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PREFACE

This annual evaluation of the Basic Village Services program was
conducted jointly by USAID and USDA personnel. Representatives from
ORDEV/Cairo, USAID/Cairo, and Chemonics/Cairo also participated in
site wvisits. Additionally, AID contracted with the American
University, Cairo (AUC) to perform several village-level case
studies in conjunction with this evaluation. The AUC team was
comprised of: Dr. Richard Huntington, Dr. Asaad Nadim, Dr. Richard
Lobban and Ms. Soha Abdel Koder.

Dr. George Gardner, USAID/NE/TECH/Washington, served as team
leader. Ms. Elizabeth Berry, USDA/FAS/EC/Washington was the other
writing membar of the evaluation team. The opinions expressed in
this report are solely those of the authors.

The evaluation team began work in Cairo on February 7. Field
visits and interviews in eight governorates were conducted during
February @ - February 25. Analysis and write-up was completed in
Cairo by March 3.

Two members of the Chemonics staff, Dr. Tharwat Saleh and
Mr. Philip Cheney, accompanied the team on their field visits and
provided tremendous support. They focused on the environmental
issues associated with BVS, and also provided the team with useful
data and logistical support.

Mr. Mazdi Sidarous of USAID/DRPS/LAD provided invaluable
assistance. His field work and translation of data greatly
contributed to this tean effort. Thanks is also extended to the
O'DEV officials who accompanied the evaluation team on field trips.

Dr. Gardner, Ms. Berry and Mr. Sidarous also participated in the
second annual BVS evaluation, which was conducted in February and
March of 1981.



I.  INTRODUCTION

A. Historv of BVS

The Basic Village Services Program was 1initiated on
March 20, 1979 as a PL 480 Title III agreement. This Title III
program, valued at §75 million over a five vear period, was
supplemented by a $70 million AID grant in August 1980, bringing the
total U.S. commitment to $145 million. At the time of this writing,
a supplemental amendment for $75 million was being reviewsd by
AID/Washinzton.

In brief, the program promotes govermmental decentralization
and local carnacity-building as means of supporting rural
development. This is consistent with GOE policy. More
specifically, popularly elected village councils are to be utilized
as tne principal institutions for identifying local needs, and
planning and implementing projects on the basis of those needs. The
projects funded through the BVS program must be public projects,
accessible to almost all people residing within the territory of the
public unit that owns or supplies such services. In actuality, BVS
has a dual emphasis: to promote decentralization and to upgrade
Egypt's rural infrastructure.

The Organization for Reconstruction and Development of the
Egyptian Village (ORDEV) has been charged with the program's
adninistration at the central government level. The Inter-Agency
Carmittee (IAC) for Basic Village Services is responsible for
formulating BVS planning and implementation procedures. The IAC is
chaired by a representative of ORDEV and includes representatives
from the Ministries of local Government, Finance, Planning, Economy
and Agriculture.

Initially, BVS was implemented in three governorates--Fayoum,
Sharkia and Sohag. Six governorates were added in 1981--Baheira,
Giza, Minya, inufiya, Qaliubiya and Qeria. If the above-mentioned
proposed amendment is approved, an additional 11 governorates would
be added, thereby including virtually all the rural governorates in

Egypt.

More background information on BVS is detailed in the: second >
annual evaluation, '"Egypt: The Basic Village Services Project"
(March 1981).

B. Purpose of the Evaluation

The Basic Village Services (BVS) Program is jointly funded by
PL 480, Title TIT  ("Food for Development”) and an Agency for
International  Development  (AID)  grant. Under the Title III



legislation, en annual evaluation is required in order to authorize
shipment of each respective year's tranche of PL 480 commodities.
Tne purpose of this evaluation, which has been jointly conducted by
AID and the U.S. Department of Agriculture (USDA), is to fulfill the
legislative mandate for FY 1982. Additionally, this evaluation may
pe utilized in the management of BVS, which is scheduled to continue
through 1985.

This is the third annual evaluation of BVS; the first and
second were held in February 1980 and March 1981. The rirst
evaluation focussed on administrative procedures, while the second
emphasized the program's physical outputs. The thrust of this
evaluation is tworold: (1) to identify issues and problems
associated with BVS in order to encourage their resolution, and
(2) to evaluate progress in the fulfillment of the program's stated
goal and purpose, which is:

"To reinforce and strengthen local government in
FEgypt so that it more effectively supports

agricultural and rural aevelopment', and 'To
improve and expand & continuing capacity in
local units to plan, organize, finance,
implement and maintain locally chosen

infrastruccure projects.'

C. Methodology of the Evaluation

This evaluation was designed to be complementary to the
evaluation conducted in March 1981, while providing a detailed
review of the six new governorates wiich joined the program in 1981.

Last year, the evaluators focused on the process of project
implementation at the governorate and village level. This year we
decided to focus on the intermediate district (“markaz'') level to
study both the outputs and the process of decentralization.

A sample of markazes was selected from each of the six new
governoratec. Every effort was made to balance the sample by
selecting several markazes which appeared to have made significant
progress, »lus several markazes which appeared to be experiencing
implementation delays. Data on project implementation used for the
selection of markazes to be inspected were provided by ORDEV/Cairo
and Chemonics.

However, the BVS project involves both phvsical outputs (e.g.
roads and water systoms) and  process  (i.e. decentralization).
Furthermor=, tne process of project selection, implementation and
maintenance 1s supposed to bezin at the village council level. For



this reason, it was decided to conduct a small number of village
case studies of BVS projects to illustrate the typical grassroots
level process. Therefore, a team of Arabic-speaking researchers
from the Social Research Center of the American University in Cairo
was contracted to conduct case studies in each of the six new
governorates.

At the governorate and markaz level, standardized structured
interviews were conducted with officials. In addition, some project
records were examinad and some project sites (e.g. pump houses) were
visited. Arabic-speaking tean menbers participated in every
interview to minimize misunderstanding. A list of the markaz and
projects studied is seen in Table 1.

At the wvillage level, teams of Arabic-speaking social
researchers conducted interviews twich popular council members,
village council members, villagers and other officials. A summary
of their findings is incorporated into the analytical section of
this report. (See "A View from the Villages: Sumnary ol the Case
Studies Conducted by AUC'".) The individual case studies are seen as
Appendix 2,

In addition to intensive review of the six new governorates,
spot checks of selected projects were made in twc of the three
original (1980) governorates--Sharkia and Fayoum. The project sites
selected were previously stud. .d in the March 1981 evaluation.

Thus, the combined evaluation team observed the BVS program at
the project site, village local unit, markaz and governorate level
in eight orf the nine governorates currently participating in BVS.
Sohag governorate was excluded from this review.



Table 1

BVS Evaluation 1982:
Sites Visited

Governorate Markaz Village/Project
1., Minufiya Shibin El1 Kom Shobra Bas
Minuf Munshat Sultan
Singirg
Ashmun
Bagour
2, Giza El Saf
Embaba/Osiem
Abu E1 Nomros
3. Qaliubiya Benha
Toukh
Qalube Belaks

4, Baheira

5. Minya
6. Qena
7. Sharkia*

8. Fayoum*

Kom Hamada
Rashid
Damanhour

Kafr E1 Dawwar

Abu Karkas
Dair Mawas
Samalout
Maghagha
Qift

Qous

Luxor
Zagazig
Belbeis

Ebshaway

Kom Ashken
Mit Halfsa

E1l Alougy
Bordien
Ghietah

Kahk

Notes: *The team made follow-up visits to projects which were

studicd

in the BVS evaluation of March 1081.

In the six jovernorates reviewed this yecar, 21 marka:z
of the total of 52 markaz were visited and analyzed (40%).



II. GOVERNORATE REVIEWS

A. Baheira Governorate

Baheira compiled an impressive record during 1981, its first
year of participation in BVS. From both vantage points--the
decentralization process and project completion--this delta
governorate appears to receive very high marks.

Four of the markazes were reviewed on site: Damanhour, Kom
Hamadah, Kafr El Dawer, and Rashid. With the exception of a couple
of Load projects delayed by weather, all 103 BVS prOJects--water,
roads and drainage--are in some stage of implementation in Baheira.
About nalf of the water projects are complete and functioning. See
Table 2 for more detail.

Most project implementation and record keeping appears to occur
at the village level. Technical specifications and tenders for
contracts are primarily done at the markaz level. In several cases
(e.g. Rashid markaz) both labor and additional money were
contributed at the village lavel.

A technique used in Kon Hamadan to insure local participation
is worthy of mention. 1Two sigr.tures fram the executive side are
normally required on all checks drawn on the village account. For
BVS funds, the mirkaz requires that each check also be signed by two
popular council members (four signatures total).

For 1982, the marxazes in Baheira will again emphasize roads
and water. However, Kair el Dawar markaz plans to propose other
projects such as QLaughter houses, ferry boats, and a cold storage
plant.

Overall, Baheira appears to have achieved the Lest first year
perrormance anong all BVS governorates.

B, Giza Covernorate

In  Giza, the degree of project implementation varies
considerably fran mirkaz to markaz. In Badrashin markaz, all five
water proj=cts  have  been  conpleted--some apparently ahead of

schedule. Other markazes (L-h Enbaba and El Saf) have had their
water projects delayed by Segwart *and have not vet completed any
water projects. iowever, most of the water projects (14 in Embaba,
9 in El Sai) ar2 in sone stare of inplenentation.

The disbursement o 8VS {unds occurrel sonewhat differently in
Gi;n The covernorate [ssued the ooney to the markazes where it is
ntiy medntained in the namr of  the appropriate  village

[9%)
1 .
[14]

* Refer to Section ITI C, "Project Delays Due to Pipe Shortages
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Tobile 2

Projects in Paheira Governornte, 1981

Water Foads Other Total
MARKAZ .
lo. lo. % No. lio. % lio. lNo. % No. No. ”
lanned Completed Exp. Planned Completed -Exp.| Plenned Completed Exp.| Plenned Completed Fxp.

Damanhour L 2 i5.i0 5 0 21.71 - - - 9 2 37.10
Bashia 2 2 a5.8h 2 1 87.6h 2 0 Q1.681 6 3 91 .02
Wadi E1 HNatron 1 0 58.95 - - - - - - 1 0 58.9%
“afr ©1 Dawar 2 0 87.61 6 2 36.38 - - - 8 2 lh 3y
El Mahmoudiya 4 1 80.86 - - - '2 0 91.79 6 1 9°.5%
£l Fahmania 3 3 96.34 3 2 8h.29 - - - 6 5 88.99
Etai E1 Baroud L 0 99.86 7 3 L1.3h 1 1 100.00 12 I 55.80
Shobra-Kheit L 1 77.99 \ - 10.98 - - - 8 1 ho 8l
£1 Delengat 3 2 81.98 1 1 h2.13 - - - L -3 i6.98
Abu lommos 3 2 79.62 7 0 17.7h - - - 10 2 769!
Abu Z1 Matamir 2 0 29.86 2 0 27.58 - - - L - 22,00
Edco - - - 2 2 96.93 1 0 96.67 3 2 ag.
Hosh Essa 2 1 102.68 1 0 . 59.17 - - - 3 1 70,70
Kom Iiamada 10 6 93.65 11 5 17.90 2 0 L7.84 23 11 o
Totals Ll 20 51 16 8 1 103 37 56.55
liotes:

"nes

v "
> FXp.

represents the percentage of BVG funds expended.

Derived from data collected by Chemonics from ORDEV/Cairs and the governorates as of December 31, 1981.
In the markazes visited during the evaluation, information was updated whenever possible.

The column
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councils. We were told that the reason for this procedure is that
villages do net have accounting, units. However, we were told by
ORDEV that the 1982 monay will be transferred directly from the GOE
central bank to the villages.

Overall, the project completion picture for Giza is not very
impressive. This slowness 1is probably due to the rfact that three
markazes received their BVS money in March 1981, but the others did
not receive funds until September 1981 due to a delayed USAID
disbursement. S2e Table 3 for aetails on markaz level project
completion in Giza.

In terms of deceatralization, no governorate level procurement
for water projects was done in Giza. Markaz technicians worked up
most project specifications, and all bidding for contractors was
qDpa"eﬁtw done at the markaz level. In short, the first year of
BVS in CGiza was a relatively decentralized process.

All markazes have apparently received notification (formally or
verbally} of the broader project categories for 1982 funding. El
Saf markaz, for exanple, will propose the construction of slaughter-
houses  and public markets. El Numros markaz will propose BVS
funding for canal linings and ferry boats in addition to roads and
water projeccs.

-~

C. Minut iy Governoratce

Minufiya has not implemented BVS projects as rapidly as some of
the other delta governorates. At the governorate, officials cite
the relativelv late (Mav 1981) arrival ¢ the BVS funds as a factor
which caused their projects to get off to a slow start. However,
they expect to have all 1681 vbrojects compnleted by May 1932.

entralization has not been achieved in the first year to the
ont as in Baheira.  All road (12) and sanitary drainage (14)
in the governorate wera awarded to a single firm (Nile
ML TanY)  belause there was apparently little contractor
wien bids were sougnt at tne local level for individual
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Toe Jducontrelization process  fa
i

od  far better in the water
projects () total) witsn about 15 different contractors being used.
Bids and contracts were letoat the markaz level.  Water project
completion aas been slow thus rfar (20 of 50 completed as  of
Dotember Sy, nwever,  due I.L‘-ly to delavs in the receipt of

"
18
-

L

Sewwart pipe. e wers Dold o that to dane only 30 kiloueters of the
L0 kil tors owdersd have  boen received. All of  the water
Jrojects are in sone staze of implonentation.



Table 3

BVS ProJects in Giza Governorate, 1981

Water

Roeds Other Total
MAKEAZ
No. lio. % lo. No. 7% No. No. % No. No. %
Plenued Comvleted Exp. Plunned Completed Exp Planned Completed Fxp.| Planned Completed Exp.

Abu Fl Nomros 3 0 36.7 1 0 0 - - - N 0 19.20
. Bl Ayat 7 0 21.1 3 0 0 - - - 10 0 19.66
i« E1 Badrashin 5 5 101.6 1 1 100 - - - 6 6 101.50
. Imbata 14 0 11.2 10 0 0 - - - 2k 0 16.18
. Fl sar 9 0 32.2 7 0 0 — - - 16 0 15.00

Total 38 5 27.81 22 1 Y - - - 60 6 12.05

lictes

as of December 31, 1981.
was updated whenever possible.

BV funds expended.

Derived from data collected by Chemcnics from ORDEV/Cai
In the markazes visited durin

ro and the governorates
& the evaluation, information
The column "% Exp." represents the percentage of
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The markazes of El Bagour, Ashmoon and Shebin el Kam were
reviewed on site, and several individual projects in Menouf markaz
were inspected. See Taple 4 rfor deteails on project completion
status in all markazes.

The g .vernorate has formed a technical committee to visit all
of the markazes and explain the potential categories for BVS
projects in 1982. They are still awaiting final word from
ORDEV/Cairo defining Jjust which types of projects can be funded.
Some requests ror small bridges, for example, have already been
received.

In sumary, it appears that much of the decision making and
procurement was conducted at the governorate level (e.g., the
ordering or 124 diesel and 95 electric motors). Such centralized
procurement can achieve eifficiencies, however, and probably makes
sense in the context of the first year of a new program such as BVS.

D. Minva Governorate

In terms of decentralization process, Minya is also near the
top of the list ror 198l. The project completion rate is not as
high as that of Baheira, perhaps because so many water projects are
being delaved by the Segwart problem. However, all 57 water
drojgits ar2 in some phase of implementation. See Table 5 for

etails.

rour markazes wera reviewed on site: Maghagha, Abu Korkas,
Dair Mois, and Samalout. For road projects, a shortage of bids from
contractors has delayed many projects. It appears that many road
projects 1in several markazes are being done, in turn, by one
contractor who was the successful bidder in the several markazes.

In Abou Korias, all eight water projects are delayed by
Segwart. n Dalt Moils, about three of five are awaiting Segwart
pipe; and in Samalout, at least five of the eight wate: projects
nave not yet been started because they involve only pipe, and

Segwart is agzin the problem.

In Dair Ibis, local contriburions occurred in a road project,
where wvillage funds were used to move utility poles to permit
widening of the road.
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In terms of decentralizetion, much implementation and record
keeping seemns to occur at *the village level. In most cases, the
respective narkaz  assisted with cechnical specifications and
procurement.

O

The 1932 proje
projects. It &
basis of relative population size. At least one markaz (Maghagha)
will. request the use of BVS funds to purchase ferry boats.

ct  lists will again emphasize roads and water
ppears that runds will again be allocated on tne

s
<

E.  Quliubiva Lovernorate

Project completion in Qaliubiya is moving relatively slowly.
The governorate has apparentls been hampered severely by the Segwart
pipe problem. All pipe was centrally ordered from Segwert by the



Table 4

BVS Projects in Minufiya Governorate, 1981

Water Roads ' Other Total
MARKAZ .
lo. No. % No. No. % No. No. % No. No. %

_ Planned Completed FExp. Planned Completed Exp.! Planned Completed Exp.! Planned Completed Exp.

F1 Bagour 9 1 80.8 1 0 0 1 0 0 11 1 75. 8l

ASigmoon 13 1 90.8 5 0 0 3 1 28.6 21 2 82.90

Menouf 4 0 98.6 2 0 0 1 0 0 T 0 79.35

Berket 1 Sabaa 6 0 Th.24 - - - - - - 6 0 Th.2h &:
;

i1 Shohada 6 0 82.44 - - - - - - 6 0 82 .hk

Jhebin E1 Kom T 0 57.88 2 0 0 2 0 0 11 0 h6.62

.ciesna 7 0 102.92 2 0 50. 44 3 0 0 12 0 85.53

Tala 8 0 66.61 - - -~ Y 0 0 12 0 57.20

Total 60 2 82.06 12 0 1h.27 1L 1 4.Lh9 86 3 72.49

tes: Derived from data collected by Chemonics from ORDEV/Cairo
and the governorates as of December 31, 1981. 1In the markazes visited
duriag the evaluation, information was updated whenever possible.
The column "% Exp." represents the percentage of BV3 funds expended.



Table 5

BVS Prejects in Minya Governorate, 1981

Derived from data collected by Chemonics from ORDEV/Cairo and the governorates

as of December 31, 1981. 1In the markazes visited during the evaluation, information

was updated whenever possible. The column "% Exp." represents the percentage of
BVS funds expended.

Water Roads Other Total
MAKKAZ
No. No. yA No. No. % No. No. % No. No. %
Plenned Completed FExp. Planned Completed Erp. | Planned Completed Exp. | Planned Completed Exp.
El Bdwa L 0 7.2 1 1 100 | 5 1
Maghagha 6 2 93.6 6 L 98 12 6
. PBen. Mazar 6 0 18.% 5 0 31.3 11 0
Matai 5 0 12.1 5 1 88.4 10 1 ;#
Samnlout 8 0 - 5.7 7 0 63.9 15 0
Fl Minya 7 0 53.3 T. 0 20.4 1k 0
Abu Korkas 8 0 19.5 8 L 103.3 1 0 17 L
Malawy 8 0 20.0 8 0 17.7 16 0
. Dair Mois 5 0 0.6 5 1 62.2 1 0 11 1
otals: 57 2 52 11 2 111 13
otes:



- 13 -

governorate. Although the pipe was ordered in March 1981, only
about 30% has arrived to date. Furthermore, two price increases
have been passed along by Segwart since the original contract was
signed.

Three markazes were reviewed on site: Banha, Toukh and
Qalube. In Toukh markaz, all 23 water projects are in some stage of
implementation--but none is yet complete. Again, Segwart is cited
as the main reason for lack of completed water projects. In
contrast, all five road projects (totalling 21.5 kilometers) have
been completed, and are being paved ''with governorate funds'.

In  Qalube  markaz, where supervision of  contractor
implementation is done at the village and markaz level, nine of the
12 punps required for 16 water projects have been installed.
However, none of the projects is complete--and once again Segwart is
cited as the main cause of delay.

The planning for 1982 projects in Qaliubiya is not complete at
this time. Last year, money was allocated according to the relative
population of a given unit. This year, the governorate would ike
to be more discriminating (basing allocation on relative needs)but
officials admit that it will be difficult to chenge the 1981
precedent. The 1982 Qaliubiya project 1list was submitted to
ORDEV/Cairo. However, notification of IAC guidelines on broader BVS
project categories reached the governorate after the 1list was
completea.  Thus, the governorate-wide project selection process
will be repeated with proposals coming in for more varied project
types.

See Table 6 for details on project implementation at the markaz
level.

F.  Qena Governorate

BVS implamentation in Qena for 1981 is not encouraging from the
standpoint of either decentralization or project completion. The
governorate Directory of Planning was visited; this is the entity
most directly iavolved in Qena's BVS program. 4Additionally, three
markazes were reviewad on siter Qift, Gous, and Luxor.

Of the 258 BVS projects orizinally planned in Qena, only three
have been completed. To date, 17 wells have been drilled, three
road projects have been completed, 13 rtoad projects are unde.
construction, and canal cleaning projects are underway. Sce Table 7
tor more detail.



Table 6

BVS Projects in Qaliubiya Governorate, 1981

Water Roar . | Other Total
MAKKAZ '
RICH lNo. A No. No. 4 No. No. % No. No.
Plunned Completed Exp. Planned Compieted Exp.| Planned Completed Exp.| Plsnned Completed
. Banha 37 0 L7 |

Tookh L9 0 62
b.owaliub 25 0 57
\. ¥l Hhanka 16 0 7
tnir Shokr 21 0 58
Chebin El 36 0 50

Mg D -~
nannaver

AL

Yanater 21 0 68

Thaireis

-V‘[-

fotnl z35 0 59

Hotes: lwrived from data collected by Chemonics from ORDEV/Cairo and the governorates
as of Pecember 31, 1981. [n the markazes visited during the evaluation,
information was updated whenever possible. The column "% Fxp." represents
the percentage of BVS funds expended.



BVS Projects in

Table 7

Qena Governorate, 1981

Water Roads Other Total
FARIAL
ho. lio. A No. No. % No. Ho. % No. No. %
Planned Conpleted Exp. Planned Completed Exp.| Planned Completed Exp. | Flenned Completed Exp.

1. Atou Tishet 19 _ . 8 1 39 12 39 1
2. Farshout 7 - 1 - 0 3 11
2. Lusn Hommadi 22 - 1 - 5h.5h 6 29
L. Deshna 15 - 1 - 6.25 3 19
5. Gena 23 - 2 - 19.60 6 31
6. Qift 8 - 2 2 Th. kb5 10 )
7. Gous 20 - 1l - 0 h 25
3. lakado T - 2 - 0 2 11
3. laxor 20 - - - - 19 39
J. Armant 6 - - - - 2 8
L. Hsua 3 - 3 - 24 25 36

Total 155 0 72.6 21 3 34.18 82 L7 59 258 3 60.67

fotes: Derived from data collected by Chemonics from ORDEV/Cairo and the governorates

as of [ecember 31, 198..

was updated whenever possible.
BVS funds expended.

The column

1"

7 EXP."

In the markazes visited during the evaluation, information
represents the percentage of

-S'[..
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Completion of water projects is being impeded by several
factors: delivery of pipe and electric units has been slow, and
Segwart has raised its pipe prices twice. Partly as a result of
price increases, governorate planners are now projecting that their
1981 &allocation will not be sufficient to buy 15 diesel pumps
originally planned for, to fund installation of 106 electric pumps
just received, or to pay contractors to lay water pipes.

As stated, Oena's road projects are under construction. We
have been told that the governorate will spend L.E. 361,000 in 1981
and L.E. 510,000 in 1982 to pave the BVS roads. However, the
Egvptian Gazette reported that "The U.S. Agency for International
Development (AID), has allocated the sum of L.E. one million to
finance a project for paving the collateral roads in Qena
Governorate.' (Friday, February 26, 1982, page 2.)

Virtuzlly all 1981 project implementation and record keeping
appears to be occurring at the governorate level. However, due to
cost overruns, the markazes will probably be requested to mobilize
voluntary labor to dig ditches for the water pipes. (Althougn it is
unclear whether such local contribution can be successfully
mobilized and coordinated in Qena.) Other than this call for
"self-help' the markaz chiefs seemed to have had minimil involvement
in 1981 8VS implementation. For example, none of the three chiefs
interviewad knew the status of canal cleaning in his respective
markaz.

For 1982, the uovernorate contacted the villages directly to
ask for project requests. It is expected that the markaz accounting
units will keep the f{inancial records for 1982 projects. Thus, an
attempt at decentralization is being made in Qena. Two slaughter
houses have already been planned and designed for the next year.

Overall, Qena's prosress in project implementation is slow and
being complicated by cost overruns. Some attempt is being tade at
decentralization, alchousn this too is slow.
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ITI. FINDINGS, ISSUES, AND IMPLICATIONS FOR USAID AND USDA

A, Overview

In the broadest sense, we believe that BVS is accomplishing its
purpose of supporting decentralization and local capacity-building.
Officials at the markaz and village levels, 1In most cases, are
actively involved in project planning and implementation. The
project has evoked local enthusiasm and participation, at times to
the extent of stimulating local resource and labor contributions.
Further, it should be noted that the governorates with the highest
project completion rates - Baheira and Fayoun - also are the most
decentralized. Conversely, the governorate with the lowest
completion rate--Qena--is the most centralized.

It should also be noted that, so far, the most critical
problems associated with BVS implementation (i.e. pipe procurement,
comunications from Cairo) are occurring at the higher levels, while
markaz and village level implementation appear to be proceeding
relatively smootnly. This evidence strengthens the argument 'that
the decentralization concept is appropriate in Egypt.

In short, the program is working, even with its problems. It
is also evident that the assumptions upon which the program is based
(i.e. that decentralizing government will promote rural development)
are basically correct.

B. Appropriateness of Various Project Tvpes in BVS Implementation

A wvariety of project types are eligible for BVS funding.
Generally, projects funded through BVS must be public prejects,
accessible to almost all residents in the unit that owns or supplies
the services. Initially, roads and water projects (i.e., potable
water, drainaze, canal cleaning, sewage) were emphasized almost
exciisively. The 1982 implementation  puidelines allow  for
additional project types, such as slaughterhouses, public toilets,
village markets, Jood storage facilities and "'covered bus stops' (to
protect produce).

The BVS procram has twdy major amphases: (a) to expand the
capacity ot Iocal units in plonning, implementing and maintaining
locaily chasen peojects; and (b)) to upzrade infrastructure in rural
ggypt.  Those two objectives, at times, conflict with each other
with respest U0 tho appropriatencss of various projelt types.
Inirostrosrure proiects, particularly water projects,
inherently roqui-e arca-wide planning often crossing the boundaries
of local units and  oeven  markanes. Further, desipn and
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implementation of such projects tend to call for technical expertise
often not available at the village or markaz level. Thus, the
objective that BVS projects ope locally planned, designed and
implomented somatimes 1s unrealistic, particularlv in the case of
sophisticarted inrrastructure  projects. This has  several
implications:

(A) Some of the above-mentioned project typss eligible for BVS
iunding in 1982 appear to be more appropriate with regard to
the decentralization objective than are complex infrastructure
pbrojects. Projects such as slaughterhouses, markets, food
storage facilities and latrines can be locally planned (in
contrast to water systens, which recuire higher level
planning). Similarly, these project types are better suited
for local design and implenentation, diminishing the need to
depend on governorate-ievel technicians and contractors.,

(B) In cases where wvillugers continue to choose complex
infrastruccure projects, area-wide planning is often necessary,
as 1s technical support fram the mirkaz or governorate. Higher
level involvanenc would probably be well advised in such cases
In order to ensure technically sound project design and
Implementation, ard  economically and  envirommentally sound
area-wide plianninz,  for exanple, a number of independently
conceived water projects mav affect the water table level of a
laree area, thereforo necessitating  area-wide environmental
planning.

It should be noted that a high proportion of projects will
probably continue to b2 water and road projects bezause there i1s a
great dorana by wvillapers f{or these basic services.  Also, if a
mathaz has allocated funding for water projects in, say, “0% of the
viliages one wvear, it may b politically compelled to cover the

remaining 0.0 the Tollowing vear.

A nunher ol project tvpes eligible for 19s2 funding  are
attractive not only iron tne decentralization stanipeint, but also
! lection woule probably dmprove  the overall BYS project
cumpletion rate. A5 we hoave seen in the Seovart pipe case, reliance
on one suppider mey drosticatly delay the completion of projects.
Unothe other band, o sane ol the 1) project Lepes could  be
constructer with ooaley wailaple miateriars, thereny diminishing

1
e probabhilite of aronndv bott lenecks
e probanliily of sphlv o tolllenecks,

Aniher Trepgeativo citel cource of delay is oreliance on one
contractor. i ¢ omarinanr adres o osincle contractor to undertake a
number of oal o projects, projest completion beconss g funstion of
the contractor's timetable,  we conclude that if markases and local
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units diversitv their project portfolios, including some less
sopnlstlcatec project types, the overall BVS project completion rate
could be 2xpeditea.

Finally, the project. eligible for 1982 tend to have lower
average costs than the projects currently being implemented. This
Is positive i{rom the qtqndpoinc of making BVS project:; available in
more villages and increasing the program's visibility.

C. Project Delavs Due to Pipe Shortages

The scarcity of pipe for potable water and drainage projects
has emergad as the greatest impediment to the successful fulfillment
of BVS projoct objectives. During the past year the problem has
bacome LTILICJI. An estimated 400 projects in at least seven
governorites ire currently awalting the receipt of asbestos cement
pipe and/or nip2 couplings from Segwart, the public sector supplier.

This problan was predicted in 1979 by a consultant who did much
of the field work associated with the development of the BVS
program. Furthermore, the evaluation conducted in  March 1981
conrirmed  the  reality of pipe shortages througshout Sharkia
governorate. It appeare that the efforts exerted by USAID and ORDEV
to resolve the problem during the past year have not been
effective. With the addition of six new governorates in 1981, the
pipe shortases cited last year in Snarkia and Sohag persisted and
nave now Loeoon: widespread, and are undermining the genuine efforts
to inplement water projects ot all levels--village, markez and
sovernorate,

The oviluation tean compiled a partial list of water projects
awalting Seowart pipe for completion. In many cases, the projects
have not oven been started because many projeccg involve only the

laying of pipe to extend existing water networks to peripheral
hamlets, kn nevview of the rn"nltudo ot Lhu pipe shortage problem

(oo
3
.

is seen In Tab

noevery Case observed, the pattern is virtually the same: a
markaz (v owiliaee, o povernorate) prepaid to Segwart the  full
parchase ceant oo piven guantity of pipe--apparently  standard
Eavption Dbusiness prastics,  In some cases, a delivery deadline was
spralified; in other coses, no delivery date was mentioned.  In some
Cases, 0o plpee D Deen recelvet at o all; other units received only
pirticl solpeents. Sy unils received their pipe, but not the
couplines anl sonrets necessary for dnstallarion. The "ottom line"
is the o Lol these cases=-potuble water s not {lowing to
village rocipi
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Table 8

BVS Water Projects Planned for 1981 Implemen-
tation Currently Delayed by Pipe Shortages

(28 markaz in 6 governorates visited by evaluation team only)

PROJECTS

Governorate Planned Completed %

Minufiya 30 6 20
Giza 26 0 0
Qaliubiya 59 0 0
Minya 27 4 15
Baheira 19 14 74
Qena » 121 0 0
Total 282 24 8

Note: Based on this sample of 28 markaz, it is estimated
that perhaps 400 water projects in the 9 BVS
grveinorates are currently delayed due to pipe
and/or ccupling shortages.

* The Qona total represents all markazes.
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For example, consider tne following cases:

(A) The Gheitan village unit in Belbeis markaz of Sh::kia paid a
total or L.E. 146,350 to Segwart in payments dated February 13,
February 19 and April 9, 1980 for 33 kilometers of pipe. The
project consists of extending water to 15 villages for the
first time. To date (nearly two years later), only 11.8
kilometers have been received. (One village recently acquired
3 kilometers of gaskets and coupling from a private sector
source with their own funds.) Furthermore, an estimated 5% to
10% of tne pipe received has already broken-- apparently during
unloadiing and storage.

(B) In Sharkia governorate, overall about 90% of the Segwart pipe
ordered for 1980 projects has apparently been recelved but no
gaskets and couplings have been recaived.  For the 1981
projects, about 40% of the pipe has been received--but again,
no gaskets and couplings were delivered.

(C) In Qaliubiys, Segwart is azain the main cause of delay in water
project implementation. For example, 1in Banha markaz (20
projects, 0 completed), Toukh markaz (23 projects, O
conpleted), and Qalube markaz (16 projects, 0 completed)
virtually all implzmentation delays cre attributed to Segwart.

(D) In Minva governorate, Segwart is again the major impediment.
In Maghagha markaz (5 preojects, 4 completed), pipe deliveries
delayed all projects. In aAbu Karkas markaz (8 projects, O
completed), Dair Mowas markaz (5 projects, 0 completed), and
Samalout markaz (5 projects, O completed) all projects are
currently awaiting pipe from Segwart. Abu Xarkas paid Segwart
L.E. 78,200 on Augusc 15, 1981 and has received only 47 of the
20 kilameters ordered. Fuirchermore, a price increase of
L.E. 15,700 (about 20.) was paid on December 28.

The ;uexLl)n of price Increases on Segwart pipe--months after
prepaym=nt ol o quoted cost--is disturbing. Sane project units
indicated that they paid the additional amunt demanded by Segwart
odt ol =urrent BVS funds.  Others, such as the OQena governorate,

reduced the soope of their plannasd projects and accepted a redeced
quantity ol pipe (185 kiloneters instead of 210 ;l}UmgLLfS) rather
than pay o mequested  price  increases.  Other markaz orficials
indicateq that they will pay the price increases from fortheoming
(1952) BVS funds.

In fact, Sooart hos now otiiled O0DEV (Sqptembar 1s81) that
the jenweral conditions of all pipe sales to BVS projezts will be
based on "preliminary’ prices subject to "inarease of prices of raw
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materials, wages and local production and the imported pipe cost"
Such open-ended pricing tactics will further iinpede completion of
p.ojects because pipe costs typically represent 40% of the total
cost of a BVS water project.

Other disturbing aspects of the Segwart problam include the
requirement that local units provide th2ir own transportation on
specific dates and on very short notice. For example, Maghagha
markaz in Minva was notified by Segwart on July 13, 1981 that they
Dwst send their own truckw to the Alexandria port (402 kilometers
distanca) and have the pipe oif-loaded directly from ships to their

trucks on speciriea dates. Failure to do so, the letter stated,
would allow Seguart to ''consider that you have voided your
possession rights to the comodities'" (imported pipe).  Such
logistical planniag may be beyond the capability of local units in
distant Upper Egypt. Baheira, on the other hand, is near Alexandria
and has successriully adjusted to this Segwart policy.

ORDEV,Cairo nas tried (laLgely unsuccessfully) since at least
September of 1980 to prod Segwart into spseding up delivery of pipe
to BVS projects. The evaluntlon tean examined correspondence from
ORDEV/Cairo to Segwart and to the Ministry of Housing, Construction
and Land Reclamation dated September 1980, December 1980, June 1981
and February 1982. One of the replies from Seowart (July 1, 1981)
assured ORDEV/Cairo that in addition to opllverlno the pi
available a3 soon as we receive the pavmentb (frcm BVb prOJectsg
the company is ready to cover the needs from all wsovernorates either
from local c¢r imported p”odUﬂtion”. he evidence availatle does
not, howaver, confirm Segwart's ability to meet BVS-generated
dcmhnd——usunc1allv Conblduflng that eleven new governorates will be
added to BVS in 1982!

Chemonics  sought an  alternative solution “o the Segwart
delivery problem in August 1981 by recommending to USAID that
Chemonics be used as procurement agent to directly import asbestos

cement pipe. This recommendation was apparently rejected by USAID.

During this sequence of events, the pipe shortage problem has
grown to becone the dominant obstacle to the successtul completion
of at least several hundred BVS projects. Decisive action must be
taken inmediately by USAID.

—a

D. Electrical Tonnections for Water Pumps

Many or the potable water projects funded by BVS involve the
electrification of new or existing punp systems. During the
March 1921 ovaluntion a probluem involving electrical hoohups was
observed in Sharkia governorate. A number of completed water
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projects were awaiting only electrical connections (usually
requiting the installaticn of transformers) and were, therefore, not
punping water. We were told that the projects were budgeted to
include the normal cost for an electrical hookup, but that the
National Power Authority is now demanding a much nigher sum (about
L.E. 12,000) for the task.

In Qena, a similar pattern has emerged this year. The Power
Authority is apparently demanding about L.E. 11,000 ror electrical
hookups. Qena governorate has just received a shipment of 106
electrical punps which indicates the potential magnitude of the
problem. As pipe lines and pumps are installed and projects are
completed, water will not flow from these 105 systems until the
electricity is supplied.

A word of caution must be raised because this problem has the
potential to becom=z more widespread. Many BVS water projects also
involve diesel standby engines to provide water during brief power
blackouts, but other systems (such as those being implemented in
Qena) are totally electric.

USAID has recently started an investigation of the average unit
cost for installation of transformers and =lectrical connections.
The completion of tnis task snhould indicate whether or not BVS
projects are being charged excessive hookup fees by the Power
Authority.

E. Communications

Visits to markaz and gcvernorate offices clearly indicate that
these units often have not bezen fully informed of USAID and IAC
policy zuidelines and procedures in a timely manner. For example,
there are o variety of new project options eligible for 1982
funding; vet in a nwber of the governorates we visited (i.e.,
Baheira, Giza) oificials were unaware of these options. They had
already chosen projects under the assumption that they only had a
choice of three or four projcct tvpes. Those that had been informed
of the n2w project typss had received the iniormation only after
they had already completic the project selection process and,
therefore, nad to begin the process again. Qaliubiya, for example,
received fhis iniormation {ran ORDEV in February 1982. In ftheose
cases, th: lapse in comunication seemed to ba  in ORDEV's
comnunication with zovernorate orficials.

In av least one covernorate, Giza, ofricials attributed aelay
in project Impleomentation to confusinn about project anvroval and
funding procedures In short, it s lmperative rthat ORwnV keep

governorate oificials fuliv informsd of prosram procedures, policy




eline

f.).

f‘:

5 4nd oter matters relevant to BVS implementazion and that
dons L tlmelv manner.  Aaditionally, Che_'nanics and the

15 be :
D el allioe snoulc supdHTU communication from URDEV o the

0 .

la DY assuring  that  governorate oifticials have a {unctional
owledez ot BYS nrocedures

P o TP 3 1] ) 1o]

U
n
I
1
:no

The —onivorineg of dimplementation progress in the approximately
1,400 BVS consctruccion projects s a demanding task.  Most project-
speciric “latu aoe provided oo J;'-‘\Q:\’/\jdiro by their representatives
in each of the overnorates.  These toprcs'* tJCiV““ must constantly
collect and update Information Irom thelir respective markazes.

URDEV/ Cuiro is :’u;ured ro Subinit (]qul.l_‘"l\' statnus reports to
USAID.  Zion indwiduel project is designated as completed, underwav
or not vet started. The problem we observed apparently stems fron
lack of » comwn derinition of just what constitutes . "completed"
project.

ror cxample, the Toulh markazr or Quliubiva wos reported (as of
December 37, .981) s hoving 1L of 23 water projects “oomoleted".
Discussions with marxaz m“l;lxl, reveavs] thac none or the 23
projects 1s totailv covaplete (T.e., none has water ronning vet).

The conlusion soxns U bde dur to the tendenov ol novs vernorates
- Y., v - LI o v . T ey 1S ) -
to report elUsuS nmplete anen all o rmaring s been

eXpanse i T L D1 thee 1Sl l .>.]\’:»1\_\!1 SUalirs L, is the
I PN e e v s
LEOUD el lUTi 2Oy o ConteClendl ) ot e SUOguect.

water “unnin:. o

IR I

Althcusn Tieonizs o can o provige oRDIV/aico witn valuable

ASCISLANs2 N Lae AT ol DU st menitoring,  Zhey o cannod
{

ey T T y N 1 . [N - st 1 P - - . .
redlisoizn. N T S LIS Y S AN U I U 5 3 SR SV 10 BRI I TETOR R NOS O Cdan
*
!

ORDzV/Calrn e ot o vigit zai‘h site.  dather, very close
coordin:tion et TRDEV/Dhico el Cnemonios 1o needed oo maximize
their J»"'*', T Iitoring ":‘z'«‘.:Lx'vm-;ne. chre reliahle o more timely
Inforn Shon v niy b aoquined, U appears, with cwore emphiasis oon
coortadinat-~t vitius (o e variogs markazes.

Anctner  swmmizations issue s that oovernorate  and markaz
of ficinis have roccived faulty information with respest to BVS, and
consequentiv, aave misconstroed ALD policy.  For o ewmaeaple, narkaz
officials wre still ziting 1. Aswon, o consultant, who has not been
officinlly ussociuted with the project {or two vears.  Reliable
Infornstion, passd taroun »n.')',‘, coemonics and the project oftice
snould orfzer any misenieptiong aboat BVs. o Other parties snoula be
discourac-d Tron espousing .)’.’) solicy or procedural pulielines in
the leld.

Finaliv, covernorate officiale should be siven o overview of

c'ne portiolio »f AID proiects for wnich they are cliginle and an
explanation of now BVS Tits into the broader assistance packans,
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F. The Role of Chemonics

Tne  technical assistance contractor for BVS is the
International Consulting Division of Chemonics, Inc. They were
selected by USAID and ORDEV and work under the general direction of
the BVS project officer.

Chemonics has had problems staffing their Cairo office. This
is espenielly true with the staff positions designated as American.
Three iong term positions have yet to be filled, one engineer was
ranoved  and the chief of party is being replaced effective
March 15. It should be noted that a nunber of the Egyptian and
American mositions are filled by highly qualified and motivated
professionals. However, one critical element--overall leadership
and its inherent quallrlee of management arnd coordination--appears
to be lacking.

During the past six months, Chemonics appears to have focused
too much energy on data collect1on as an end in itself. Chemonics
has not been completely successful in srticulating its role in BVS
to the Egyptians. USAID has given Cnamonics wide latitude in the
technical assistance areaz, and Cheyunics appears to have failed to
capitalize on this latitude. Tnhe factors which Chemonics cites as
having hanpered ifs performance are typical of wvirtually all
international operations and should not be major barriers to an
=xperienced firm such as  Chemonics. These factors include

procurement of staff housing, import and registration of vehicles,
niring of Llc"]'“ 1 srafi, International mail, etc.

In the future, Chemnnics must regroup and shift its efforts to
delivering useable technical assistance. This will probably require
more sustained field work, and fewer scattered and brief single
visits to so many project sites. The key must be on finding
replicable solutions to generalized problems. A closer working
relationship with URDEV JL ‘all levels must be fostered and training
pro.rams inust be developed and delivered.

It snould bo stressed that Chemonics is in Egypt to respond to
the field needs of the Inter-Agency Coomittee. Governorates <hould
have direcc uccess to the assistance of Chemonics without having to
gn throu:h Q?{:)z;v,/(_,k'airo.

G. Eliwoihilivy for BYS

The BVS prouran is clearly oriented toward the rural sector.
the guidelines have bean written in such a way as to exclude towns
and cities.  Tais has hac several ranifications and implications,
the foramost being the problem that it is politically difficult to
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provide services to villagers that are unavailable to urban
dwellers. We were told by the markaz chief in Ashmun markaz in
Qaliubiya that the markaz cannot provide certain services to rural
areas because towns in the markaz lack that service.

It should be noted by AID that towns such as those which house
the markaz seem to be '"falling through the cracks" with regard to
assistance. They neither qualify for BVS nor Neighborhood Urban
Services (NUS). This may present future problems such as the
problem of political jealousies mentioned above. As discussed in
the section on communications, it would be helpful to inform
governorates of the overall AID assistance portfolio available in
their areas. Tnis should facilitate comprehensive planning.

A closely related problam with regard to eligibility is that we
found that several villages (i.e., in Damanhour markaz in Baheira)
have been declared ineligible for water projects because their
systems are linked with city water svstems. Governorate and markaz
officials have inferred that 1f the city is ineligible, then
cornected towns must also be ineligible. It is recommended that
such situations be resolved by AID on a case-by-case basis.

H. Construction of Elevated Water Tanks

At many markazes in several governorates, the evaluators were
repeatealy asked why BVS funds could not be used to construct
elevated water tanks. Most markaz officials are under the
impression that thev cannot build water tanks with BVS money, even
though elevated tanks are an integral component of most rtural
potaple water systems. Although USAID maintains that water tank
construction is permissible under current BVS policy, the general
perception at the markaz level is the opposite.

The construztion of additional tanks is the most logical next
step in many areas. As BVS funds are spent to add more users to the
margins of =xisting systams (by the extension of pipe lines only in
many projects), greater demand results in less water pressure for
the entire systen. Although the initial cost of reinforced concrete
tanks 1is relatively high--usually estimated at L.E. 80,000 to
L.E. 100,000 por unit--there are sceveral compelling reasons to
permit their construction where needed:

(a) Economies of scale would result from the continued extension
and netwnrking ol existing water systems, thus necessitating
more water tanks.

(b) Water pip2s under continuous pressure (from elevated tanks)
deliver cleaner and beulthier water to villagers. Systems
without elevated tanks, thus not under constent pressure, often
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produce ''back suction'" ({when the pumps are not running) which
results in organic and inorganic pollution being drawn into the
pipe lines.

(c) Markaz orfficials cite low-pressure water systems as a major
factor which discourages multi-storied housing construction.
In rural areas, new housing thus results in horizontal
expansion and inevitably the reduction of the agricultural land
base. Water tank construction--high pressure systems--
encourages vertical housing expansion.

(d) The use of elevatad tanks results in reduced operating time for
diesel engines (ovr electric motors) and pumps. Markaz
officials claim that lower maintenance is thus required. Also,
water 1is available even when the electrical supply is
interrupted.

(e) Finally, -elevated water tanks constructed of reinforced
concrete in rural Egypt are a classic example of appropriate
technology. They are simple in design, durable (most date from
the early 1950's), easy to maintain and are constructed of
readily available materials.

In sumary, if current BVS policy does indeed permit the
construction of elevated water tanks, this information should be
communicated to all markazes and governorates.

I. On Paving Rural Roads

In several governorates, markaz and governorate officials
repeatedly emphasized the necessity of paving rural roads in the
Egyptian environment. In fact, in Qena and Qaliubiya governorates
all roads constructed with BVS funds are being paved 'with
additional governorate funds' anyhow.

Vehicular traffic on rural roads in Egypt is both rfrequent and
heavy. Farm produce trucks, supply trucks and busses are generally
grossly overloaded and therefore damag= _ravel roads. Furthermore,
wind erosion and rainstorms--especially in the delta--constantly
damage non-asphalted rural roads. Officials contend that newly
constructed zravel roads last only one or two years unless they are
soon asphaltad.

Virtuall
10 kilometer
descrited as a real highway. Furthermore, some of the basic raw
materials required (sand and gravel) for asphalting are abundant

y ail BVS road projects observed are shert (i.e. 2 to
3) {arm-to-mark2t or connector roads. None could be
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native materials. The case made by local officials to pave BVS
roads, thus protecting the investment and reducing maintenance
costs, 1s very strong.

-

J.  Purchase of Equipment for BVS Implementation

BVS guidelines allow for the purchase of certain types of
equipment, such as aotors and pumps, as well as small equipment
(i.e., shovels and tools). Purchase of larzer equipment, such as
road graders aad tank trucks (to pump sewage) is not permitted with
BVS funas. In a numbet of governorc* .« (i.e., Minufiya, Qaliubiya)
officials mentioned the inability to purchase larger equipment as a
constraint to project implementation.

There are several reasons for encouraging gzovernorates,
markazes and local units to purchase equipment, iacluding:

(A) Projects could be Implemented by the villages and markazes,
theinselves, thus diminishing reliance on contractors. This
would probably result in cost reductions and improved project
completion rates.

(B) Allowing willages and markazes to purchase equipment is
consistent with the BYS objective of local capacity-building.
This  would allow these units to continue building
inrrastructure projects atter BVS no longer provides budgetary

support.

(C) Equipment purchased could he utilized to maintain BVS projects,
as well as other infrastructure projects.

Je nderstand that USAID's Development Support Fund  (DSF)
allows ifor the purchase of larger equipment. However,
administration of this {und should bhe better coordinated with BVS
administration, in order to increase its utility to the lower levels
of Eryptian government.

K. Maintenance Pian

Under the AID project agreement, the GOE is required to nrovide
the equivalent of 1U. of project construction costs (approximately
56 million) for maintenance of these projects. As was noted In last
year's evaluation, miintenance of rural infrastructure requires more
tnan merely setting up a rund.  Tools and  equipment, trained
technicions, rogulirly schedulad inspection Jor coutine maincananca
and training In preventive maintenance by operators are required.
Although developrent of maintenance plans was recoummend2d cne vear
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ago, to date, such plans have not been articulated at the
governorate level. This must be accomplished in the near future if
the established maintenance iunds are to be taken seriously.

It is recamended that a plan be developed by Chemonics for the
use of the established funds. Cheronics should then present the
maintenance plan to povernorate oflicials.

L. Budeoetarv Impact of BVS on the Markaz and GOE  Funding
Implications

In focusing on the rmarkaz level, we found that BVS is having a
significant positive impact on the markaz budget. We asked a nunber
of mirkaz chiefs waat their budgets would have been for road and
water projects without BVS. we were told in Toukh markaz in
Qaliubiya that B\b increased their budget for water and road
projects by approximitely 400 percent. This response was about
average, with many narkaz  chiefs reporting 300 to 400 percent
increases In their budpets for such projects. It appears that the
markazes are capable of handling these budget increases.  In short,
BVS 13 havin: 4 significant Impact in rural Exvpt. This impact is
not_only Iiscal, but is directlv translated into strensthening rural
inirastructure,

One potential issue rezarding BVS budgetary inmphact is that we
have noted a fow cases where GOE “unding to an administrative unit
nas deen  reduced wuLLnnluly because  that unit was receiving BVS
funds. Abu £l Nornres markaz in Ciza normally receives L.o. 30,000
tor waler and rousd projects. For 1950-81 the BV allocation was
L.E. 250,006 (approximately 700, of  the 1950-81 markaz budeet for
water and roeds) . However, the 1931-32 markae budeot was reduced by
one third to L.E. 20,000,  In (Qena we were told by povernorate
officials tnat hetore BVS their annual allocacion for water and road

jects  wanesl from Lom. 100,000 to LUEL 200,000 per  year, but
arter they roccived BVs funds, the Minister of Planningz cut out
their budiet ontirely.

GOE S Tuntine alliozations to adninistrative units snould not be
diminished s 0 result ol BVS. Vs Is  Intended to serve as
aagnentation o i allositions, oot oas g replacement. It is ot
clear to wnet wwtent tnls Isoan lssue. ibpefully, the Inspector
General's audit will purtner explore Lnis subject.

M, Policy  lglidold inc ror residusl  Funds,  Cost Overruns and

et e e e 2 L e —

[nterost:

There are several aspes s ol BVs adninistration which have not
been adequately articulated in the form of policy puidelines; or the
existing policy uwuidelines have not been flectlvely comunicated to
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governorate officials. More specifically, policy guidelines for
residual funds, cost  overruns and interest accrual must be
articulates and cormunicated to the povernorates.

With recard to residual funds the following guestions should pe
addressed: What 1s the reallocation process for residual funds?
May residual  funds be carrled over to the r1ollowing vear? DMay
residual Tunds be utilized for malntenance or equipment purchases?
It _is recoemended that IAC policy Jlor utilization of residual funds
allow for [lexibility at the governorate, markaz and vi llage levels,
minimizing the need for additional bureaucratic procedures and
encourazing  the reallocation  process  to  take place iIn  a
decentralized manner.

Policy  suidelines are also needed with respect to cost
overruns. A serious cost overrun problen is developing in Qena,
which cannot fund installation ol their 106 clectric punps because
they ave running out of BVS runds (estensibly as a result of price
increases).  Can Qena draw acainst next vear's BVS allocation in
order to complete this wvear's projects?  We supgest that BVS be
viewed s g taree voear income strean and that both residual furudzm
and cost overruns bLe permitted to be carried forward.  Again, IAC

policy on this fosue must be clusidated and conmunicated.

Interest oy De aecruing otoa few levels In the BVS program.
Stron: policy uidelines e needend In this area because interest
accrual rends to prooote sittine on' coplital. The most blatant
problem .. .Uh resnel ot interowt go2rual o 08 the  Seewart  pipe
problem. AU e coowvernorale, nareas and villaee levels, interest
accrual  is ddisallow-d  with LS. funas, but  aliowed with GOE
maintenance Tunds.  his shoul? e made clear at all levels and IAC
should issue idelines for expenditure of interest accrued under
the COL miintenmee tund.

1 Tr . T ageen et s
N. Incontive Poyynonata

PN VORI P P S S

In scoorimoe with the forelon Assistance Act, the BYS Prozranm
disailows incentive  povnents using ULS. funds.  However, such
payments ave dowey it In 1‘;1...,,1~::1ti:‘.:: projects in Hovpt.  As

s N M - . LR S g e by N ) . . R -
the AT aroly ooints out, M dannility to pavooextra s salary
lnyl}nt_lvifn Lo [N N I S O ORI ‘.' otben I TSRS YO x“)ll.ll,:y' o] ‘,(_:L‘C

wlen g e D, o - . PN ; T S . o _—
tasks cwplete] In oo et eltio e vy e fact Dhat anZentive
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| ; ]
pavments usine s, tuods are oot sl oowedl under BVs has apparently
in som: Cones Toreed Tocod arfizials to o use citernative methods of
providing incentives,

[n Gica cavernorate the lack H7 an ncentive ovston for BVS was
viewad as an fipeldiment te profect completion.  officials told us
that non-BVS projects  that "")rtorztefi inzentive  pavmont

:z
<
”
~
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receiving higher priority than BVS projects. Further, people were
initially enthusiastic about BVS and put a lot of work into the
pr. 'ram, but their enthusiasm and work diminished when thev realized
that no incentive payments would be rorthcoming.

The GOE 1is currently in the process of establisning a special
account, wvalued at L.o. 8> million, wnich will serve a variety of
purposes Includinz allowing for incentive payments under BVS.
Apparently high level administrators would be the most likely to
receive incentives under the GOE plan. 1t is recomnended that
technicians, village and markaz ofticials, and others immediately
involved in project implemertation be eligible for incentive
payments under the GOE special account for BVS incentives. This
would promnte decentralization and expedite project completion.

0, Financial Status

As noted, U.S5. moaey 1lews to BYS through two channels:
P.L. 480 Title IIT and che AID grant. Tnese channels are separate
in Cairo; then the monies usually becone cormingled in the field (at
che covernorate, markaz or village level). AID monies are disbursed
through XDV to  the governorates and  subsequently, to  the
villages., Title IIl penerated monies flow fran the Ministry of
Supply azcount  in che National Bank of Egypt to the Ministry of
Finance account in the Central Bank of Egypt, to the spovernorates,
and then to the villave accounts.  The Ministry ot Local Government
coordiniates with ORDEV In disbursing Title IIT funds. It is hoped
that the Inspector Coneral auwdit currently being conducted will
describe now the funds are disbursed once tney leave Cairo.

Severil  issues have  grisen with  respect to  the  inancial
managoment  or BVS. Sone of these issues have been persisting since
1950 and call tor fmmediate resolution.  They are as follows:

(4)  The most blatane problan resardine financial manapenent of this
procran,  parzicularly  the  Ticle 1T portion, is one of
reportineg. The second amendnent to the Title I11 Asreoment was
Siyes Jlune Wh, 191, ana purchase  authoriziations for $15.0

million In wheot Issw~i  shortly  thereaiter. As  of
Mirch i, Isd tne responsible ULS. oitficials in Cairo did not
know vhen aiad I carrensies penerated by osile of wheat had been
depositesl into o the Connral o Bk oaceount. (This evaluation

prompto i investiiyation of this issue, which cvevesled that the
1981 courroncices hove oo ven heen derosited into the Central

Banwk. Howoer oo, the AL Conuroller 1o tabing action to assure
tnat this 1o o vanpiinisd s sooan o possible,)

The GOZ should dssue gquarterly senorts to the AID Sontroller,
apprisins him ol tne financial ctatus of the orogram, including
both disbursoments to poveraorate and/or viliore accounts and
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deposits into tne Central Bank account. The Controller should
verify these reports and transmit them to the AID project
orfice as well as tne Comnodity Credit Corporation (CCC) of the
C.S. Departinent ol aAgriculture, Washington. This reporting
process Is wdt occurring  and  consequently, rmonths  after
commodity shipnents, the status of the generated currencies is
unknown.  The CCC must be notified that an amount equivalent to
CCC value of the commdities shipped has oeen used fer agreed
upon activities in order for the loan to be "forgiven'. Thus,
it is imperative that GOE ofricials issue quarterly reports to
the AlD Controller, so he, in turn, m?y notity the CCC.

(B) Due to the fact that the rinancial reportimg under BVS is not
occurring praoperly, the GOE was unnecessarily billed by and
pald tne CoC tre {irst interest pavment on June 9, 1930 of
$279,997.51.  Apparently GOE glso paid CCC 5 percent of the
value oi  the 1931 Title TIT agreeaent. Azain,  this  hard
currency pavoent is not raquired by CCC, and should not have
been made.  The GDE has requested  that these  payments  be
reimburse] or applied to other Title 1 indebtedness.

In order o conporsate tor these unnecoessary cash pavieents to
the CCC, the monles were taken froam the proceeds from the sale
of Title Il cuammdities by the (OE.  This should not have
hapyened, s It is iatended that the fell omunt generated by
commodivy wiles he utilized ror BYS projects.  Therefores, CCC
should sonoenng restore these unnelessarty pavmeats to the GOE,

SO thal tn-r mey e linbursed tor BVS projects.

(C) A ban=in: oharce of 527,775 was dedusted fronm the Ticle T11

account. It wsush csoare regeired, they should be
covered hyooche R, rather than be dedocted fram project
unis. e ALD onnrollir ootitied the Contral Bank of this

Issux In ereaber 1usl, but had received noo reply as of
March 1, 1wse.

P. Dishur:

within o civen poveanorate,  the maciazes  visited  often
X Tt patiterns ol project  implesentation.  In
rachedn markor apparently o rec s ived thedr anney
coherosucceasiully Doplemented all of thelr
it marear hes oot o done s owells Theldr
}
i
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1981 implementation, asked if the 1982 money could be disbursed only
c those markaces which  successfully implemented  their 1981
projects.  Such g disbursement pattern would then require five
disbursenents in Giza rather than on=. Overall, there are a total
oi 80 mirkazes in the nine governerates--and potential for multiple
disbursements In each goverporate exists,

The Secretary General of Giza, aware of the varying degree of
e L

Instead of mule ;l_ dishursemencs at the markaz level, however,
concideration could be given to o regular quarter.y disbursement
pattern. Such o policy would eazily allow discrimination at the
governorat: level hased on overall implenentation performance.

Peraaps  better  wver,  each governorate could schedule its
markaces to recelve thelr 18D money in an ecarly (or later) quacter
hased on the civen mirke: implonentation  performance  in 1981,
Either wav, sone disorimination and greater focusing of BVS impact
would be possiple.

Q. Locul Sontrihurions vs, Contractors

In Soie overnor ates, villm;ws have  been  mobilized to
contrinute L1uhor and sanetimes resources to BVS projects (i.e.,
Favoun,  Bahedrad. Other  covernorates  have  relied  solely  on
contradtors., Still uanother wvariation is hirint local labor at
Ubelow market” wices--n partinl contribution. Ther: appear to be a

s . *- e P . B S v
[2W ST e ts GO UNese ontlons.,

Doverdl oriiciols hawe statel that o they orelor to hire
conlrastors valier thon voluntoor Laborers hecouse the Datter do not
produce nidn quelicy work. o Howewer,  local contripution usually
Involves Lases weeudcing Tieele skill, aucn os dhniine gicches,  For
this rp o0 Lask, toere 0o oo resson why villaeere could  not
periomn crlectively 0D they are provided with o ood supervision.
Further, Dooal Dnvolwement dn project bhuildine o amore likely to

R R

U
esuit in loosi Dientitication  with  the  projects,  increasing
fxelihos D cnnt thew will o aiequarety maintained.

Fayvoun ana babeeiva, whizh both wtilize local contributions,
have the hirest ryte or projest cvpletion. A nursber of officials
we Intervicw! hayve attribut sl delavs o contractor  performance,
gspecialiy wam rhe Uraclor 15 worring on o muaaher ol projects
simultan-ously.  Utilization o lozal Jabor  may  well  ocupedite
projest coapletion,

in sum, DHaal labor contributions would appear to be desirable
fram the stanipoint of cost savings, cxpediting project completion



and local identification with the project, Local contributions,
partlcularlv for projects that do not require great skill, should be
encouraged. However, siequate supetvision 15 nscessary.

R.  Water Resources, Water Ouality and Pipe Composition

Ground water has been utilizeo as the main source of water for
BVS projects. It is preferred because it is:
(a) free of suspended solids and needs no special treatment (such
as sedimentation, flacculation and filteration) for removing
uspended solids;

oo

471

(b) free of bacteriia, when deep enough and isolated from pollution
sources: hence needs no disinfectant treatinent.

On  the other hand, oround witer resources mav  have some
nezative effects as ,round water also tends to have the rfollowing
propercies: (1) it contains a high content of dissolved salts,
particulerly hardoes-forming salts; (b)) it contains a high heavy
metal contoent; and (&) it contains o hizh concentration of free
carbon diviido,  (This is technically tormsd "apgressiveness'.)

The qualicy of water in BUS systens In some povernorates seems
to be poor.  Looe comolaints “u"uvu:nr w&tor QU!leV (i.e., high
dezres ot nariness i hien sontent of mincmese and iror) hive been

-1 - ' I 3 eyvs o e - A . N &
receivest In Gion , :"XZ‘._.' [ IS 30 T ira ami obhe Sovernovates,
- PR g . In g ooeb a e v N bR .
AT ST Wiler sy i COTTOLION arnige to

asbestos-cemeent pipnes,  thus inoreasine  isbestos riber counts  din
drinkin: waters  oocadly made asbest s pipe s of poor quality

» . 3 . N . A‘t pwe . r- N
relative oy the iy that has been dmporteds The interior surfaces

of the 1ooully e e show severs elanination fnomany cases,

{
wher sush o cheladnation ooours M conjumstion with  water
aouressivencoa, coreaaion of the plpes Wit e considerable,

I{ ceound wazer s to continues to b utilized in BVS systenms,
the roliowing memures must be considered:
(A) Ground witer should be treated to oinimize hardness, iron and

g is.‘u;.lnu';’_‘ contoenls,

(8) Cround witer should be disinfected repularly as there exist
sians of pellution ol ground water resources in many areas.

(C)  Asbestos-coment pipa should be replaced by leaid-tree PVC pipe,
as the latter s resistant o water wrressiveness,
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S. Sewage Disposal and Garbage

Facilities for sanitary disposal of sewage wastes are severely
limited in most wvillages. Attention should be directed to the
sewage disposal issue as it has great impact on both human health
and water table level.

Demind for solid waste disposal 1is continually growing as
population przssures increase. This problemn could be addressed, in
part, bv BVS projects for converting human wastes and C'arbage to
fertilizer. Suzh projects have been undertaken in Fayoum and are
planned in Giza.

T. Trainine anag Tochnical Assistance

To date, little training or technical assistance has been
provided in support ot BVS. ORDEV has been charged with the
training function, but we have not found much evidence of
ORDEV-sponsored training oriented toward BVS. (Although we did find
that OWDEV has funded governorate training programs in Minufiva and
Giza.)

iditionally, Chemonics has sponsored a course which ctrained 20
pumy );eAaLors. Technical assistance by Chemonics is also just
getting unilerway. Chemonics staff appears to be well jualified to
rendur such support and should become much more active in this area.

A
3
I

There s a strong perceived need for training and technical
assistante ot all  levels.  (This contrasts wirh last vyear's
evaluating, during which most local officials said they did not
desire treining or technical assistance:) Areas in which Craining—fg
desirei include:  accounting and financial manacement at all levels
technical training (i.e., for engineers, pump operators, plumbers,
agricultural eneineers), training for village laborers, training for
aduinistrotive offizials und Piln!tﬁlﬂ’v training.

Teahnicul assistan.~ {5 desired in the following areas: water
quality (i.e., technicuss to eliminate mineral Jdeposits), sewage
systxﬁw/uznztwﬂv drain e, and In projects convertineg hunin wastes
and carbare o {ertiliver.

Poois voomumended that training and technical assistance be
made avatlisle locally, ,urzlbjlilly at the markaz level, 5o that

trainees dyonot e ) Iose Uite and money in travel.  Officials in
Tourh maritas in alivbiva said that, al”Hou;h they azsired training,

no funds were aviilable for then to cenJ rainexs o Cairo.
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Chemonics should take the 1lead with rtegard to training
activities, as ORDEV has scarce resources and, to date, has not been
active in providing 3BVS-related training.

U. Is Three Years of BVS Funding in Each Governorate Adequate?

The BVS program provides financial support to each
participating governorate for a three year period. Is this an
adequate time period for achievement of the program's objectives of
decentralization and local capacity-building?

BVS has been designed to empower local government units to
plan, design, implement and maintain locally chosen infrastructure
projecis. There is great diversity among the nine BVS governorates
with respect to managerial and technical capabilities. Obviously,
this diversity existed before BVS implementation. In the
governorates with the stronger capabilities (i.e., Baheira, Minya,
Fayoun), BVS is enhancing pre-existing strengths. Capabilities are
being developed at the markaz and village levels while
infrastructure projects are being completed. In these cases, a
three-vear rtunding perioc should be adequace for fulfilling the
prograrn's objectives. In fact, one yeasr of BVS has made a
significant difference in Fayoum, Baheira and Minya.

On the other hand, some governorates have little experience or
capability in project planning and implamentacion at the village and
markaz levels. In these cases, the governorates tend to plan and
implament the projects, themselves, ostensibly because tne villages
are unable to do so. (ena is an extreme example. It is possible
that BVS will reinforce centralization in Qena and perhaps Sohag.
Based on this vear's findings, three years of BVS is unlikely to
produce a decentralized system in Qena. Lengthening the project
time would not ensure success, but would increase the probability of
success.

Three vears will probably make a difference in terms of
decentralization  and  capacity building in Qaliubiva, Sharkia,
Minulivae and Ciza. Wnile these covernorates might not become adept
at planning and Implementing projects lecally, BVS will hopefully
serve as a4 catdlyst in ooving them in that direction. Also, while
the local units muyv not  acquire sophisticated technical and
mnaserial o skills, such skille are being cultivated at the markaz
leval which, in cur estimation, is a major accomplishment.
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Iv. A VIEW FRXM THE VILLAGES: SUMMARY OF THE CASE STUDIES
CONDUCTED BY AUC

Introduction

The BVS program of providing basic infrastructural improvement
at the village level is largely successful in moving towards its
twin goals of enhancing the decentralization process and improving
the lives of villagers. This does not mean that technical projects
are all on schedule, or that new processes of decision-making and
implementation are uniformly and smoothly in place. However, as
outside observers, we (two Egyptians and two Americans) are
impressed with the fact that basically the progran works. Many
projects are completed or moving voward completion; meay village and
markaz officials and technicians are working together to find new
ways of accomplishing tasks; and many villagers feel that they are
directly receiving valued services. This overall success of the BVS
program 1s the most imporcant conclusion 1esulting from our
evaluation and we wisn the reader to keep this in mind throughout
the rollowing discussion.

Over and over again village people would comment that this was
the first time in twenty years that their large irrigation canal had
been cleaned, or that their water systen had received a major
extension. Village leaders expressed over and over their pleasure
and pride at being, for the first time, brought into the
"international development' process. Governorate officials often
comented on how the defentralization aspect of BVS made it possible
for them to implement many projects with their limited resources.

Tne six governorates that we visited are Qaliubiva, Giza,
Baneira, Favoum, Minya and Qena. With the exception of Fayoum, all
of them uare new to the BVS program during the last year. As one
would expect, some zovernorates are having more success at this

early scaze than others.

Baheira, Favoum ani Minva zovernorates are all verv successful
and active. The governorate authorities are committed to mzking the
decentralization oI responsibility work and they have set up
effective and often creative Irameworks for maximal village level
participation. Those three zovernorates also all stress the role of
the marzaz in providing the wmajor share of direct support of
implementation.
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Giza and W aliubiya have moved a bit more slowly and more
cautiously. The main orzanizational link in Qaliubiva s boetween
the villaze lesders and the covernorate ofiices.  The ourbasr lovel
is effectively bv-pissed. However, the sovernorate ollicials 1o
Benha are verv supportive or villare leaders and thev encourase than
to play a m:jor role in the plamning.  In Giza alio the desree of
involvement ani lmowledee of thi project on the part ob the village
leaders is  impressive.  Thev receive technical support foom the

markaz.

Qena  Is the st problematical covernorate we visited, with
many  aspects of its procron vet to bhe worked out. lts road and
canal cleaniny prograns are =ovine porwrd, but its witer prosram is
mired in 2 }an oif - rechnical  and o buresuerat o imnedinents,
Responsibility [or the 8VS prosranm is largely retained jealously by
the officials in the wovernorate capital.

Issues Ralsed by Zovptian Orfficials

Cett ‘n critical issuwss were raised over and over again by the
officials waom w2 intervi wed both av the villaves and in the markaz
and  gove.norate  oifjces. '"10"3 issues  are: (1) incentives;
(b) bavk -up support (i.e., ojuipment zdrvﬂ]‘”). (o) the role of the

American cgnu-;\gu~. and () the problun of wiater pipes.

The igsaue oF incentives is g Jelizate cne Jor wnicn there seems
L r“Mfff~———ﬂ . S e o ane oy {
O D2 no ohvious aoldtinn within the [manewors of Bl However, 1t

.

was ralsed co orten and o stronaly that It deserves ooplace In thes
report.  Ihe anility to puy extca oalary Incentives Dor oxtry wosk
!

M N e | I -1 ey T+ . . o PURRTPETR ) - by
under BVS orten Himits the ubility to et camsks coopleted dnthe
most erliciont wav.  Specitic coiaaples provide the Lest incisht. In

Qena, at the time of the unloniing of the water pipes, s ol the
L Piterally worked around ohe clock, thus caviny the project

Irom haviny o pey lar-e coounts of extrr {ees that o ore cradoal
wmloading would have entailcd. overtin: oopvaeat or oven maaller
bonuses wrubd cost mush loss rhan the Dees for Jelaved omioading.

Thic time the Dovernorste o Tovees did v [or Treo, bHut o pnew will
nct do it ‘;_.1 Giten there e tantsonhich the villace, sornan or
S0 renorate o ' i SO D opte b oan overCine work, but
inscead thoey Lo contractor e profit rruutly
axceeds e ootor, sy, the i aacineer,

Officials are , ottt the TLSe progect :hﬁdlr Sart
naving  the sclaries on HEevptian civil sorvanrs, ot orather that
there be sy ' ' partinlly comeanate peuplc for the

. v - e e e pe - PO -} [ - P -
Tany 1ncredse 2iiorils re Juite ooy sush oan aohitious prosrtam,
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In the most successful governorates, officials are truely
concerned to get the most benefit from the available funds, and they
genuinely wish to cut down the unit costs on the projects below the
level of the contractors. To do this they need some flexibility
regarding incentives for the people who actually do the direct
supervision and labor. Perhaps there could be some sort of small
set-aside amount similar to the maintenance fund that could be used
for incentives under certain specified situations.

Officials expressed concern with a range of issues pertaining
to the problem of backup support for village-based activities. One
problem they stressed is their inability under BVS to purchase
equipment. This sometimes forces them to rent at greater cost a
neaded item, which they could purchase more economically. Another
aspect of the problem relates to supervision. Whether the projects
are constructed bv private contractors or through the labor
contributions of villagers, technical monitoring and supervision is
essential. Most governorates just do not have enough people and
vehicles to supervise adequately the many projects. The markaz
seems to be the appropriate and most effective level for technical
assistance to the villages regarding construction, finance and
maintenance, and yet markaz towns seem to be a neglected segment in
current Zgyptian development programs. Many people suggested that
it would be appropriate and useful to have some program of
strengthening a small technical support and maintenance center in
each markaz. In this context, many officials at the village level
requested rthaft training programs be held in the markaz towns and not
only at the governorate capital. A markaz center might also include
the purchase of some of the equipment necessary to keep BVS projects
functioning and to continue the necessary technical support of
village initiative beyond the life of the BVS project.

Officials at different government levels expressed puzzlement
over the role of the American contractor, Chemonics. In one
instance, Favoum, people were sharply. critical and resentful that
this company should be using up funds that might otherwise go to the
villages. In most instances, it was a case of people just not
seeinz what rtole the contractor is filling or snould be filling
within the overall context of BVS. Generally their experience of
the contractor is someone who comes to them requesting information,
tut not contributing to the program. This problem is probably not
specific to BVS, but part of a general confusicn and/or resentment
among Egyptian officials over the role of American development
contractors.  Nonetheless, these comments suzgest that a higler
profile on the part of the contractor, including a clearer
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communication to the governorates and markaz of what assistance they
do and do not provide (and to whom), would ease relations
considerably.

Finally, everyone is complaining about pipes: the lack of
pipes, the poor quality of Egyptian pipes, the technical
complexities of the imported pipes, the delays, etc. Many would
like to see the American contractor (who is sometimes credited with
helping to overcome the shortage) take an even more active role in
getting the pipes directly to the governorates.

Decentralization and Regional Variation

An important general question is to what extent the BVS program
is contributing to a permanent improvement of the capacity of rural
local wunits to recognize, prioritize and solve local public
problems. The question cannot be resolved on the basis of the
present evaluation, but a comparison of the differential success and
failures amnong governorates suggests that this general purpose is
being accomplished in tnose regions which already have cadres of
relatively euperienced and sophisticated people. This is especially
true in Fayoun and Baheira where the village and markaz officials
are already experienced in many ways with dealing with the
mobilization of labor, organization of cooperatives and public and
private loan proects. In these instances, BVS builds upon and
reinforces a pre-existing strength.

The distant governorates of Upper Egypt, nowever, have more
diificulty in taking advantage of the BVS program as it is
constituted. As is so often the case wih development programs, the
more developed sectors appear to benefit more than the very areas
that most need help. This project may be reinforcing the existing
imbalance between the modernization of Upper and Lower Egypt. 1In
Qena the BVS goal of supporting local initiative may be backfiring.
So far every aspect of the BVS program there seems to have
strengthened the hand of each level of government vis-a-vis the
level immediately below. The village head now has unprecedenied
power over his fellow villages. (He decides who gets the limited
services iInstalled where.) The officials at the governorate housing
department have unprecedented power over the village head. (They
can make his project a success or failure by supplying or not
supplying neoded support.) And so it goes. So far, it appears that
hierarchy is being reinforced in the name of decentralization and
local initiative
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Decentralization is a process and not all regions of the
country are at the same point along the way. Any policy, however
laudable, has its limits of applicability. Perhaps in some critical
sense, Qena is the limit for BVS. Qena faces a larger task than
Baheira, but with far less resources to accomplisn it. The meaning
of decentralization in one place can be different than in another,
and the strengthening of the governorate level in Qena may be a

sitive step toward decentralization, but many of the restrictions
or the current policy (designed to strengthen lower levels) do not
necessarily speak to the most pressing needs in this region.

Case Study Evaluation: Method and Recommendations

For tnis evaluation, four social scientists from the Social
Research Center of the American University in Cairo visited one
village in each of six governorates. Tne governorates and villages
were selected by the AID evaluation team in consultation with the
American contractor, Chemonics. With a sample so small there is no
suggestion that these villages are entirely representative of all
Egyptian villages or of the total BVS experience. These village
case studies are merely illustrative of the processes of BVS at the
village level, in the villages studied.

We investigated each of the chosen villages and its relation to
the wider BVS program for two full days. In short visits such as
this there is a limit to what one can learn about sich things as the
process of local decision-making or what the villagers in their
heart of hearts really would wish to see as a new basic service. To
determine the loci of various aspects of decision-making, we had to
rely on the leaders' descriptions of the process of BVS in their
village. Tne main indicator we used to check this was the extent of
their knowledge of the details of the program. Especially regarding
the elected village officials who might be involved in name only,
the extent to which they could discuss with familiarity the details,
problems, alteruutive solutions, and nuances of the program served
to signal the degree of their actual involvement. As for the
v.llagers, it was also their knowledge or lack thereof about the BVS
program that served as best indicators of their involvement.
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V.  RECOMMENDATIONS

1. It is recommended that markazes and villages be encouraged by
the IAC to diversify their BVS project portfolios, emphasizing
projects than can be planned and implemented on the village level
utiliziry locally available materials. This would promote local
involvement and decentralization, while improving the project
completion rate. (See '‘Appropriateness of Various Project Types in
BVS Implementation'')

2, For complex infrastructure projects, area-wide planning 1is
recaomended to ensure economic and environmental soundness.
Competent technical support is also necessary to ensure adequate
design and implementation of BVS projects. (See "'Appropriateness of
Various Project Types in BVS Implementation')

3. USAID should conduct a thorough investigation of the entire
Segwart pipe problem including: (a) prepayment of entire purchase
price; (b) continuing price increases; (c) quality of domestic
asbestos cement pipe; and (d) transportation of pipe to Project
sites. (See ''Project Delays Due to Pipe Shortage" and ''Policy
Guidelines for Residual Funds, Cost Overruns and Interest Accrual'')

4. USAID should delay funding of all 1982 water projects until the
investigation of the Segwart pipe situation has been completed and
this problem has been resolved. (See "Project Delays Due to Pipe
Shortage'")

5. If the Segwart pipe problem cannot be resolved within 60 days,
USAID should consider the option of direct importation of pipe.
Although such direct action would not fall within the spirit of
decentralization, the Segw.-t situestion (one central supplier for
hundreds of local projects) also constitutes a centralized
approach. (See "Projgct Delays Due to Pipe Shortage')

6. USAID should inmediately investigate the problen of BVS
projects being charged apparently excessive fees for connection of
pump motors to the power network. (See "Electrical Connections for
Water Punps'')

7. It is 1imperative that ORDEV keep governorate officials
fully informed of program procedures, policy guidelines and other
matters relevant to 3VS implementation and that this b2 done in a
timely manner. (See 'Communication'')

8. Governorate officials should be given an overview of the
portfolio of AID projects for which they are eligible and an
explanation of how BVS fits into the broader assistance package.
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This could be done by Chemonics. (See "Coammunication'' and
"Eligibility for BVS')

9. ORDEV/Cairo should develop a standardizad format for
reporting project implementation progress (both finan;ial and
physical progress) at tne markaz aad village local _unit level.
Chemonics staff should then be used, together with ORDEIV staff, to
conduct mobile (on site) workshops in the use of tne standard
format. (See '"Communications' and "The Role of Chemonics')

10. It is recommended that AID consider initiating a program,
similar to BVS, for intemmediate-sized cities which are in-
" eligible for BVS and NUS. (See "Eligibility for BVS'") .

11. It is recamended that issues that arise with regard to
eligibility for BVS funding be resolved by USAID on a case-by-case
basis. (See "Eligibility for BVS')

12. The Inter-Agency Committee should transmit guidelines to
the governorates which clearly allow the construction of elevated
water tanks with BVS rfunds in cases where their construction will
Increase the effectiveness of existing (including recently enlarged)
rural water systems. (See "Construction of Elevated Water Tanks')

13. USAID should consider allowing the use of BVS funds to pave
rural connector roads when such roads are constructed or improved
with BVS funds. (See "On Paving Riural Roads')

14, It is rtecommended that both ORDEV/Cairo and USAID insure
that BVS acdministration is coordinated with Development Support Fund
(DSF) adninistraticn in order to allow equipment purchases in
support o° BVS implerentation. (See 'Purchase of Equipment for BVS
Implementation)

15. It is recomiended that Chemonics develop a plan for the use
of established maintenance fund and present this plan to governorate
officials. (See "™aintenance Plan')

16. Policy guiuelines for residual funds, cost overruns and
interest accrual must be articulaced by IAC and communicated to the
governorates by ORDEV.

(4) It is recammended that IAC policy for utilization of residual
tunds allow for flexibility at the povernorate, markaz and
village levels, minimizing the need for additional bureaucratic
procedurec and _encouraging the reallocation process fto take
place in a decentralized manner.



(B) It is recommended that BVS be viewed as a three-year income
stream and that both residual funds and cost overruns be
permitted to be carried forward. (Sce "Por.cy Guidelines for
Residual Funds, Cost Overruns and Inter-ot Accrual'')

17. It 1is recoamended that technicians, village and markaz
officials and other immediately involved in project implementation
be eligible for Ancontlve payments under rthe GOL special account for
BYS incentives. (See "Incentive Payments'')

18. It is imperative that the GOE issue quarterly reports to
the AID Controller apprising him of the financial status of the
progran, including both deposits to the Central Bank account and
disbursements to the governorate and/or village accounts.  (See
"Financizl Status')

16, USAID should consicer a policy to permit quarterly
dlsour senent  of BVS funds, perhaps at the markaz level. (See
"Disbursenent of BVS tunds'')

—

20, If round water is to continue to be utilized in BVS
systems;, the following measures must be considered by the IAC and
USAID:

(A) Ground wator should be treated to minimize hardness, iron and
manganese Zontents.

(B) Ground water should be disinfected regularly.
(C) Asbestos-coment pipe should be replaced by lead-free PVC pipe.

Chemonics should provide technical assistance in chis area. (See
! v .
'Water Resources, water Quality and Pipe Composition')

21, Themenics should provide technical assistance in the area
of seware disposal. BVS projects for converting human wastes and
garbage to fertilizer should be encouraged. (See ''Sewage Disposal
and Garbaje')

22, It is reconmendsd that vove ~te and mark ffici
?::, reconmendad that povernorate and markaz, officials
wcountering specific problems (i.e., mobilivin: village laber
contributions) be put in contact with vovernorate and markasz
£ R S . . ..
officials who have success{ully Jdealt with similar probloms.,

7 . G . » '
73.‘IL 1h oo el thir Cooeonios fnnloenent 4‘1 traininez and
techn1gn} alstance docallv, oarticularly gt the markaz lévnl
- : AR " S -
ratner thuan in Cairo.  (Sew "[raining and Tochnical M”%lﬁfdnte D) '
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25. 1t is recomended that Chemonics take the lead in provision
of training and technical assistance, and greatly increase its
activiries in borh areas. (See "Training and Technical Assistance"

e

and "Role of Chemcnics'')
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