It has been 
used where appropriate to support the conclusions of this report.  The following 
tables summarize the data concerning farm labor allocation and costs of production.  
These costs differ slightly from those calculated for EL SHAMS base-line survey.  
The labor requirements per crop in that survey were figured for a traditional cropping 
system.  Moreover, they seem to us to have been underestimated.  Using the 
information provided by our interlocutors, we were able to recalculate the labor 
requirements for some of the principal high value crops grown by FAs cooperating 
with EL SHAMS. 
 

Table # 6 
Labor Use  

(Figures in Person-days/Feddan) 

Item 
Sugar 
Cane 

Green 
Beans 

Cantaloupe Tomato 

Manuring 0 4 6 6 
Irrigation pipe (Drip) 0 0 6 6 
Land Preparation 12 18 12 10 
Plastic sheeting 0 0 2 0 
Planting 10 6 5 15 
Fertilization 6 6 12 12 
Irrigation 16 6 3 3 
Pest Control 0 12 33 20 
Harvesting 20 100 55 120 
Sorting & Grading 0 50 24 25 
Packing 0 4 8 4 

Total 64 206 166 221 
Portion of total represented by 
Hired labor 

NA 80 35 90 

Source: Extrapolations based on data from individual interviews. 
 
It is apparent from this table that raising high value crops requires considerably more 
labor than the traditional cash crops like sugar and cotton. Growing green beans and 
tomato uses over 3 times the labor and cantaloupe over 2 times the labor of 
sugarcane. 
 
We then used a farm budget approach to calculate the costs of production, including 
relative quantities of hired labor used for the principal crops grown by EL SHAMS 
supported FAs in Upper Egypt.  The main difference between these costs and those 
developed in the base-line survey documents is that we have updated labor costs 
and added a financial cost element to allow for the increased factor productivity from 
producing high value crops.  For instance, growing sugarcane ties up land for a year 
or more before the crop can be marketed.  Compared to high value crops like green 
beans or tomatoes, which can be delivered to the market in three-to-four months, the 
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opportunity cost of land used for cane is considerable.  This is reflected in the 
relatively higher financial cost for this crop. 
 

Table # 7 
Comparative Crop Budgets (Cost of Production) 

1 Feddan 
(Figures in LE unless otherwise indicated) 

Item Sugar Cane Green Beans Cantaloupe Tomato 
Manuring 0 80 80 80 
Irrigation Pipe (Drip) 0 0 1000 1000 
  - Installation Pipe 0 0 70 70 
Land Preparation 300 350 500 500 
Plastic Sheeting 0 0 150 150 
Seeds 70 300 500 300 
Planting 100 60 50 200 
Fertilizer 360 160 250 250 
Water 200 100 100 100 
Pest Control 45 200 400 200 
Harvest 500 1000 1000 2200 
Transport 500 300 500 800 
Sorting and Grading 0 500 400 1000 
Packing 0 50 100 800 
Sub-Total 2075 3100 5100 7650 
Financial Costs/Rent 800 400 600 750 

Total Costs 2875 3500 5700 8400 
   - o/w Hired Labor NA 1150 600 1600 
Production (T) 15 6 15 30 

Total Revenue 5500 7500 15000 20000 
   - o/w Exports NA 3400 7500 250 

Margin/Fed. 2625 4000 9300 11600 
     
Source: Extrapolations based on data from individual interviews 
 

This analysis indicates that farmers clearly see high value crops as a way to 
significantly increase their income per feddan.  The returns to cultivating green beans 
are 50% higher than sugarcane, and those of cantaloupe and tomato are 3 to 4 times 
larger.  When combined with innovative new technologies like intercropping green 
beans with sugarcane and following green beans with wheat in the winter growing 
season, the productivity of these high value crops is enhanced even more.  As we 
will see below, farmers have shown that they are ready to hire the supplemental 
labor necessary to produce these crops. 

 
The following table gives a breakdown of how households actually used the 
increased income they derived from marketing export crops.  We did not ask how 
much was spent on each category, just on what the revenues were spent.  Not 
surprisingly, most said the increased income was spent on family consumption.  
However, the frequency of responses indicating expenditures on agricultural 
production, land purchases and rental indicates that farmers working with EL SHAMS 
are devoting more of their income to investment in productive resources.  This 
confirms our observation that EL SHAMS farmers increasingly view farming as an 
enterprise.  It may be assumed that this increased spending undoubtedly had a 
significant multiplier effect in turn on local economies. 
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Table # 8 

EL SHAMS Project 
Utilization of Incomes Derived from High-Value Agriculture Production (%) 

Source: individual farmer interviews with the evaluation team. 
 
 
Employment Creation 
 
Job creation and incomes from agricultural labor related to marketing of high value 
crops have been significant in EL SHAMS.  Interviews with farmers and marketing 
committees have confirmed that each feddan of high value crops produced requires 
+/- 100 person-days of hired labor during the export production season.  This labor 
force is paid at a rate of between LE 10 and LE 25 per day (compared to the LE 8 per 
day that prevailed previously).  We estimate that at least $ 7 million was paid in 
wages for seasonal labor for production of high value crops over the life of the 
project. 
 

Table # 9 
Income Generation from High Value Crop Production 

Estimated Amounts Paid for Hired Labor in EL SHAMS Project/year 

Crop 
Area 

Cultivated 
(Feddan) 

Person-Day 
/Feddan 

Hired Labor 
Cost 

(LE/Feddan) 
Wages Paid 

LE                        $ 

Green 
Beans 

1744 80 1150 2,005,600 352,000 

Cantaloupe 392 35 600 235,200 41,000 
Tomato 1483 90 1600 2,372,800 416,000 
Onion 3158 60 950 3,025,750 530,000 
Grapes 445 100 2400 1,068,000 187,000 
Aromatics 1304 96 1450 1,890,800 332,000 
Total 8526   10,598,150 1,858,000 
Source: extrapolated from EL SHAMS Monitoring and Evaluation data. 
 
Farmer Associations have invested in their own human capital.  Many young women 
have been trained by FAs in harvesting, sorting and grading techniques for export 
crops.  This affords them increased income opportunities.  In several areas, young 
women have formed their own harvesting crews and contract as a group.  One 
enterprising young woman in Shoronia (Sohag Governorate), after receiving harvest 
and post-harvest training from EL SHAMS, raised green beans on her own half-
feddan of land and harvested green beans on other farms with a group of her friends 
that she had trained in turn.  She used the receipts to pay off her debts and start a 
savings account. 
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In some areas (notably south of Sohag), 
labor shortages actually occur during 
the export crop production season (from 
September to March).  Ironically, this 
new rural labor market has produced 
some unanticipated effects.  Farmers in 
Beit Khallaf (Sohag) told us that 2000 – 
3000 migrant laborers are needed during this period.  Migrant labor contractors are 
paid 1 LE per head for supplying labor during the harvest period. 
 
Farmer Associations’ impact on livelihoods is not limited to incomes and employment 
creation.  The Farmer Association has also proven to be a vehicle for opening up 
other opportunities for community and economic development by virtue of its ability to 
serve as an interface with the government, private sector, donors and other NGOs.  
Many of EL SHAMS Associations are using their newly-acquired grant writing skills to 
access grants, equipment and other financial services from a number of other 
organizations besides CARE.  Indeed, as the Director General of the Aswan Ministry 
of Social Solidarity attests, the unique aspect of EL SHAMS is that it provides value 
with training -- connecting small farmers to global markets has been a breakthrough 
– for all of Upper Egypt. 
 
 
Rural Enterprise Development 
 
One of the components of EL SHAMS Project was the creation of a number of so-
called Regional Agribusiness Enterprises.  The attempt to create these entities 
separate from the Farmer Association and outside of the Linkage process was a 
mistake.  With one exception, the six Rural Agribusiness Enterprises (RAEs) created 
so far are merely Farmer Associations that have had their statutory registration 
modified from that of Association to NGO or Productive Association.  As far as we 
can determine, the operational difference between the RAEs and Farmer 
Associations is nonexistent. 
 
The majority of the Farmer Associations we encountered have developed elements 
of agribusiness within their own operations.  Some buy produce from other Farmer 
Associations and individual producers for sale to exporters.  Some have diversified 
into value-added activities in the production and marketing of specialty items like 
mushrooms, herbs and spices.  Others provide extension and production support 
services to producers outside the Farmer Association.  Basically, the Farmer 
Associations are acting as agribusinesses, and some are evolving into real, 
diversified rural agribusiness enterprises. 
 
 
Financial Services 
 
Many association members are looking to access financial services through a variety 
of programs and projects working in the area.  The Social Fund for Development, the 
Principal Bank for Development and Agricultural Credit (PBDAC), other donor 
programs and advances and credits from private sector buyers and exporters.  While 
some of these offer farmers access to financial services that have more favorable 
interest rates than the ASBA managed loans, (i.e. a subsidized interest rate of 7% for 
loans provided by the PBDAC) the administration of the loans is cumbersome and 
disbursement is often very slow. 
 

“El Shams has created many new jobs.  
Aswan has a critical need to help our 
laborers find work.  Horticulture is very 
labor-intensive”  
(Under Secretary Ahmed Abdel Aziz, Ministry of 
Social Solidarity, Aswan, July 15, 2007) 
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“El Shams made us smart.  We know 
how to contact the agriculture 
research centers and other 
government sources to help us---no 
exporter can cheat us because we 
can check prices on the internet to 
get info prior to making an 
agreement”. 
(Chairman Ahmed, Farming Assn Aqwaz,-
Giza August 16, 2007) 

The AERI Business Development Services component has also been working with 
EL SHAMS to place agricultural production loans.  The program is implemented 
through the Assiut Businessmen’s Association (ASBA).  It provides short-term 
production credits at a nominal interest rate of 15% per year.  To date roughly 2 
million LE have been loaned to 420 farmers in EL SHAMS supported Farmer 
Associations.  In fact, the Director General of ASBA told us that Farmer Association 
members are the ideal client for his loan product.  Associations have signed 
contracts for delivery of a specific quantity of high value crops.  More importantly, 
each grower/member in turn has a contract with the association to provide his share 
of the overall quantity.  This individual contract provides the essential element that 
makes ASBA’s program work – the collateral. 
 
The Associations the evaluation team met with gave this program mixed reviews.  
Farmers in Aswan and Qena were satisfied to be able to access funds for production 
credits relatively quickly, but those in Assiut were somewhat skeptical about the 
repayment conditions – all interest is paid at the beginning, deducted from the 
principal. 
 
As they have matured, FAs have begun to look for ways of capturing more of the 
value-added of the products they produce.  A number of FAs have developed plans 
for the creation of processing infrastructures.  The Smallholder Matching Grants Unit 
(SMGU) has done an admirable job of assisting them in these efforts.  24 grants 
have been approved for equipment ranging from refrigerated pick-ups to post harvest 
processing centers.  Tenders have been awarded or are in process for 17 of these 
grants.  A six-month no-cost extension has also been approved by USAID to 
continue the activities of the SMGU during the installation and start-up of these 
infrastructure projects. 
 
With the termination of EL SHAMS in September 2007, and subsequently of SMGU 
in March 2008, the Farmers Associations will obviously be left to manage their 
infrastructures without the mentoring assistance these entities formerly supplied.  
Moreover, from a purely economic standpoint, it is always preferable to fund social 
infrastructures like offices, promotional materials, etc. with grants.  Productive 
infrastructures like most of those being funded by the SMGU are better financed 
through an enterprise’s own resources or a conventional bank loan.  Under the 
circumstances, the SMGU is doing the best it possibly can, and the evaluation team 
has every confidence that the marketing infrastructures now being put in place will 
serve well the Farmer Associations. 
 
 
Sustainability 
 
The observations of this evaluation team 
are that, even as EL SHAMS ends, the 
majority of the Farmer Associations 
developed as a result of its actions will 
survive.  We estimate that at least 60% of 
the Farmer Associations are currently 
sustainable for the long term.  Of that, 
approximately half have an excellent 
prospect to thrive and become true rural 
agribusiness enterprises on their own. 
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Farmers in Upper Egypt have proven that they can produce high quality and high 

value crops that are competitive on the global market 

The prospects for the other 40% are by no means bleak.  Some will obviously 
disappear over time.  However, some will continue to function primarily as social or 
community based organizations.  In a real sense, and largely as a result of EL 
SHAMS interventions, there is a palpable feel that the attitude of small farmers in 
Upper Egypt has changed, not only toward raising high value horticulture crops for 
export, but toward their vision of their place in the world. 
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“EL SHAMS helped MALR and MSS 
learn how to focus activities and link 
them together to help solve 
commonly shared agriculture sector 
problems and to coordinate 
activities — to work together to get 
better understanding of problems 
faced by small farmers, a very 
valuable contribution.” 
(Kamal El Sheikh, Retired Under Secretary 
for Agriculture, Qena, July 28, 2007) 

Organizational Development Achievements 
Problems Encountered 

 
 
The organizational development portion of this report focuses on effectiveness of EL 
SHAMS approach to get horticultural oriented new Farmer Associations formed or 
former Ag Reform Farmer Associations strengthened; women’s role, contribution and 
participation; sustainability after EL SHAMS leaves, institutional linkages and 
relationships made and policy reform actions taken.  The effectiveness of specialty 
horticultural extension agents trained at University of California, Davis and elsewhere 
increased marketing knowledge and practical skills of small farmers, academics, 
students, private horticultural extension agents, exporters and agriculture related 
government agencies about new crops, cultivation, and demand driven marketing 
practices.  Overall, the evaluation team notes that the original objectives set for these 
activities have largely been met.  But there remain some actions to be taken to 
ensure sustainability is assured. 
 
Note: we ask the reader to understand that these Farmer Associations, for the most 
part, remain in infancy at this point.  Our analysis below is not meant to be harsh; 
rather we hope to be able to provide a guide to future actions needed to help ensure 
long-term financial and operational sustainability for the Farmer Associations and 
should be read from that perspective.  
 
 
Growth in Membership 
 
Base line membership with 24 
Associations in September 2003 was 
2,212.  Membership in the 78 
Associations in April 2005 increased to 
5,772 total (4558 men and 1214 women) 
and again increased to 12,674 (9730 men 
and 2944 women) with 103 Associations 
by June 2007.  The percentage of women 
increased from 21% in April 2005 to 23% 
in June 2007. Increased total membership 
indicates that the Associations are 
effectively promoting and delivering services to meet member needs and encourage 
others to join.  The number of members resigning or reducing their volunteering and 
other contributions appears to be very low. 
 
Many persons want to join a Farmer Association but most Associations have criteria 
to limit membership to those that will be active and desired members.  These criteria 
can also be used to keep potentially active members, such as women at the El Biho 
Farmer Association in El Minya from joining. Criteria for women at this Association 
was that “they should have good skills, life experience, and be a high school 
graduate” to join.  No answer was given when asked if men had to meet the same 
criteria. 
 
At least 2/3 of the interviewed Farmer Associations are processing applications as 
soon as possible for persons wanting to join. This is a good sign for Farmer 
Association growth. Increased membership can generate more member volunteers to 
help with planning and delivering services. However, increased membership can’t be 
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depended upon to adequately support the time, skills and effort to serve additional 
members. 
 
Hired staff can be a good investment for handling routine day-to-day Association 
operations to service a growing membership. This would allow member volunteers to 
more effectively use their time, skills, experience, and interests to help their 
Associations continue to grow, meet member’s needs and make their Associations 
more successful. 
 
We believe that Farmer Associations should continue to increase membership, 
especially women, and not focus on non-dues income generation rather than 
depending on joining fees and annual dues for financial sustainability. 
 
 
Public/Private Relationships and Policy Advocacy 
 
These activities that bring significant benefits to Farmer Associations and their 
members have been put to excellent use by the interviewed Farmer Associations.  
Most Associations have established very good collaborative and cooperative 
institutional and informal relationships with government agencies and their officials. 
 
These relationships have helped associations to get these agencies to change and 
enact policies or actions that bring benefits to associations and their members. 
Getting a reduced price on soil analysis, and collaborating together to clean irrigation 
canals, are notable examples where effective public/private partnerships have shown 
good relationship building results. Other successful Farmer Association policy 
advocacy actions that helped members include expanding cropping patterns by 
increasing horticultural crops production and reducing conventional crops; increasing 
ferry transport daily hours for Shoronia Island in Sohag Governorate, where two EL 
SHAMS Farmer Associations are located, so freshly harvested crops can be shipped 
to buyers; provision of paved roads, electricity, and un-interrupted electricity current 
during peak production seasons; easing the access and procedures for getting the 
title to new lands and granting plots for post 
harvest centers, locating land for green 
houses or parking for cold trucks; and 
putting Farmer Associations on the agenda 
and attention of government officials and 
the media. 
 
It remains to be seen if EL SHAMS policy 
advocacy training is sufficient for Farmer 
Associations to successfully conduct more 
complex policy reform campaigns.  The positive collaborating, transparent and 
mutually beneficial relationships thus far established will certainly help in not only 
getting government officials’ stakeholder support for policy changes, but also help 
when advocating to other government agencies on more complex policy reform 
issues such as joining with other food exporting food processors, exporters, and 
producers to lower export taxes or getting relief from the sudden increase in air cargo 
fees/charges. 
 
Seeking additional policy advocacy training or membership in a federation that has 
policy advocacy campaign development services are ways Farmer Associations can 
build on their successful record to get mutually beneficial policy decisions from 
government agencies. 

“We have been able to make this 
compost project a success, and 
have contacted key government 
agencies to encourage them to 
adopt the new technique throughout 
the District.  They have begun to do 
so.” 
(Chairman Hamida, Farmer Association 
Kasr El Basel - Fayoum, August 13, 2007) 
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Obtaining and Using Marketing 
Information/Market Intelligence 
 
All Farmer Associations have used EL 
SHAMS marketing training and guidance to 
obtain and use some market intelligence to 
make better decisions related to selection and 
negotiating with local and export buyers. The 
marketing committee’s efforts in this regard 
are an important factor in the Farmer 
Associations’ marketing success.  Farmer 
Associations have also learned how to 
effectively deal with buyers, especially exporters, and develop long-lasting mutually 
beneficial relationships with them. 
 
As farmers try to increase and diversify production, Farmer Associations will need to 
know where to find updated marketing information to verify and supplement 
information they get from buyers.  The ability of a Farmer Association or group of 
Farmer Associations to coordinate upcoming market demand with possible supply of 
a certain type crop so as to not cause an oversupply and resulting drop in prices as it 
could be (as happened with green beans in 2005 -2006) does not appear to be as 
defined and effectively utilized. This relates in part to not using or knowing about 
other contacts and how the Internet can be an important source of reliable market 
demand information. 
 
In anticipation of future growth, some type of market demand/supply coordinating 
organization under the control of the Farmer Association, like a federation or an 
outside contracted private firm with capabilities to collect, analyze and disseminate 
demand/supply information needs to be available to Farmer Associations for 
ensuring future growth and development of new markets. 
 
 
Delivering Quality Technical, Training, and Support Services to Members 
 
Most EL SHAMS Farmer Associations have received up to 35 training courses 
covering a variety of topics aimed to form, organize and operate an Association and 
up to 18 courses dealing with marketing. In addition, El SHAMS has put Farmer 
Associations in contact with several domestic and international public and private 
organizations, donors and other parties that are important sources of technical, 
training, marketing and capacity building assistance. These contacts have allowed 
them to offer more and better services either not previously available through EL 
SHAMS or from alternate sources when EL SHAMS closes down. Opportunities have 
opened up for building long lasting positive relationships that can help contribute to 
Farmer Associations’ support and sustainability. Examples of these other contacts 
include: Industrial Modernization Center/Information Center, faculties of agriculture, 
agriculture/horticulture research centers, extension service centers, model private 
farms or agriculture/horticulture inputs companies/traders, large food processing and 
medicinal/aromatic plant drying factories, international and national agriculture, 
horticulture, and food exhibitions/fairs. 
 

The Chairman for the Farmers Association 
Beit Khallaf - Sohag, Fathi Radwan 
Khallaf July 31, 2007 said: 

“Once we tried to convince our 
buyer (Blue Skies) to accept less 
than top quality crops.  His answer 
cured us of our error.  He told us: 
‘If I accept less quality from you 
now, then I cannot sell to my 
buyer, and next year, you won’t 
plant anything.” 
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Forward Contracts and Developing Business Contacts After Project Ends 
 
The knowledge and use of these contracts introduced the Associations and members 
to a new and rewarding opportunity to do business inside and outside of their 
community, district, governorate and outside Egypt. They have learned the 
importance of negotiation, how to deal with the good and bad practices of some local 
and export buyers, to be market demand driven and not supply driven, the two-way 
meaning and related responsibility of signed contracts, deciding to sell to local vs. 
export buyers when prices are higher or lower than contracted for, and developing 
long lasting mutually beneficial business relationships rather than taking short term 
financial gains.  Farmer Associations contact other Farmer Associations to share 
information on good and bad dealings with buyers, suppliers and learning from the 
mistakes of others. 
 
For example, the chairperson of Dandeel Farmer Association, Beni Suef 
Governorate, said that before EL SHAMS farmers sold their supply driven crops to 
local buyers at a very low lump-sum price. EL SHAMS introduced the forward 
contracts concept, process and scenarios. Several interviewed admitted their local 
and international business contacts have helped to increase the number of exporters 
they deal with thus securing business growth. More importantly, some Farmer 
Associations and their farmers have established with exporters good informal 
relationships (invitations for weddings and religious/social events) which help solidify 
business relations and understanding mutual interests, needs and commitments. 
 
Marketing committees consult farmers to determine the crops, varieties and 
quantities that farmers decide to supply to fill a contract.  That supply information is 
then sent to the board of directors to negotiate the price, quantities, and other terms 
with buyers and then the contract is signed. 
 
The introduction of forward contracts and their new and non-traditional business 
dealings resulted in some farmers and exporters—mostly the exporters-- not 
honoring the contract.  For instance, some farmers felt an exporter should take all 
that was harvested.  Exporters wanted to only take exportable quality crops.  
Experience in creating these contracts has greatly improved both farmer and 
exporter understanding of each other’s position and the importance to maintain a 
good long term business relationship.  Many Associations have diversified the type 
and number of buyers to have alternative market outlets when contracts are not 
honored.  Farmer Associations and farmers now pay high attention to EurepGap 
compliance and safe/organic horticulture up to the post-harvesting of crops.  On the 
other hand, the exporters are more responsive to the logistical arrangements during 
and after harvest and post harvest of crops. 
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Building solid commercial relationships between Farmers 

and exporters is a key to EL SHAMS success 

 

Why some Associations are more successful in maintaining commercial 
relationships with buyers, exporters and food processors? 
 
In many cases the less mature or established Farmer Associations don’t have the 
experience in establishing and building positive business relationships as older more 
experienced do. However, there are notable exceptions to this acquired ability where 
some newer progressive Associations have created very good business relations.  
Farmer Associations with younger members and/or more progressive and 
entrepreneurial men and women leaders coupled with sometimes being closer to 
Cairo’s buyers seem to be more successful at building and maintaining these 
relationships. Some examples of the Farmer Associations that show commercial 
relationship building include: Wadi Abadi & Abou Simbel/Aswan Governorate, Beit 
Khallaf/Sohag Governorate, El Hamam/Assiut Governorate, El Biho/El Minya 
Governorate, Dandeel/Beni Suef Governorate and Kasr El Basil/Fayoum 
Governorate. 
 
In commercial relationships, trust and reliability are very necessary and crucial 

elements. Importers will quickly 
drop an exporter who supplies 
produce of unacceptable quality.  
The same applies down the 
chain of supply.  Some farmers 
have found that certain buyers 
will reject portions of the 
contracted quantities for 
sometimes obscure reasons.  For 
the newer Farmer Associations, 
such rejection can be 
discouraging.  The more mature 
Associations have developed 
effective strategies to mitigate 
the problem.  They now work 
with multiple buyers — literally 
improving the competitiveness of 
the sector.  Also the new 
communications capacity 
developed by EL SHAMS for the 
Associations allowing internet 
use to research market prices, 
plus cell phones enabling 
instantaneous communications 
with buyers improve the ability of 
the Associations to help identify 
“bad buyers” in advance.  As a 
result, a couple of large buyers 
have been blacklisted by the 
Associations. 
 

Some Farmer Associations had bad business marketing dealings and need training 
and/or guidance to more effectively conduct such future dealings.  A couple of 
Farmer Associations have chosen not to deal with exporters for the time being 
because of previous bad experiences even though they may have since acquired the 
necessary marketing skills and exporter contacts.  They replaced export sales with 
local sales where equal or better prices were received locally.  Some Farmer 
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“EL SHAMS was the first project 
ever to interact and deal directly 
with small holders in Aswan and 
to convince buyers/exporters to 
enter this region and buy products 
from our small farmers.” 
(Gamal Himaimi, Under Secretary for 
Agriculture, Aswan July 14, 2007 

Associations have learned from these bad business dealings and are now able to 
carry out mutually beneficial transactions. 
 
 
Regional Agribusiness Enterprises 
 
None of the six Regional Agribusiness Enterprises, as envisioned in EL 
SHAMS/CARE Project Proposal, were started beyond partner EQI’s efforts to get 
them legally registered with the appropriate Egyptian Government agencies.  In an 
additional effort, EQI unsuccessfully tried to establish a post harvest center. 
However, EQI was not able, according to the representative interviewed, to find a 
Farmer Association with financial and management capacity to operate such a 
business as well as finding private investors for the venture. 
 
Some Farmer Associations realizing that EL SHAMS Regional Agribusiness 
Enterprise grant awarding process was not able to meet their Regional Agribusiness 
Enterprise needs took other approaches.  In Beni Suef, a Farmer Association and 
private investors created a cooperative productive association under Law 110 that 
allowed them to establish a post harvest center including an agreement with a private 
firm to provide management training and technical assistance to the Farmer 
Association for two years.  After that period the Farmer Association would take over 
the post harvest center management.  In return the training/management firm will get 
30% of the profits the first two years. 
 
A group of Sohag Farmer Associations asked Environmental Quality International to 
help establish a federation. It was registered in July 2006 with the Ministry of Social 
Solidarity.  Environmental Quality International helped the federation develop part of 
a strategic plan.  No further follow-up assistance or guidance was given for the next 
nine months by EQI to complete the workplan and accompanying budgets and guide 
the federation founders to implement its startup.  Board Members felt that EQI’s 
assistance was too academic and they did not understand the environment the 
federation was to operate in. 
 
 
Comment: Marginalization/Exclusion of People as Result of EL SHAMS Project 
Activities 
 
In no case did the evaluation team learn that poorer and disadvantaged community 
members were deliberately denied assistance if the Farmer Association was able to 
provide it.  They were encouraged to not only 
join the Farmer Association but also avail 
themselves of training and technical assistance 
offered through the Farmer Association and EL 
SHAMS to learn more about opportunities to 
help meet their needs.  They were included in 
community development activities, mostly 
provided by association women, regarding 
opportunities for employment, business 
creation, loans, women’s and child health and 
literacy programs, assistance to get 
identification and voting cards, birth certificates and having availability of nursery 
schools to help employed women.  Some have also received Social Fund for 
Development loans that are then loaned on a revolving basis to poorer community 
members. 
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“EL SHAMS HEA’s were completely 
different from Ministry of Agriculture 
extension people.  EL SHAMS 
people fully explained why you did 
something rather than just telling you 
what to do.  The HEA’s completely 
changed our way of thinking and 
farming” 
(Chairman Mahmoud Abou El Azaim, 
Farmer Association El Bashou-El Minya, 
August 7, 2007) 

Being included in community development activities also gave the poorer women an 
indirect voice in shaping services offered and access to those services.  Some 
community development activities may not have resulted because of EL SHAMS 
direct assistance.  But the contacts provided by EL SHAMS coupled with the stronger 
voice and confidence acquired through other democratic Farmer Association 
processes helped get alternate types of assistance and support for the poorer 
people.  For example, some Farmer Associations took steps to set up nursery 
schools so mothers could go to work outside the home including some harvest/post-
harvest work. 
 
EL SHAMS has shown one Under Secretary of Agriculture that small farmers 
targeted by EL SHAMS (with an average of 1.3 feddan) should not be excluded as an 
economic contributor to the community and the nation.  Recognizing smaller farmers 
and allowing access to land for farming by the landless through encouragement by 
Farmer Associations has been a major beneficial government policy change for small 
farmers and the landless. 
 
The inclusion of marginalized women in and their increasingly stronger voice has 
elevated both women members and community women’s positions. Almost all 
Farmer Associations visited have at least one woman on their Board of Directors.  
Their needs are being heard by the male dominated Farmer Associations and actions 
taken to address those needs.  Marginalized women of the past are now given an 
opportunity to be heard and included in appropriate activities thanks to EL SHAMS 
empowerment impact.  It is worthwhile to note that there is at least one woman on 
each of the 103 Farmer Association Boards of Directors (and in the majority of cases 
there are more) 
 
Effectiveness of Horticultural Extension Agent Training  
 

An email survey of 18 respondents and 
personal interviews with 7 University of 
California, Davis horticultural trainees 
showed how they have used their learning to 
inform a wide range of others about new high 
value horticultural crops production, 
harvesting, and postharvesting practices.  
The number of topics and persons benefiting 
from training and direct technical assistance, 
as shown below, is indicative of the extent of 
impact of this training. 
 

 
Table #10 

Information Gained from 10 Higher Trained Horticultural Extension Agents 
Training or Direct Assistance Target Group Number 
Small farmers directly receiving technical assistance 180 
Training topics given to farmers 14 
Training sessions or courses given to groups of small farmers 25 
Small farmers receiving training course 297 
Ministry of Agriculture and Land Reform horticultural extension agents trained 556 
Private extension agents trained 11 
Extension agents connected to EL SHAMS the Farmer Associations trained 62 
Other extension agents, academics, students, exporters/buyers, or others trained 18 
Established model farms or demonstration plots 2 
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Farmer Association members indicated high levels of satisfaction with training 
provided by UC-Davis, the Nile Valley Group and ACDI/VOCA. EQI’s training for the 
so called Regional Agribusiness Enterprises was, according to recipients, not well 
received.  Training provided by the complementary USAID-funded AERI-MUCIA 
project was judged successful, but coordination aspects and report completion issues 
were mentioned as problematical. 
 
These “Trainers of Trainers” received not only extensive and practical horticultural 
extension training and exposure but also learned how to effectively train and 
otherwise pass on their learning with effective presentation skills to a wide range of 
persons and organizations.  They also learned how to use the Internet and other 
sources to keep updated on new horticulture information.  This skill will also 
contribute to the sustainability of this assistance aimed to get and keep farmers 
competitive.  70 horticulture extension agents, 32 farmers, 1 researcher, and 9 
women received training on study tours to the US through University of California, 
Davis.  Follow-up workshops in Egypt trained or upgraded the horticultural production 
and post harvest practices skills of over 108 University of California, Davis trainees, 
31 farmers, 3 suppliers, and 6 women. 
 
Upper Egypt Under Secretaries of Agriculture for the Ministry of Agriculture and Land 
Reclamation interviewed expressed much satisfaction in the additional training these 
Upper Egypt governorates horticulture extension agents have given the lesser 
trained Ministry of Agriculture and Land Reclamation workers.  They have not only 
greatly helped introduce new crops and cultivation, harvesting and post harvest 
practices, but also upgraded the knowledge and technical assistance delivery skills of 
many Ministry of Agriculture and Land Reclamation Upper Egypt horticulture 
extension agents. 
 
The technical and training skills, knowledge, experience, and contacts of these highly 
trained horticultural extension agents needs to be shared between the agents on an 
on-going basis.  Establishing a group email list serve for these agents would be a low 
cost and effective way not only to help them learn from each other and plan and 
conduct joint activities but also spread their combined capabilities to more farmers 
and other interested parties. 
 
 
Promotion of Unanticipated Democracy and Governance Principles and 
Practices in Upper Egypt  
. 
EL SHAMS training and effective Board of Directors’ use of empowerment and 
advocacy and governance principles and practices showed association members 
how to use their combined voice to express their needs for agriculture and non-
agriculture assistance and get positive results to benefit members and their 
communities.  They now know their collective power to influence and have more 
control on issues they had little influence over before EL SHAMS.  The simple 
practice of being given the ability to elect the board of directors and be on 
committees to voice ideas and plan activities together has encouraged them to 
explore and bring about even more significant beneficial changes through the 
democratic process.  A member’s voice can, through the Farmer Association’s 
collective voice, be heard and acted upon by government officials. 
 
Members can now join with the community to plan and implement health and 
educational activities, help disadvantaged persons get identification, voting cards, 



34 

birth certificates to gain better access to government assistance and permanent jobs 
with the private sector. 
 
Women have joined together to ask their Farmer Association to help them get 
training, loans and marketing to start small businesses raise ducks, chickens, 
mushrooms; do various types of food processing and handicrafts  
 
Democratic principles are being practiced by the interviewed Farmer Associations.  
The Board of Directors seeks and encourages inputs from members and committees 
on which it makes a decision.  Usually suggestions from members go to the 
appropriate committee that determines if it warrants further inputs from men and/or 
women community members and groups before presenting it to the board of 
directors.  The Board of Directors then approves or disapproves the idea.  The Board 
may also ask the committee to conduct further research including sources of support.  
Women in particular are seeing the benefit of their collective democratic voices and 
their influence on decision makers in and out of their Farmer Association. 
 
A less desirable participatory situation appears to have developed in three Farmer 
Associations involving association chairmen who make decisions without adequately 
consulting members when soliciting responses from women members these 
chairmen would answer most of the questions even when the question was 
specifically directed to the women present.  One Chairman twice with his hand 
motioned for women to stop answering a question while he proceeded to answer the 
question for her. 
 
Egypt remains a male dominated society. CARE has made its best efforts to 
incorporate the needs of women in all activities relating to the Farmer Associations, 
and these efforts have paid off.  However Farmer Associations are not as democratic 
as they could be and more time is needed to change the minds of entrenched male 
leadership. 
 
 
Monitoring, Evaluation and Reporting 
 
CARE chose to have some or all EL SHAMS Organizational Development and 
Training Officers, Marketing Development and Training Officers, Chief of Party, 
Deputy Chief of Party and technical advisors visit each Farmer Association several 
times a month to assess progress made in forming and managing the Farmer 
Associations and to provide feedback regarding progress made and problems 
encountered.  This process involved seeing how well the Association workplan 
planning and implementation was done.  It also helped identify and address problems 
and opportunities the Farmer Associations were facing, especially in relation to 
developing linkages to buyers and exporters.  Direct training and technical assistance 
or facilitating that assistance was provided by EL SHAMS staff or others contracted 
by EL SHAMS.  EL SHAMS field staff reported monthly progress made by each 
Farmer Association to the Regional Field Office Manager and other appropriate staff 
for review and comments.  The reviewed report was translated into English and was 
sent to EL SHAMS Cairo office where it was again reviewed and comments made.  
This report went in to EL SHAMS data base as an English version only.   
 
EL SHAMS seemed to encourage Farmer Associations to report their work and 
achievements with Power Point presentations and tables showing production and 
marketing achievements.  However, no real reporting from Farmer Associations was 
expected to comment on such issues as how well training was received, understood 
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Ms. Intissar is chairperson of one of the 

two Farmer Associations on Shoronia 

Island in Sohag.  The Women’s CDA of 

Shoronia has a majority female 

membership and a majority of women on 

its board of directors.  However, as they 

are quick to point out, this in NOT only a 

Women’s Association – it is a Farmers 

Association! 

 

The members – male and female – 

produce green beans on their own land 

for export and negotiate contracts with 

exporters like all EL SHAMS 

associations.  The women market their 

crops alongside the neighboring, male 

majority, association.  That is good 

business.  But as Intissar said to the 

evaluation team, the women of Shoronia 

have learned “to escape from the box and 

never come back”. 

 

 
Intissar, Chairperson of  Shoronia Farmers Association. 

and used or if follow-up was needed.  No written evaluation of assistance from EL 
SHAMS field staff, EL SHAMS partners and other providers was required from the 
Farmer Associations. This reporting would have helped track field staff performance, 
actions by Farmers Associations taken from EL SHAMS suggested corrective actions 
and lastly given the Farmer Associations report writing practice to build on the report 
writing training received. 
 
This reporting process relieved the Associations of directly reporting progress and 
problems.  However it also reduced the necessary reporting that really should have 
been part of the Farmer Association’s workplan monitoring and evaluation activity. 
 
 
Ability of Farmer’s Associations to serve women’s practical and strategic 
needs 

 
Women are using their collective 
voices to express their needs and 
associated actions from the Farmer 
Associations in different ways.  One 
approach encourages more women to 
join the Farmer Association to gain a 
stronger voice in the general 
assembly, committees and the Board 
of Directors.  Another approach has 
association women members and 
community women form a separate 
women’s needs focused association 
where men can join but not become 
the majority and women farmers can 
also be members.  A third option has 
Farmer Association women members 
also join another association or 
organization that has more women 
oriented community development 
activities. 
 
EL SHAMS was designed primarily to 
increase income and livelihoods of 
small farmers and create jobs through 
the production and marketing of high 
value horticultural crops.  The initial 
benefit for women provided them some 
mobility and employment for harvest 
and post harvest jobs.  As women’s 
skills and subsequent employment for 
harvesting and post harvesting 
increased so did their income, 
independence and mobility.  This 
exposed them to other opportunities 
for business related income generation 
like raising ducks, chickens, 
mushrooms, food processing, 

handicrafts production, and some post harvest work (cleaning & trimming okra, and 
packing green beans) that could be done at home.  This also showed women that 
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“If there were no El Shams, there would 
be no Farming Association, no new 
crops, no new jobs, no development for 
women, no training, and no new 
experiences opening up a new world 
for women.” (Chairman Imad Saad Mohamed, 
Farming Assn Shark El Tamia—Fayoum, August 
14, 2007) 

they could also consider community development activities using their newly found 
independence, mobility, spending power, capability to voice their opinions as a 
collective voice, and heightened confidence.  This progression in liberalizing women 
allowed them, as women from two associations said, “To escape from the box and 
never return back”. 
 
All women’s needs may not be met by a 
Farmer Association. However, male 
members in several associations 
interviewed said they are experiencing 
the stronger voice of women and the 
economic, financial, and social direct 
and indirect benefits that result from 
helping to meet women’s needs.  This 
awareness has encouraged both men 
and women to work more together to reap these benefits.  For example Farmer 
Association in the Aswan Governorate with a high percentage of Nubian members 
exhibits a stronger cultural effort for men and women to plan and do things together.  
This “team” effort helps men to be more aware of women’s needs and take actions to 
meet those needs where possible. 
 
Below is list of advances that benefit women as a result of their EL SHAMS 
exposure: 
• Allowed to join, vote, be represented by a woman on most Board of Directors, 

form and be a member on women’s and other Farmer Association Committees 
and participate in many Farmer Association activities. 

• Received training, guidance and technical assistance in subjects that in the past 
would only be given to men. 

• Some women now receive loans either under the Farmer Association umbrella or 
directly from outside public and private organizations such as the Social Fund for 
Development. 

• Some women are now allowed to leave the home and visit other farmers. 
• Associations and women outside their community, governorate or even outside 

Egypt to share and learn about new opportunities and problem solving related to 
women. 

• Increased confidence to interact and more strongly voice their needs to 
association male leaders, others outside their community, be employed, start 
businesses, and help less fortunate community members.  
 

These advances have moved many Upper Egypt women to a higher level of 
empowerment and liberty.  There are still cultural and traditional obstacles remaining, 
but progress is being made. 
 
 
Financial and Operational Sustainability:  Many Farmer Associations visited are 
moving toward financial sustainability with the development of strategic plans 
showing a vision, mission statement, core values, objectives, yearly workplan, and a 
one page budget covering all Farmer Association income and expenses. Budgets 
cover in some detail their projected income (sales commissions, joining fees, annual 
dues, donor support, product and services) most direct and indirect overhead and 
variable expenses to cover workplan activities and operate the Association. Only one 
Farmer Association, Kasr El Basil in Fayoum had budgets for individual workplan 
activities besides those required by the other donors. Budgeting, even at the level 
these associations are at now, is a good step in the right direction toward 
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sustainability. Some Association’s projected budgets are based on adding a certain 
percentage, say 10% to cover inflation, onto the previous year’s line items. Certain 
Associations do use past budgets in their financial analysis to create projected 
budgets and make adjustments that more realistically reflect changing financial 
situations. 
 
These latter Associations, in most cases, have developed good collaborative and 
cooperative relationships with several public and private organizations. These 
organizations assist or otherwise partner with the Farmer Associations to bring 
benefits to them and to members. These organizations also recognize the business, 
social, or political benefits from Farmer Associations and thus have good reasons to 
be active supporters or partners with the Associations. Maintaining and building 
these relationships and creating new ones will add to a Farmer Association’s 
financial and operational sustainability. 
 
Being financially sustainable in most Association Board of Director’s view means 
being either able to just cover expenses no matter where the support comes from; 
getting donor support and/or community donations; adding new members to increase 
the joining fees and annual dues, receiving commissions from farmer sales; and 
selling compost. 
 
Practical useful strategic and financial planning for a 3-5 year period for these 
nascent organizations is lacking in many cases. The financial sustainability concept, 
process, strategies and mechanisms seemed inadequately considered or developed.  
Generally budgets are developed using individuals’ wishes, guesses or expectations 
rather than recognized financial planning procedures. For example, most Farmer 
Associations consulted comply only with Ministry of Social Solidarity bookkeeping 
requirements requiring a one-page “budget” for one year ahead. 
 
Most Farmer Associations use “low-cost” less experienced external auditors to 
prepare and audit financial accounts and related documents. Some very promising 
Farmer Associations, in particular those granted post harvest centers, greenhouses 
or cooling trucks, will need to learn and practice not only organization/project 
financial planning, but also business financial management and the use of internal 
audits. 
 
Strategic objectives for specific activities of the Farmer Associations were not always 
measurable or quantifiable, but appeared to be more stated as goals to accomplish 
vision and mission. This omission puts associations in a situation where 
accountability, transparency and a means to accurately measure progress in 
activities is not as developed as they could be and can possibly lead to a less 
sustainable position. 
 
Serious consideration is also not given to unexpected activities, related expenses 
and income to do these activities. All Associations interviewed also depend on 
financial or in-kind donor support to accomplish some activities and operational 
needs and will continue to seek out donors for future support. Alternate income 
resources, therefore, do not appear to be readily available or even planned if that 
donor support does not materialize. This is particularly problematic for planned 
women’s business income generating and community development actions. 
 
Connected to the sustainability issue is the expressed view by most of the 
associations interviewed, that they now operate somewhere between being a 
business and a non-profit organization. This view can, in part, be justified because 
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the Ministry of Social Solidarity considers Farmer Associations, non-profit 
organizations and not businesses to make a profit. However, this “middle of the road” 
association operational view does not serve as an excuse.  Better financial planning 
is still needed. 
 
A supplementary factor to financial sustainability is operational sustainability. Only 
two out of 24 interviewed Farmer Associations have any hired staff to handle Farmer 
Association’s day-to-day operational matters. Most Farmer Associations use member 
volunteers to plan and deliver services and do administrative duties.  Boards of 
Directors need to ask themselves if these volunteers have the needed skills and 
experience to carry out these operations. Lack of staff can adversely influence a 
growing and diversified Association’s ability to identify, plan and deliver needed 
members services. This can lead to member dissatisfaction, loss of members and/or 
a reduction in volunteer members due to volunteer fatigue. Paid staff to focus on 
routine matters relieves volunteers of those responsibilities and let volunteers devote 
their donated time and skills to more important actions. 
 
Few Associations show how they will reach sustainability with well planned, 
consistent, and long range thinking to address some of the above financial 
components. No interviewed Farmer Association had developed and implemented 
written financial sustainability plans. Specific training to understand the importance of 
and how to develop such a plan is important to be addressed in the future. 
 
Long range financial planning is therefore strongly recommended to improve an 
Association’s ability to capitalize on opportunities, to continue growing and offer a 
diversity of income and social activities. 
 
 
 

 
Many of the Farmer Associations see their future in terms of further diversification into 

activities which will add yet more value to the products they produce 
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“EL SHAMS raised incomes and 
created thousands of jobs…it also 
increased knowledge and practices 
of farmers under a spread effect 
which is impacting on many 
thousands of the poor and 
landless.” 
(General Director/Agriculture Ali Ahmed 
Hilali, Qena Governorate, July 30, 2007) 

RELATIONSHIP TO CARE INTERNATIONAL STANDARDS 
 
 
CARE/Cairo will be pleased to know that its own standards were the first words used 
in developing Farmer Associations for EL SHAMS project.  The evaluation team 
quickly learned from several Association Chairpersons that they decided to proceed 
with Farmer Association formation based on first meetings with CARE staff who 
explained the philosophy of self-help and empowerment.  They didn’t get into this for 
the money.  The chairpersons agreed to start associations because they were 
challenged to see if their people could plan and work together to make the transition 
to new crops which would help them to transform their lives themselves. No handouts 
here. 
 
Vision Statement:  “We seek a world of 
hope, tolerance and social justice, 
where poverty has been overcome and 
people live in dignity and security.” 
 
We have concluded visits to 24 EL 
SHAMS Farmer Associations in the 9 
Governorates, interviewing over 400 FA 
Board Members and members of the 
General Assemblies and farmer 
participants.  We also have met with 25 buyers/exporters, over 150 women 
participants, 35 Government of Egypt officials, over 25 CARE workers and 10 
representatives of the project’s partners.  This evaluation team can posit, without 
doubt, that CARE/Egypt and EL SHAMS have significantly raised the level of hope, 
aspirations and empowerment of thousands of people in Upper Egypt in full 
recognition and respect for the dignity of the poor people involved. 
 
We spent 200 hours talking to farmers, many of whom were landless.  And we got 
some detailed information.  For the most part, the landless initially became involved 
as day laborers in production and marketing of the high value crops for “landed” 
farmers.  They saved their money and then rented land for the second season.  From 
that point their enterprises took off as they tripled or quadrupled their incomes and 
used the funds to rent even more land for the 3rd season.  Word spread among even 
more landless persons who decided to join in the new farming activities, and they too 
prospered.  No one gave them a handout.  They helped themselves, and by helping 
themselves, they helped others too. 
 
The evaluation team has listened to the 
strong and confident voices of 150 women 
respondents who regaled us with countless 
tales of empowerment and accomplishment 
describing their own efforts at raising 
household incomes through mushroom and 
small animal raising.  Facial expressions 
and body language seldom lie; we all knew 
instinctively that these women are 
competently and confidently marching on a 
new road to self-help –a road that at first was slippery and full of obstacles.  Now, 
after 3 years of experience, these same new entrepreneurs are thinking well into the 
future—on their own initiative-- about possible innovative projects:  child care, 
weaving, canning, preserving, and yes, even exporting.  Not that problems don’t 

“Before Shams, we were in a darkroom 
with the windows closed.  After Shams 
arrived, we opened the windows, saw 
the new opportunities and actually 
created a whole new world for 
ourselves.”  
(Deputy Chairman Mohamed Zaher Taha, 
Farming Association Danfieek-Qena July 29; 
2007) 
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remain---they do.  But at least the door is open and is well propped against the 
prevailing cultural winds. 
 
Beyond innovation at the household level, women are being empowered in another 
significant way—they are increasingly playing vital key roles in post-harvest activities 
for the new crops being raised.  Strong, supple and nimble fingers and hands mark 
women workers as skilled well beyond men in the critical sorting, grading and 
packing required to finalize the shipment of quality products to export markets.  Many 
farmer, buyer and exporter respondents were firm in their opinion that only women 
are well suited to this kind of work, and that their services are becoming a rare 
commodity as demand increases for their services.  One respondent advised that for 
every feddan planted to green beans, 100 post harvest jobs are created for women.  
Their wages are increasing as well.  Mr. Habib Naguib, Operations Manager for Nile 
Valley Group which grows grapes on 120 feddans, now employs women who are 
paid 25 Egyptian Pounds per day.  Two years ago he paid 15 pounds.  Now, he 
constantly recruits for new women workers to handle his burgeoning production 
growth, and he’s having trouble finding them.  Adding to the dignity, role and security 
of women?  Of course Nile Valley Group is doing just that.  And of course the women 
workers are increasingly calling all the shots. 
 
At El Zafreya Farmers Association in Qena, we met Sabrine, a young woman hired 
by the Association to administer and manage a small loan program for women. The 
Association leadership wrote a 
proposal to the Social Fund for 
Development and obtained a grant 
which is used as a revolving loan fund 
for impoverished women.  To date, 
several small loans have been made, 
all of which have been, or are being 
paid back on a regular basis.  Sabrine 
related the story of a woman 
participant whose husband had 
become unemployed.  She had no 
source of income.  A program loan 
was made to her with which she used 
to purchase “small goods” (sundries--
packaged crackers, cookies, etc.) to 
sell to others.  She couldn’t make the 
first two months loan payment and so 
she had to borrow the money from her 
father.  By the 3rd month she was 
making a profit, had paid off her father, and was able to run a self-sufficient 
household, albeit at a low income level.  By the 8th month she had paid off the loan 
entirely, her husband had found a new job and her household had once again 
become secure.  EL SHAMS’ role?   Direct, no.  Indirect, yes.  Had it not been for the 
project’s intervention beginning 3 years ago in encouraging and training women to 
help themselves, no loan program would have been applied for and no loan would 
have been made, and a household would likely have been shattered.  Preserving the 
dignity of the family unit?  Sure, absolutely.  Is EL SHAMS having a “spread effect?”  
to “unanticipated” empowerment? No doubt at all.  And you could not help but have 
noticed the bright shining eyes of Sabrine and the 5 other women surrounding her full 
of hope and high aspirations for the future.  They are solidly on their way.  And, as 
one woman, Chairperson Intissar of Farmer Association Shoronia laughingly put it, 
“just let the men get out of our way.” 

“These cash export crop activities are 
definitely labor-intensive and will always 
be so  Most of the casual labor force is 
young women, who, after they’re trained 
and work a couple of years, then get 
married and quit --- we have a constant 
problem retaining and training new 
women laborers for sorting, grading, 
cutting, sizing and packing. 
In fact women are now deciding to create 
‘work groups’ who sell themselves as a 
unit to companies — they are well 
experienced and capable in all the 
respective work aspects and do high 
quality work.  We’ve come to depend on 
them and I need many more.” 
(George Nadab, Operations Manager, Nile Valley 
Group, July 22, 2007) 
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Mission Statement: ”Care International’s mission is to serve individuals and families 
in the poorest communities in the world by strengthening capacity for self-help, 
providing economic opportunity, influencing policy decisions at all levels and 
addressing discrimination in all its forms.” 
 
A singular and instructive observation was made by the evaluation team very early 
during our visits.  Not only were the formal, official “members” (that is, members of 
the “General Assembly) of the Farmer Associations being helped but non-members 
and the landless were receiving assistance as well.  And most of this assistance 
could be identified as “self-help” — these non-members and landless were simply 
allowed to be included in whatever training and instruction the “regular” members 
received.  The reason they participated was simple.  The new high value export 
crops had proven their worth and payback potential — the “economic opportunity” 
that was unfolding was unprecedented -- and numerous non-member farmers and 
landless, seeing these factors for themselves, decided to act on them on their own. 
 
Our marketing team has quantified the results of 70 interviews with member/non-
member farmers and landless participants who document the impact of EL SHAMS 
on incomes and job creation.  Beyond these figures, however, we must draw the 
serious conclusion that the EL SHAMS interventions will continue to have a positive 
impact on thousands of additional farmers as a result of “horizontal extension” from 
farmer to farmers...  These farmer entrepreneurs will avail themselves of the 
technical and marketing innovations provided by EL SHAMS well into the future 
beyond the Project Assistance Completion 
Date — for sure. 
 
The Evaluation Team had an instructive and 
most enlightening conversation with the 
General Manager of Agriculture for Luxor, 
Fawzy Mahdy.  Mr. Mahdy, obviously an EL 
SHAMS fan, placed the success of the 
radical Government policy changes away 
from traditional sugarcane and toward the 
new high value crops squarely on the broad 
back of the project.  It “linked 
exporters/buyers with farmers/producers, 
even from different governorates, for sharing marketing information which has 
benefited them all.  If El SHAMS does not continue, then this will be difficult, but it will 
continue.”  A positive, sustainable, lasting policy impact on the major agricultural 
thrusts of Upper Egypt?  Without any doubt. 
 
Helping the women of Upper Egypt to escape the ropes and bounds of culturally 
based discrimination is certainly not an easy process nor a quick one.  Yet we saw 
some most positive and encouraging signs of progress.  “We are slowly, very slowly 
moving away from this rigid society that holds us back,” said Mona, Board Member of 
Abu Simbel Farmers Association.  Mona went on to describe the numerous 
activities—both within and outside EL SHAMS --- the women had pursued to 
increase economic security and empowerment including a new proposal to the U.S. 
Ambassador’s Self-help Fund for LE 450,000 for a food processing unit. 
 
The women of Abu Simbel Farming Association in Luxor actively fight discrimination 
by proving to the men that they not only “talk the talk” but they “walk the talk.”  They 
engage in a number of enterprises.  For example, they take the residual of the green 
bean crop, dry the seed and sell it on the local market.  They also make jam from 

“I took 23 farmers to view EL 
SHAMS’ pilot potato raising project 
for EU markets.  Later after the 23 
talked the subject around, over 100 
additional farmers asked to become 
involved in potato production. If 
they don’t see, touch, smell the new 
technology they won’t do it…this is 
El Sham’s method and it works.” 
(Under Secretary Abou El Kassem, Ministry 
of Agriculture-Sohag, August 1, 2007) 
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local fruits and vegetables—we tried their eggplant jam---(they would not release the 
recipe).  They traveled to Alexandria to the Faculty of Agriculture Food Processing 
Unit to get help with learning/understanding standards, hygiene, and other 
canning/bottling technology.  They then sold the products on the local market at LE 
2-5 /bottle with a 50 piaster profit per bottle. 
 
The women of Abu Simbel made the special point that the enterprise activity program 
not only generates income for women, but as important, also serves as a “magnet” to 
attract disenfranchised women to the program---then these women can learn other 
vital material important to their lives and families such as proper child care.  “We 
need to help these marginalized women find ways to meet their needs, not only 
financial,” said Mona—Association Board Member and a leader of the women’s 
committee in the Farmers Association.  EL SHAMS was the catalyst that added key 
elements of resolve, confidence and some technical training.  They’re on their way 
and will take care of their own—as best they 
can.  No prodding needed. 
 
 
Conformation to CARE Programming 
Principles:  Promote empowerment; work 
with partners; ensure accountability and 
promote responsibility; address discrimination 
and seek sustainable results. 
 
Empowerment means helping people to help 
themselves.  Let us share here what Doug 
Anderson, Chief of Party for ACDI/VOCA-
Egypt and an EL SHAMS partner said when 
we asked what was EL SHAMS greatest 
accomplishment:  “This project actually 
worked to materially assist hundreds of small farmers averaging 1.3 feddan of land in 
an area of the country where the poor actually live --- truly an outstanding 
accomplishment working with those who had never been benefited before.  EL 
SHAMS leveraged a lot of resources.  It taught farmers how to work together for their 
common good — to help themselves.  And it helped in developing quality products to 
meet new markets demand.”  Need we add more? 
 
Linkages and relationships with partners in the EL SHAMS portfolio of activities had 
mixed results.  During our meetings at the Farmer Associations, we discussed 
training in depth with the Board Training Committees.  Most often mentioned was the 
“excellent” training received through UC-Davis for its Observational Study Tours and 
ability to Train Trainers (TOT), we interviewed several of these TOT individuals and 
those that they trained to learn of the very high quality of instruction provided to 
Farmer Association members and others.  Also interviewed were Government of 
Egypt extension specialists who also benefited from the training.  ACDI/VOCA’s and 
the Nile Valley Group’s early training and technical advice provided at the beginning 
of the project had large impact on the ability of EL SHAMS to get up and running 
efficiently to initiate new crops development and new marketing methods.  Some 
assistance from a complementary USAID-funded AERI Program implemented by 
MUCIA on crop disease problems early in the first period of EL SHAMS was also 
mentioned by the MUCIA Chief of Party Dr. Samy. 
 
The evaluators can make the observation that the pace required by the implementers 
of this project to make up for lost time at the start was at such a rate that 

“This is not the right time for El 
Shams to depart. EL SHAMS is 
just starting to pay off in that we 
realize the importance of resource 
mobilization and finally appreciate 
the value of organizational 
development.  If Shams 
continues, then there will be a 
continuation of exposure to new 
crop varieties, new ways to 
handle problems and new market 
possibilities.” 
(Chairman Fathi Radwan Khallaf, 
Farmers Association Beit Khallaf-Sohag, 
July 31, 2007) 
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The role of women in the self-governing Farmer Associations 

fostered by EL SHAMS is strong and growing 

communication among partners possibly suffered.  Also a factor, as explained to us 
by USAID Officer Dr. Milly Gadbois was that the original project design called for a 
partner coordination committee, which unfortunately was never funded.  In sum, the 
evaluators believe that in the end results paint the picture, and it is obvious that 
partner resources vital to EL SHAMS’ success were provided by them on a schedule 
and in sufficient quantity and quality to achieve planned objectives and meet planned 
targets.  Another pertinent observation to be made is that despite any perceived lack 
of communication or coordination among partners at the Cairo or regional levels, by 
the time the technical assistance or training to be provided reached the Farming 
Association level, all was smoothly delivered and  meaningful to the  recipients.  

Problems among the 
partners at headquarters?  
Perhaps.  At the 
village/farmers level? No. 
 
There can be no better 
indicator of EL SHAMS 
sensitivity to accountability 
and responsibility than to 
highlight the exceptional 
and considerable skill which 
was directed toward 
establishment of self-
governing and self-reliant 
Farming Associations 
among the poorest and 
most marginalized people in 
Egypt.  As Dr. Ibrahim 
Siddik, one of our 
evaluators noted for us:  

“Upper Egypt has 37% of the population where 77% of the ‘poorest of the poor’ 
reside.” (Source: UNDP Egypt Human Development Report, 2005).  Just as the 
farmers in Upper Egypt have taken considerable risk as they move to raising high 
value crops for export, so has CARE/EL SHAMS shouldered perhaps even higher 
level of risk by agreeing to focus on the most marginalized people in this country.  
But the gamble has worked.  The poor farmers have responded almost beyond 
expectation.  They have raised their incomes 10 fold.  Through increased incomes 
they have measurably enhanced the quality of life for their families (refer to the 
Marketing Section for details).  Take a bow, CARE/Egypt. 
 
EL SHAMS’ efforts- direct and indirect -- impacting on women participants remain the 
focal point for addressing discrimination in Upper Egypt society.  EL SHAMS chose 
correctly when the project identified empowerment for women as one of its indirect 
thrusts, because through empowerment, women’s’ bag of tools to fight discrimination 
is filled.  As they gain personal incomes to spend on household and personal needs, 
women enhance their powers and rights as productive members of society and gain 
voices in their own futures.  For example, in the Farmer Association in Mataa’na, 
Luxor, EL SHAMS helped women learn to find help to engage in mushroom 
production, handicrafts, duck raising and canning/preserving.  From EL SHAMS 
women learned the entire sequence of activities required from buying inputs to final 
marketing.  Women also do “cross-visits” to other FA’s to learn what other women are 
doing to generate ideas.  Women help with hibiscus — they dry the crop then collect 
the harvest from all houses and sell to a buyer.  Women also sort, grade and pack 
the green bean production, making even more money to add to their household 
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revenue.  Discrimination — there?  Sure, but diminishing as the women handle the 
problem themselves as they empower themselves economically. 
 
Sustainability is always a critical and sensitive issue in development programs.  Most 
programs fail any early or late test of whether plans and functions will continue once 
the donor departs.  The evaluation team has detected both positive and less than 
positive signs of sustainability for EL SHAMS.  On the positive side, we noted that 
several of the Farmer Association Board Members interviewed listed fund raising as 
indicative of their ability to go on after EL SHAMS departs,  For instance, at the 
Farmer Association El Manshia in Aswan, it was mentioned that the FA has several 
sources of financial support: from the Social Fund for Development.  Also Institute of 
Cultural Affairs is a source of loans for women for small ruminant 
production/livestock.  A third activity is supported by the Social Fund — a revolving 
fund for the poor.  The Farming Association received LE 1 million, and now has built 
the fund to LE 1.6 million. 
 
Those are impressive results — and EL SHAMS can take credit for teaching these 
people how to seek out and obtain grant funding.  But is all that the true test of 
sustainability?  We think not, and we do believe that EL SHAMS lacks one vital 
ingredient to ensure long range success: time, simply time.  The majority of the 
Farming Associations we visited are on the verge of “graduation” to financial and 
operational sustainable status, but to ensure 
attainment of that final step, EL SHAMS’ 
developmental and technical capabilities need 
to continue to be inserted into the matrix.  
Getting there?  Sure, absolutely, no doubt at 
all.  There yet? No. 
 
 
Conformation to CARE Project Standards:  
“These CARE standards, as well as 
accompanying guidelines, should be used to 
guide the work of project designers; as a 
checklist for approval of project proposals; as a tool for periodic project self-appraisal; 
and as a part of project evaluation.” 
 
 
(1) The project should be consistent with the CARE vision and mission, and 
programming principles. 
 
Response: In the previous 4 pages, the evaluation team believes that EL SHAMS 
has responded to the principles of: promoting empowerment, work in partnership with 
others, ensure accountability and promote responsibility, oppose discrimination, and 
seek sustainable results. 
 
 
(2) Be clearly linked to a country office strategy and/or long term program 
goals: CARE/Egypt’s Mission is to address the underlying causes of poverty 
affecting the most vulnerable households in the poorest communities in Egypt.  
Guided by our core values and the aspirations of local communities, CARE 
Egypt will: 

� Dialogue with government on policy and decision-making, 
� Promote innovative partnerships, 
� Support gender equity, 

“It’s just too early for Shams to 
leave.  Let me put it this way. 
Look at parents and children.  
Parents give kids time to become 
independent.  They don’t send 
them off on their own until they 
are ready.” 
(Chairman Mahmoud Abou El Azaim, 
Farming Association El Bashou – El 
Minya August 7, 2007) 
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� Mobilize local capacities and resources and ultimately contribute to 
building a strong civil society for the realization of basic rights. 

 
Response: The evaluation team discussed EL SHAMS project in detail with over 35 
Government of Egypt officials and in every instance the respondents indicated the 
key role of the project in changing long-rooted policy in Upper Egypt’s cropping 
patterns.  According to them, the project has been the single most influential force for 
changing the “mentality” of the farmers toward the growing of new high value crops. 
 
The project has also started to change the thinking of government agriculture officials 
toward devoting more resources and assistance to high value crops.  Moreover, it 
has also been successful in structuring instrumental partnerships with contributing 
organizations, especially in the area of training horticulture extension agents.  These 
more highly trained agents have consistently shown their mettle and knowledge by 
training hundreds of additional farmers and agriculture extension agents in the new 
technologies and marketing. 
 
In another accomplishment, many hundreds of women have played key roles in the 
project not only as the chief sorters, graders and packers for the new crops, but also 
in fomenting the formation of additional women-oriented economic activities in the 
villages, including the new programs for home-based mushroom production.  Also, 
the evaluation team’s interviews with the Farmer Associations quickly revealed that 
both women and men are taking advantage of the training provided by the project to 
seek funding from other donor organizations for a panoply of self-directed activities at 
the village level. 
 
 
(3) Ensure the active participation and influence of stakeholders in its analysis, 
design, implementation, monitoring and evaluation processes. 
 
Response: Based on extensive interviews in over 200 hours of meetings with project 
constituents including over 400 members of the Farmers Associations, the evaluation 
team is convinced that the CARE/EL SHAMS team has more than adequately 
involved the people of Upper Egypt in project design, implementation methodology, 
training specifications and monitoring and evaluation.  For the most part, key partners 
have been directly and extensively involved in decision-making about project 
direction and activities, with certain exceptions which have been noted in the pages 
above. 
 
However, the evaluation team does find that in the final analysis, appropriate and 
adequate levels of technical assistance and training have been provided to the 
project constituents despite some partners’ perceived lack of coordination and 
involvement.  Most importantly, though, the targeted people themselves believe that 
their needs and aspirations were adequately taken into account in the design and 
implementation of this project and that they have been deeply and appropriately 
involved in decision-making at all levels of the project. 
 
 
(4) Have a design that is based on a holistic analysis of the needs and rights of 
the target population and the underlying causes of their conditions of poverty 
and social injustice.  It should also examine the opportunities and risk inherent 
in the potential interventions. 
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Response: The evaluation team believes firmly that the project designers did actively 
derive a project that, remarkably a short 4 years after its start, has achieved so much 
improvement in the incomes, jobs creation, and lives and living conditions for the 
poorest people in Egypt.  That is, by its very success this project has proven the 
validity and comprehensive nature of its design, and those responsible for it should 
be heartily congratulated as should the implementers themselves. 
 
CARE assembled and fielded a remarkably skilled and devoted team of expert 
Egyptian professionals who have, in the largest part, been responsible for its 
success.  The other part of the congratulatory handshake goes to the people of 
Upper Egypt themselves who have so reasonably and skillfully taken advantage of 
the resources of this project and turned them into real assets for achieving their own 
perceived objectives.  As an added thought, CARE ought to, we think, use the 
positive results of this project as a final benchmark, and then back up through the 
design document level by level for use as boilerplate for the design of similar projects 
(a reverse logical framework exercise?).  Lessons learned?  There are many 
emanating from this project. 
 
 
(5) Use a logical framework that explains how the project will contribute to an 
ultimate impact upon the lives of members of a defined target population 
 
Response: In the final analysis of the achievements of this project, it is valid, we 
believe, to assume that it was logically conceived. 
 
 
(6) Set a significant, yet achievable and measurable goal 
 
Response: It is perhaps reasonable to assume that because of this project’s 
perceived success, its goal was expressed adequately.  The evaluation team has 
noted that the original targets for achievement in this project were adjusted in 
collaboration with USAID in 2005 and believes that this step was justified. 
 
 
(7) Be technically, environmentally, and socially appropriate.  Interventions 
should be based upon best current practice and on an understanding of the 
social context and the needs, rights and responsibilities of the stakeholders 
 
Response: Fundamentally, project designers got it right the first time regarding the 
targeted stakeholders.  They figured that the risk was worth trying to change the 
“mentality” of Upper Egypt’s farmers to plant, harvest and market high value export 
crops.  It worked, and the tide has turned, forever.  Never will these farmers fear or 
regret their commitment to the new crops which have brought such economic 
success to; them and their families.  And, it should be noted that the organizational 
development aspects of the planned program have significantly impacted on the self-
actualization and empowerment of the targeted population.  They now have gone 
beyond the project gateway to use the knowledge gained to help themselves solicit 
funds from other donors and entities for their own small and large needs.  The 
“spread effect” in operation?  Oh, yes, indeed. 
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(8) Indicate the appropriateness of project costs, in light of the selected project 
strategies and expected outputs and outcomes 
 
Response: The evaluation team believes that cost/benefit type figures are 
inappropriate for use in development programs focusing on increasing small farmer 
income.  It is far more meaningful to measure the increase in farmers’ incomes, 
acreage planted to higher value crops, jobs created, and other measurable results at 
the point of delivery of project inputs at the farm level. 
 
Full discussion of these factors is in the Marketing Section in this report, and show 
positive results.  Speculating on the longer run, however, it can be surmised that if 
farmers of Upper Egypt continue their activities in high value export crop production 
and marketing, there will be many thousands of their colleagues who will follow their 
example (which has already happened as the evaluation team has discovered) and 
in future also grow and market these crops, adding considerable wealth to their own 
bottom lines and indeed impacting most positively on the Egyptian economy in the 
long run.  Against such a latter macroeconomic indicator, then, it perhaps would be 
fair to compare overall project costs. 
 
 
(9) Develop and implement a monitoring and evaluation plan and system based 
on the logical framework that ensures the collection of baseline, monitoring, 
and final evaluation data 
 
Response: In hindsight, the evaluation team finds that project designers and 
implementers did not put sufficient thought into planning for baseline figures.  Simply, 
this project called for measurements of increases in farmer production, income and 
impact on jobs creation as a result of engagement in high value crops production and 
marketing.  Other allied simple information on acreage under production and farming 
practices could also have been measured at the beginning of project activities.  
Rather, project designers and implementers specified that formal 
“baseline/benchmark” surveys be conducted in the project areas.  Such large surveys 
were done and much information was collected but it was and is of little practical 
values for baseline and impact measurement purposes.  
 
In the evaluation team’s experience, such misunderstanding of the meaning of 
baseline work is common.  Simple data is needed which is easily updated 
downstream.  For purposes of this evaluation,  a farmer questionnaire was developed 
by the evaluators  which asked for information on incomes, production and labor use 
both prior to project start and currently.  We believe we obtained reasonable 
information from this questionnaire which we have used to infer positive impacts at 
the farmer level — a chief component and focus of this project. 
 
 
(10) Establish a baseline for measuring change in indicators of impact and 
effect, by conducting a study or survey prior to implementation of project 
activities 
 
Response: As noted above, the evaluators disagree with this approach of using 
major studies or surveys to obtain such information which turns out normally to be 
too complicated or imprecise for measurement in the future.  And especially in the 
case of EL SHAMS, the work of the partner Environmental Quality International (EQI) 
on the “baseline” study it conducted combines figures for multiple farms/farmers, not 
allowing for desegregation. The evaluation team therefore had to develop its own 
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questionnaire for administration to farmers during the visits to Upper Egypt to attempt 
to obtain “before” and “after”: figures for crops grown, production, incomes, labor 
used and impact on household income and activities. 
 
 
(11) Use indicators that are relevant, measurable, verifiable and reliable 
 
Response: The evaluators heartily agree with this statement and unfortunately these 
indicators were not collected at the beginning of the project.  Despite this oversight, 
however, the evaluators were able to develop a questionnaire to obtain “before” and 
“after” figures from the farmers, as explained above and these figures have shown a 
very positive result on farmer income and employment. 
 
 
(12) Employ a balance of evaluation methodologies, assure an appropriate 
level of rigor, and adhere to recognized ethical standards 
 
Response: The evaluators applaud the significant efforts made by the EL SHAMS 
implementation team to gather data from the Farming Associations as seconded 
through the CARE Regional Offices and then on to the CARE/EL SHAMS home 
office M&E team in Cairo, such data has been used for the required quarterly reports 
to USAID and appear to have been accurate and complete.  These figures and 
reports have been used by EL SHAMS for Action Planning, and in hindsight, as the 
evaluators view the results of targeted activities as positive, then we can surmise that 
the data provided in the reports, on which activities were actually planned, was 
accurate and adequate. 
 
 
(13) Be informed by and contribute to ongoing learning within and outside 
CARE 
 
Response: The evaluators have had significant experience with donor programs in 
agriculture throughout their careers.  In our experience, only in the most recent past 
have donors such as USAID begun to show interest in the involvement of the private 
sector agribusiness interests such as marketers/buyers/exporters in the development 
process for poor farmers.  EL SHAMS project is ground-breaking in its agribusiness, 
high value crop production, export marketing and “demand-driven” focus.  As such, 
we believe that the project has significant lessons learned for donors contemplating 
agriculture development activities. 
 
EL SHAMS has proven that small farmers can be risk takers if adequate information 
and “hands-on” knowledge is provided to them.  The careful structuring, coordination 
and linking by EL SHAMS of both organizational development and 
technical/marketing development techniques to achieve significant farmer income 
improvement outcomes is certainly significant and deserves careful attention by 
donors.  We definitely urge CARE to use this project as developmental project 
boilerplate for increasing farmer incomes and rural employment wherever CARE 
feels that such project activities would be appropriate. 
 


