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INTRODUCTION

This veport covers the [indings and recommendation of a rural
development team which spent most of October and November of

1979 in Lgypt. The team worked under a contract between US AID
Washiﬁgton and The Development Alternative Inc. a consulting
éompany in Washington D.C. The team's task was to assess and
evaluate technical and manazement abilities existing in the
Governorates (onvingcs) of 1 Baheira, El Minya and Kena to

plan and implement a series of projects in basic inlrastructures
within villages, funded by the United State's Covernment.

USAID intended to know whether or not the multiple goals and
objectives of the program could be expected to be fulfilled,

The team has succeeded in gathering a great deal of information
relative to the planning and implementation of the program,

The governorates have cooperated in supplying data and arranging
for visits and discussions. In addition much of the introductions
and Organization of mcetings were provided by Mr, Dakroury 'lhabet
of The Organization for the Davelopment of the Egyptian Villages
(ORDEV). The progress ol the work of the team were discussed

in several meetings held with Mrs. Ann Fitzcharles director of

the BVS program committee.

The report is divided into five chapters., Chapter one provides
background and description of the program. This information

is based upon the material which was provided from AID and is
intended to introduce the reader to the BVS program, what has
taken places so far, scope, and objective of the study. Chapter
2, 3 and 4 cover each of the governorates in detail, responding
directly to the "Statement of Work" items A, B, C, D and E,
Chapter 5§ is intended as a summary and provided recommendations
of the team to insure success of the Basic Village Services

Progran.
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Purpose and Method of Study

Since 1975, the Government of the Arab Republic of Egypt has
embarked upon an unprecedented effort to promote decentralization

of the nation's administrative structure. One intent of the new
effort is to encourage decentralization of the rual development
process whereby Village Councils have been given direct respon-
sibility for selecting, implementing and managing village scrvice
projects with coordination and technical support for these activities

being provided by the governorate and district (Markaz) offices.

In support of the Egyptian Government's decentralization policy,
a pilot program has been launched. Using provisions of US Public
Law 480 under which debt service requirements for loan financed
food assistance can be waived in amounts cqual to local currency
contributions of the recipient povernment for rural development
projects, the CGovernment of Fgypt in conjuction with USAID is
providing villngé developnent funds to the three Covernorates

of Sharkya, ‘L1l Tayoum and Schag., These funds arc being allocated
directly to the Village Councils to implement service projects

chosen by the elected members,

In addition to this initial pilot effort, the USAID is exploring
the feasibility of making grant funds available to three other
Governorates (Beheira, Minya and Kena) for the development of
basic village services such as potable water, village roads

and other publicly owned infrastructurce targeted on improving
the quality of rural life, The goals of the new program under

evaluation are three fold:-

1, To finance through grants to Village Councils provision
of needed services,

2, To support the Government of Lgypt's decentralization

policy.



3. To assist in the development of new capacities for
designing, planning and managing service systems for

the rural population in Egypt.

While the Basic Village Services project [or DBeheira,
El Minya and Kena is still in the planning stages, the goneral
perameters of the proposed program have been formulated and
agreed upon between the Ministry of Local Dcevelopment and the
USAID.

A, USA'D and the Cgyptian Government would agree to a sum
of money to be allocated for basic services for the
first year L.I. 11.5 Million),

B. USAID and the Lgyptian Government would agree to a plan
for allocating that money to several governorates.
(L.E. 3.5 Million to each of three governorates in the
first year).

c. This money would be allocated by the governorates to
Village Councils for selected Basic Village Services
projects selected from a list agreed upon by USAID

and the Government of Lgypt.

D. The Villagé Councils will hold the Basic Village Service
project money in their accounts in the Village Bank.
The Village Councils will be responsible for actually
implementing the project, This would include selecting
the Contractor for the projects by the usual system
of calling for bids, supervising the progress of the
project, planning tr the operation and maintenance of
the project and collecting service charges where appro-
priate {for example charpes for houschold water connections,

garbage service, etec.)



E. The governorates will be responsible for the overall
coordination and pltanning of the Basic Village Services
projects,  The HUVQvnoratb technical statf will assist
and advise the Village Councils on all technical and
Financial aspects of the Basic Village Services projects,
The Governorate will provi.c the [inancial monitoring
and accounting of the Village Council, althouph the
Village Councils them . elves will actually be vesponsible

for spending the money.

F. At the central level, the program will be courdinated

by the Ministry of Local Governmeat,

Prior to final approval of the proposed program in Beheira,
El Minya and Kena, the USAID requires information and recom-

mendations addressed to the tollowing:-

- A clear understanding of the [iyptian technical,
administrative and managerial precedures vhich will
permit maximum reliance upon Epyptian systems in .
the provision of U.0, assistance to locally implenmented

infrastructural projects.

- Identification those minimum additional requirements
in the technical, financial and management system which
may have to be added to permit stavt up of a U,S,

assistance program to BYS,

- Identification of those areas of technical or procedural/
organizational uveakness shich may require long term
project technical assistance to improve overall perfor-
mance and achieve project objectives,

To obtain the required inferpmation, the US Apency for International
Development has employed the services of Development Alternative

Incorporated in association with Louis Berper International, Ine,


http:Comiinc.li

to prepare an evaluation of local project execution capabilities
in the three Governorates with recommendations For correcting
procedural and managerial weaknesses identified therein. The
scope of work for this contract is targeted on the following

areas:

1. Lvaluation of technical eapabilities of all local govern-
ment personnel who will be involved directly in planning,

designing and supervision of the proposed project program.

2, Description of the ovrganizational structures and functions
of all involved organizations,

3. An assessment of the ability of technical officers at
each level of local government to perform basic identi-
ication of program neels, preparc cost estimates and bills
or materials, make project evaluations according to objective
econoliic criteria, pevform ervironmental impact analyses,
design let contracts for projects and evdaluate tenders,

supervise construction.

W, An assessment of available construction capacities within

the public and private sectors.

5. Cvaluation of fiscal controls and procedures used in local

development project implementation.

6. Prepavation of specific recommendations for correcting

identified weaknesses,

The Consultant's team mobilized on October %, 1979 and deployed,
alter appropriate arrvangement with pgovernment officials to the
three poverncrates [or the purpose of collecting information
requirced by tae scupe ol work. Altopether, the team spent some
350 working man-hours in the field intervicwing at the governo-
rates, marakez and villages, inspecting documentation of previously
complinted projects, examining workshop and Contractor facilities,
inspecting projects under Construction and thoge that- has been

completed in prior years, An examination of current proceduves
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for project planning and execution was performed by tracing
I I

«

the histovrics of prior projeets and through extensive discussions

20

with the officials involved,

Through examination of staffing patterns, personnel assipgned

to the involved organizations and past history of perfornance
with the various categories of projects to te l'unded under BVS,
the Consultant has made informed judgements concerning technical
capabilities at all levels with related predictions of probable
success for the program.  Judgements of this nature are at best,
conjectural, ac there ave infinite variable that could affect
performance in any given period of time. One key variable that
will affect speed and thoroughness with which all governmental
elements will respond to the new requirements imposed by the

BVS program is the level of other concurrent activities which
will place additional demands on limited staff time. In making
assessments of capabilities and needs, an effort has been made
to determine the total magnitude of input requiremnents for boch
BVS and non-bvSs projects to arrive at the best judpements of
likely implementation periods and supplemental staff demands

that BVS will place on local government project management.

In addition to deternining numbers, categories and technical
ability ol local personnel who will be involved in various
phases ol BYS, the Consultant has given par icular emphasis

to examining the quality of the overall management and coovdi=-
nation system for village level projects which is curcently

in place or non-existent in the vavious governorates studied.
This aspect of local development is, perhaps, the most critical
to successful program execution and the realistic asscscments

of general capabilities.



As appropriate, specilic recommendat ions for reducing ov
eliminating identiticd weaknesses have been provided at the
conclusion of the report,  The vecommendations are tailored

to making maxinum uce of existing systems and procedures with
minimal chanyes as it s believed that Jorcing totally new
methods, procedures and practices on the traditional way of
doing business could cout valuable nwentum iU complete orga-
nizational and procedurat retooling were made condition precedent

to final program approval,



THE PROPOSED BVS PROGRAM AND PROCEDURES IN BEHEIRA
AND DASIC SKILLS INVENTORY TO SUPPORT PROPOSED PROGRAM

The Preposed BVS Program

The Governorate of Beheira has made a detalled assessment
of its village development needs and has compiled a list
of five major categories of projects, Thesc are unpaved
rural roads, canal dredging, potable water systems, golar

energy and blo gas projects,

A. Roads
El Behelra has presently 1,030 km of paved roads (in-
cluding the Cairo-Alexandria road and roads to new ir-
rigation projects), 1,550 km of unpaved roads, and 100
km of canal bcrmg used as roads. Climatic conditions
(winter rains) make it nececssary to top all roads with
a layer of graded gravel, at least 15 cm thick after
rolling to assure all weather transitability. Road
graders and cistern trucks arce urgently rcquires ‘o
prevent investment in unpaved roads from degrading.
Unit cost estimates used in the Governorate are as fol-
lows:
a. road clevating to 50 cm above fiecld level --
6,500 LE/km
b. road elevating and widening to 6 m --- 7,000 LE/
km
c. new access roads --- 8,500 LE/km (including

2,000 LE/km right of way)



d. lining canal sides to prevent erosion of adja-
cent roads --- B LE/m2
Altogether 410 km of new unpaved roads are proposcd for
BVS funding at a cost of LE 1,688,000 plus LI 630,000
for gradera and water vrucks to be used in maintenance

of the new roads,

Maintenance of Parm Canals and Drains

The following description of canal maintenarce require-
ments in Deheira is quoted in part four of Dr. Ital
Asmon's report., The Consullant has reviewed this mato-

riai and found it correct.

Beside the 3200 km of main canalu and drainyg in El-
Beheira Province, which are maintained by the Ministry
of Irrigation, there are about 20,000 km of farm canals
and drains. The latter nced an annual cleaning plus an
annual grass cutting, The canals arce drivd in January -
February und the cleaning performed by hand; the grass-=
cutting is carried out during the irrigation season in
Junc-July. At present, there reportediy exist difi{icult-
ies in finding labor for the comparatively difficult
work of canal clearing at the current wages of about

LE 1.50 per day, since local labor has alternative
agricultural employment. Many canals and drains are

poorly maintalrcd owing Lo labor shortage. Conscquently,



- lo-

government officials and elected village council mem=
bers place a high priovity on the acquisition of im-
plements for mechanical clearing of farm canala and

draing,

pPublic canals and drains are maintained by tne General
Irrigation Cowpany lor Mechanical Cleaving and by the
Beheira Corporation, under contract with the Minigtry
of Irrlgation. The former company has a covlume of
operations amounting to about 20 nillion n3d dredged an-
nually in Lgypt, or which 3.5 million md in El-Beheira
Province. The (Alexandria-based) Beneira Company has

a volume of operations totalling about 5.5 million m3
annually, mostly in Beheira ﬁroQincc. These companies,
although in the Public Sector, apparently operate much
like private profit-making enterprises. Reportedly,
they work only for cash, charge high prices (0.26 LE/m3,
compared with operation, mnaintenance and capital costy
of 0.10 ri/m3), pay high incentive wages (on the order
of 150 LU/month per operator, compared with a base
palary of about 310 LE/month), keep thelr cquipment in
good condition and are able to inport additional cquip-
ment ags necessary.  Marm canala and draing are main-

tained by the village level agricultural cooperatives
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(which hire the labor and charge the members' accounts

LE 1.5 per feddan), or by the farmery individually.

Cost of hand clearing: estimating an average ot 3 m3
daily per worker at a dally wage of LE 1.5, the cost of

hand cleaning is on the order of 0.50 LU per m3,

The public canals and dratns are maintained with

heavy equipment, such as the Pocling excavator with a
0.65 md Lucket or cravler mounted cquipment, For the
larger farm canals (over 2 me section) the Soil lmprove-
ment Service of El Beheira has introduced elght months
ago three JCD excavator/loader units, with satlsfactory
resulta, These 70 HD units cur:ntly cost about LE
18,000 cach. ‘They are 2.45 nm wide, have a Sm long arms
with an approximately 0.20 m3 bucknt, and can excavate
to a depth of 3.5 m. For the smaller farm canaly and
drains, the Agrarvian Reform Directorate of Bl Lehelra
has rccently imported two !eConnel "puwer arm 6% back-
hoe :xcavalors. This backhoe ts nounted on a 50 to

65 110 agricultural tractor and is povered by the tractor
cngine. Tts current cost 1y about LB 5000 (including
attachrnents for ¢anal clearing, treaching and ditching),
The arm 14 4.2 n long {a 4.9 m long urm iy available)

and can reach to a depth of 1.7 m,
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The "power arm" backhoes are robust all-hydraulic im-
plements which require comparatively little maintenance;
they are mounted on agricultural tractors, which have
existing maintenance systems. On the other hand, the
cexcavator/loaders require specialized maintenance;

their satisfactory operation will necessitate a special

maintenance workshop at the governorate level,

Of the 20,000 km of farm canals and drainé in El Beheira
Province, about 15,00C km can be mechanically cleaned.
Estimating an average cleaning requirement of 2000 m3
per xm every 3 years implies an excavation volume of

10 million m3 annually. Unlike hand clearing of canals,
mechanical clearing can be carried out year-around.

It is expected that the bulk of canal clearing will be
performed by backhoes mounted on cxisting agricultural
tractors, which at present arc cmployed only about 4
months of the year. At the rate of 100 m3 per day, a
backhoc-cquipped tractor could excavate about 15,000 m3

if it works 6 wmonths annually. Thus, the potential

requircment for a fairly complete mechanization of farm

canal maintenance in El Beheira Province amounts to

over 500 machines. Consequently, deployment of 57 units,

as currently proporcd, will have a perceptible but only

a partial effect on the problem of canal raintenance.
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It is proposed that control of the implements be at

the Markaz level: this is scale-appropriate for the
tractor-mounted backhoes. However, ownership of tract-
ors by local government units has often been beset by
problems of ineffective management, inadequate mainte-

nance and low profitability.

As a general comment, the Consultant supports the
needs for this equipment as a recent study prepared
by Louis Bergef International, Inc.lto cvaluate the
technical and economic feasibility of providing canal
maintenance equipment to the public sector dredging
companies has shown a direct correlation between agri-
cultural productivity and water application to culti-
vated areas. In light of these conclusions in the
Berger report, the USAID has signed a $ 30,000,000
loan agreement with the Ministry of Irrigation (AID
Loan 263-k-040) to upyrade the general maintenance of
primary and secondary canals throughout Egypt. Since
the tertiary and quaternary canals are not included
in this program, adequate maintenance of the farm le-~

vel network is deemed essential if fully productivity

1 Canal Maintenance Project

May 1977
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is to be realized. Pregently, as noted, labor in-~
tensive cleaning practices are no longer "adequate as
the rural labor supply is becoming increasingly short
due to rural-urban and inter-regional migrations.
Capital intensive canal cleaning at the village leve;
would appear to be a viable solution, provided that
tools workshops and operator training complement any
procurement package. Altogether 4; track type back—'
hoes, costing 18,000 LE per unit and 16 hydraulic
bucket attachments costing 5,000 LE per unit are pro-

posed for BVS funding in Beheira.

Potable Water Supply

From the Asmon report and from the Consultant's field
observations, it is noted that, of the 2,517,292 in~
habitants of El Beheira Province (1976 census), 1,863,834
or 74% are rural dwellers., These reside in 414 villages
belonging to 63 village councils, which arc organized

in 12 markaz's. Of the 285,737 rural families, 75,953
families or 27% do not have access to piped water.
Groundwater is potable only in the southerrmost corner

of El Beheira Province. Thus over 79% of the water con-

sumption depends on filtration of surface water, The
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northern part of the province is served by three Gene-
ral Organization of Potable Water Systems (Abu Homos,
Fawwa and Buseili) with a total capacity of 98,000 m3/
day. Threc other systems (Shubra Khit, Mahallet Abu
Ali and Kafr El Dawar), with a total capacity of 79,000
m3/day, are éresently under construction. There are
also three municipal systems (Damanhour, Kafr El Dawar,
Kom Hamada) with a total of 32,000 m3/day. The rural
arcas of southern El Behcira are served by 80 small

groundwater systems with a total capacity of about

23,000 m3/day.

The IBRD has sponsored a detailed study of provincial
water requirements in Beheira prepared by the consult-
ing firm of Binnie & Taylor as a basis for future water
supply projects in Beheira and Kafr El1 Sheikh. The pre=-
liminary report entitled "Provincial Water Supply in
Egypt" was published in March 1979 and thc final report
is due in November 1979. As the Governorate expects
considerable IBRD investment for potable water projects
within Beheira, the program for BVS funding is a modest
LE 318,000 to extend existing systems to include service
to outlying attachment villages that can be reached eco-

nomically through installation of branch pipelincs and
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installation of simple booster pumping units. For a
few areas not reachable by extension of existing net-
works, pilot projects in solar desalination of brackish

water costing a modest LE 150,000 are contemplated.

The solar desalination projects proposed are very small
scale units located in the northern sector of the go-
vernorate. The targeted population live in small iso-
lated villages without fresh water and too far away éo
be served by extension of existing systems. These
scttlements, numbering 60, are located at a distance
of 3 to five kilomcters from each other, The following
table gives the proposed basic requirements for the

solar desalination units:

* Number of Scttlements 60
* House per Settlement 10
* Number of persons per house 8

* Fresh water required for
house-hold facilities in liters 80
* Solar Energy desalination modulé
type Greenhouse
* Area of the Saline basin of the
still in m? 25
* Estimated average production of
fresh water per module in liters

per day . 75-100
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* place of manufacturing . Egypt
* Design of the prototype Sel & others
* Material used for the project availabe in Egypt
* Maintenance and repair for each will be financed
mocGule villaggycouncils
D. Bio Gas

The final category of projects proposed in Beheira is
LE 150,000 for small village level bilo gas units to
generate energy for lighting and cooking. Project mo=-
dels for these units were developed from prototype de-
signs used in the People's Republic of China and India
whereby animal and humarn wastes are composted.to gene-
rate methane gas which in turn is distributed from
small collection centers to individual households. Com-
posted material from which methane has been extracted
is then added to agricultural soil for fertilization.
The basic cost of a unit is currently LE 5,000 and

can be constructed from readily available local materials.

The proposed budget for BVS financing in Behelra by

category is shown in the following table. Details of
the proposed road and water projects ave included in
the Arabic language material collected by the govern-

orate and turned over to USAID/Cairo by the Consultant.



List of Proposed BVS Projects in Becheira
) Thousands of Pounds

avw-

Markaz No.of | Population Capal Solar| Bio
vVill. 000 Roads | Maintenance| Watey Energy | Gas

Damanhour 6 227 224 108 20 15 |1 15
Kafr Dawar 7 263 297 105 - 20 15
Ttay Barud 8 197 139 95 40 25 15
Rashid 3 71 60 15 120 5 10
Delengat 4 124 110 54 43 10 1v
Shubra Khit 4 120 124 © 64 20 5 15
Hosh Isa 3 55 50 28 - 5- 10
jAbu Hemos 7 199 168 126 - 15 15
Rahmania 7 56 60 36 20 5 10
Abu Matamir 3 116 110 33 - 5 10
Mahmoudia 3 102 69 54 20 5 10
Kom Hamada 11 319 2717 123 35 35 15
1,688 841 318 150 150
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II BVS Project Selection Procedures in Beheira

During May, the Governor convened a meeting of all vil-
lage Executive Council Chairmen and briefed them on the broad
outlines of the program and general priorities of the Governorate
described in Section I above. The Governor, then, sent a cir-
cular letter to all Village Councils which reiterated the ge-~
neral priorities, informed them of the funding level available
to each village council area based upon a per capita distri-
bution of the LE 3,5 million to be allocated to the Governorate
and provided unit cost guidelines. Villages Councils were
asked to formulate thelr requests -nd priorities from among
the gencral guidelines and forward them with estimated costs
to the CGovernorate. Village Executive Councils prepared the
tontative list of council priorities and submitted them to
the Councils for approval. The approved Village Council prio-

rity lists were sent directly to the governorate with an informa-

tion copy to the markaz.
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III Management, Financial and Project Monitoring Procedures

for BV', Projects in Behcira Governorate

A. Coordination
Upon notification from the Interagency Committee of
BVS projecct approval, the governorate shall follow
the standard practice used previously for village
level projects in Beheira. Village council and marqu
chairmen arc convened at A general meeting at govern-
orate headquarters. Technical division heads (i.e.
housing, roads and bridges, water and sewerage and ir-
rigation} are also in attendance. The governor chairs
the me¢ting and personally cqor@inates all phases of
project planning and execution. The convocation as-
segses the technical requirements of all approved pro-
jects and a determination is made concerning which
level of local government shall be responsible for pre-
paring the engineering designs, bills of quantities and
bid tender specifications for all approved projects.
The general interest is to have the village councils
prepare their own technical documentation with assist-
ance as required from the markaz and governorate tech-
nical staffs. Village council chairmen identify their
technical assistance requircments and the governor
orders the appropriate technical unit at markaz or

governorate to complete the technical studies for each
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project by a specified deadline, usually in the short-

est possible time. In instances where a designated

technical unit does not have sufficient qualified per-

sonnel to accomplish its assigned technical support

work, the governor obtains personnel for the tasked

units from one or a combination of sources:

- mandated detail of enginecers and technicians from

other governorate offices

telephoning the chairmen of central level authorities
(i.e. roads and bridges, and potable water authori-
ties) to temporarily assign engincers to work under
the direction of the counterpart technical units at
the governorate for a specified time to complete

specified tasks.

hiring, on a temporary basis, full time employees

of Arab Contiactors, Nasr Construction Company, Sami
Saad Company and Hassan Heba Company. All of these
Public Sector construction firms are giants in the
Egyptian construction industry with over 500 to
1,000 full time professional employees, and do an
annual volume of business ranging from LE 4 million

to several hundred million pounds pecr year.
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- hiring temporarily engineer professors from the

universities in Alexandria and Cairo.

- letting short term contracts from among the several

hundred nationwide Egyptian consulting firms.

The governor of Beheira states that, beccause of the
favorable central location of the governorate between
Cairo and Alexandria, he has no difficulty whatever

in obtaining all of the technical assistance he re-
quires to prepare documentation for speciiic projects.
The only constraint is the availability of funds (in~
cluded in the total cost cstimates of all proposed

BVS projects is a figure of 2%% of construction costs
for temporary engineering consulting services) to be
procured from the aforementioned sources of professional
expertise. While temporary technical help is available
in unlinited numbers,subject to the availability of
funds, the governor stressed the very difficult problem
of obtaining additional permanent staff from central.

level organizations.

In the village level project exccution process, go-
vernorate and/or markaz technical units, as temporarily
augmented from external sources, are instructed to go
to the villages and work directly with the village
councils in their preparation of the required technical

documentation.
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Monitoring of project progress is tight and involves
all levels of local government. All markaz chairmen
are required to mecet cvery two weeks with the village
council chairmen to discuss project progress, surface
implementation problems and find solutions where re-
quired. The'governor also mects bi-weekly with all
markaz chairmen to discuss the status of each project
and to find solutions to problems that rejuire govern-

orate level intervention.

Within 5 days prior to the end of cvery calendar month,
each village council is required to submit a project
status report to the Governorate Planning & Follow-Up
Department, The report is submitted in the following
format,

Table II-1

Project Status Report Currently Used in Beheira

Projcct Name

fotal Budgeted | Corpletion to Date | Funds

Actual Current|Cost of Work
Expendditures  |Coupleted

Budroted
for Cur=- % Mount |Total %
rent
Year

Cost % conr Armount
plete spent
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IV Project Implementation Capabilities at each Level of

Local Government in Beheira

Al

Governorate

1. Planning and Follow-up

This function, to the extent in which it is per-
formed, is the rosponsibility of the Planning and

Follow-up Unit and ORDEV at the Governorate level,

The Planning and Follow-up Unit consists of 16
personnel, including draftsmen and typists. The
head of the Unit is a graduate of the Faculty of
Arts and Science and has an institutional diploma

in river transport economics. In addition, there

is another university graduate in arts and siences,
one civil engineer, 3 agronomists and 4 financial
analysts. None of these personnel have tralning

or experience in project identification and planning.
The only planning criteria currently used in project
ranking are cost/beneficiary and numbers of people
gsorved. This information is largely furnished by
the Village Councils. No objective criteria of
project worth such as benefit/cost and internal rate

of return analysls are preséntly used or understood.
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As the Planning and Follow up Unit reports directly
to the governor, the coordination role of this
organization is important ond considerablae., The

Unit presently collectu all project progress reports
gubmitted by the village councils and conducts pe-
riodie site visits to verify the ace cacy of reported
information and tlags project manaygement problems

to the Governor's attention during the bi-weekly
meetings of the flarkaz chairmen and the monthly

meetings to the village council chairmen,

Project docu. 'ntation conslsting ot a brief descrip-
tion, cutimated unit costd, trtal project cost,
nunbers of bLeneficiacies, related engincering
drawings and specifications, and construction con=
tracts were found to be intact for previously coms
pleted projects.  As there i:.l/\:';t.\n\'..xrdi'.'..\t_i(m L
these Jdocurents, files tend to vary in content tron

project to project,

Also, it should be ncted that project planning is
done on an ! o basin, At the tire of project tdontifica-
tdon  and selection, 1t is not prechuely hoown vhich
organization and perzonnel will be tespontible tor

preparation ot the technical e inee Cvork.
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These responsibilities are clarified after project

approval when the Governor examines requirements and
. the

makes assignments duringhbcvcrnorate level general

meeting described previously

In addition to the principal coordination monitoring
role performed by the Planning and Follow up Unit,
the ORDEV, at Governorate level, also makes some

input to project monitoring.

Interviews with senior personnel of ORDEV at the
Governorate level to ascertain their current role
in planning and execution of village development pro-

jects were held by the Consultant's tcam.

ORDEV in Beheira is organized in the following

manner:-
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Organigram of ORDEV in Behelra Governorate
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since its creation in 1973, ORDEV in Beheira has
concentrated most of its cfforts in providing guidance
and bacﬁ”éupport to villages for their income pro-
ducing projects financed by ORDEV at the central
level. With respect to this category of projects,
there exists at present no capacity for project eva-
luation and identification based upon commonly accepted
criteria of market demand analysis using econometric
models, benefit/cost, and internal rate of return
analysis. Criteria commonly used in project selection
arc also cost per beneficiary at the village level

and very rough estimates of annual costs and revenues.
ORDEV 1is aware of thesc deficiencies and is sending
one of its senior officials to participate in the
AID-financed participant training programs under the

auspices of the Blue Grass Consortium in Kentucky.

Wwith respect to nroviding technical support to Village
Councils in the execution of proposed BVS financed
infrastructural projects, there is little assistance
ORDEV can provide at the prescnt time., The Construc-
tion Development section, under which this activity
would fall when and, if approved, is staffed with

only three cnylneers, one draftsman and threce agrono=

mists. Most of the serviceso provided by
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these personnel are devoted to the income producing
projects and therc is little if any reserve capacity
for assistance in the implementation of the infra-

structural prnjects.

ORDEV currently acts as a liaison betwcen the villages
and the various tcchnical offices of the Governorate
and will most likely be able to provide only this type
of coordination assistance in the foresecable future
until the Construction Division is upgraded both in
numbers and in quality of personnel. Villages will
rely primarily upon backup technical assistance from
the Markaz and Governorate for projects funded under

the first 3.5 million LE of BVS funds.

ORDEV, in addition, prepares physical plans for the
village and is abie to provide some environmental

impact assessments,

Technical Support

The three major organizations at the governorate
level in Beheira, which will be directly involved
in providing backup engineering services to the Vil-

lage Councils for BVS, are the Roads and Bridges

Departmunt, the Water and Scweraye Unit of the
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Housing Department, and to a lesser extent, the
Irrigation Department. The Roads & Bridges Units
at Governorate and Markaz are responsible for pre-
paring designs, technical specifications, tenders
documents and construction supervision and mainte-
nance assistance to the Village Councils in execu-
tion of Road projects. Thc Water and Sewerage Unit
shall provide similar assistance for the potable
water projects. The Irrigation Department has res-
ponsibility for maintenance and operation of the
major irrigation canal systems and will prepare
specifications and manage procurement of the pro-

posed canal maintenance equipment for BVS funding.

(a) Roads and Bridges Department

The Department is headed by a technician with
long cxperience (graduated from technical high
school in 1943) and assisted by a deputy with
similar qualifications., The Department has only
one graduate engineer (1968) hecading the projects
section,and remaining staff are technicians

and laborers as shown in the following organi-

gram:
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Department Chie;—, Technician at 108 LE/
Month with 31 years

experience
- N A
Opcrations Technician Project Engineer with
Section Planning B.Sc. 90 L&/
B Section Month and 10

years expericnce

12
\issistanta Technicians

“'NMarkaz Sub-Scctions
12 Technicians 1)

22 Foremen

1,320 Laborers

During the past three years, the Roads and Bridges
Department has designed, exccuted and superviaebd

execution of the following projects:

——————

1) Graduates of technical high gchools
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Table II-2

List of Road Projeccts
in Beheira

Over Last 3 Years

1. Projects Performed by Governorate Roads & Dridges Unit

Year Type of Work Place Cost Length Areca 3
LE Covercd Complet(
Pavement of City Roads Itay El Barud 14672 4 8000 m? 100%
" Kom Hamad 12000 2 4200 m? "
1977 " Abu Homos 12003 2 4200 m2 "
" El Delengat 12006 2 4060 m2 "
" Edkou 4470 3 3400 m2 "
" Mahmoudia 5715 2 4260 m2 "
" Hosh Isa 28667 7 14000 m? "
" Abu Matamir 23928 5 9970 m? "
1978 " Rahmania 19505 4 7600 m "
" Edkou 15305 3 3830 m2 "
" Mahmoudia 41000 8 16000 m2 "
4 meters of shoulders:
1979 jgravel and bituminous 465,000 42 - "
surfaco —

84
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2. Projects Designed with Assistance from the Central Roads

and Bridges Authority in Cairo and Exccuted by Contract

Construction Supervision Provided by the Governorate Roads

and Bridges Department

Year Type of Work
1977 Resurfacing

Arab Contractors
1978 Pavement

Arab Contractors
1979 Construction

Contr. Nile Rd.

Construction Co.

Area %
Covered Complete

Place Cost Length
Dessouk 190,536
ShubrakKhit
Aly Maher 282.265
Road

Abu Hatamir 107.127

15 km 100%
9]0“ "

1.8 km "

3. Asphalt Roads Turrently Under Construction by Contract with

Supervision from the Alexandria and Beheira Roads and Bridges

Departmcntg
Year Placu Cost
Started - LE 000's Contractor Length Complete
July Kafr Dawar - 1,180 Nile Road Co. 15 km 5 km
1976 Abou llomos
July Damanhour - 1,200 " 19 km 8.5 km
1976 Abou llomos
Jan, Zarkun Halk 2,200 " 27 km 16,2 km
1977 Il Gamal - Kafr

Ramanya = Kafr Ronim

Jan. Mahimoudia- Ramanya 1,400 " 22 km 22 km
1977
Jan, Damanhour-Mahmoudia 600 Nasr Counst.Co. 18 km 1.8 km

1979


http:Const.Co

Year

Started

Jan,
1979

Jan.
1979

Jan,
1979

Jan.
1979

- 7 -

Cost

Place LE 000's Contractor Length Complete
Damanhour - losiasa 800 Masr Const.Co. 24 Kkm 2.4 km
Kafr Dawar - Miniat 1,600 Nile Co. for 38 km 12.9 km
El Said Desert Roads
Alexandria - Rashid 1,240 " 39 km 0
Damanhour = 2,500 Sami Saad Co. 39 km 0
Kafr El1 Zayat

12,720 241 km 68.8 km

The above roads were designed by the Central Roads and

Bridges Authority in Cairo.

Table II-3 hereinafter shows a current inventory of

construction and maintenance equipment belonging to the

Beheira Roads and Briéges Department.
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Table II-3

IL.ist of Road Construction

and Maintenance Equipment

in Beheira

Type No. Operational Status
Construction Equipment %
Asphalt Mixing Plant 1 50
Asphalt Boiler 2 50
Asphalt Tank % ton 1 50
»sphalt Tank 3 bls 2 50
Asphalt Finisher 2.5 m 1 75
Steel Roller 2 wheels 6/8 ton 2 65
Steel Roller 3 wheels 6/8 ton 1 45
Grader Russian 2 50
Tipper Rumanian 2 50
Tipper Japanese 4 75

Water Tank 6 m3 1 60
Tractor 65 HP 1 55
Loader 1 m3 1 80
Road Maintenance Equipment

Grader 1 50
Water Tank Truck 1 50
Tractor 1 50
Trailer 1 50
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The Covernor stated that expansion of the rural road
network in Beheira is the top priority of the village
councils and that special efforts are beiny made to
address these expressed needs. This opinion was con-
firmed during review of the village BVS priority lists.
specifically, the Governorate is now forming its own
public sector company under the jurisdiction of the
Roads and Bridges Department to enhance the latter's
capacitf to execute new projects and maintain the

existing and proposed expansion of the network.

Through a recently cnacted user tax on locally re-
gistered vechicles, revenues are being collected accord-
ing to the following annual tariffs permitted undér
law:

Taxis H A5% of assessed ad valorem

Lorries : 1 LE/Annum

Trailers: 2 LE/Annum

Revenues rollected in year 1979 amount to LE 700,000
and are cxpected cqual this amount in year 1980 and
annually thereafter. An additional LE 200,000 has been-
raised in 1979 throujh a special levy of LE 20/Feddan

on prime village land. Revenues SO collected are heing



used to pay salaries of 34 recently recruited techniciang/
equipment operators, and additional 73 laborers and 9 gra-

duate engincers now under rvecruitment.

Procurcment is currently under way [or the [ollowing

items of new equipment:-

Table [I-U

Additional Road Construction Equipment Being Procured in Behecira

11.
12,

13.
1.,

15.

L.E.

1 Integrated asphalt mixing plant, output

60 t/hr., imported 200,000
2 Graders 45,000
1 Apparatus lor spreading out asphalt,

width 3 meters, with two flexible covers 90,000
6 Pump trucks 15 tonsload 150,000
3 Iron Crushers, 3 whecels, 12 tons 60,000

Iron shdaking crusher, 10/20 ton 45,000
1 Double digging crusher 10,000
1 Rubber crusher, 8 wheels 25,000
1 Tractor for transporation of equijpuaent 65,000
3 Agricultural tractors 65 UP 189,000
2 Lorriecs (wagon 1 m3) 80,000
1 Bulldozer 80,000

Trailers, surface 2} m3 15,000

Trailer with benrzene tank, cap. 6000 1lt. 6,000

3 Asphalt sprinklers, 7 bls. on rubber wheels 14,000



16.
17.
18.
19,
20,

Sprinkler cistern trucks, cap, 6 m3
Pick up trucks, 1,5 Lon

Water machines moving on rubber wheels
Test laboratory

Llectrical welding workshop

Equipment Related to Bridpges Works

Concrete mixer ) md

Mechanical shaker

Total

34,000
18,000
2,000
5,000

2,000

0,400
4,000
968,100

----------
..........



Malntenance of the rural road network in Beheira ia
1nndequntc. at. present,  The high incidence ot raintall in winter
together with frequent high velooity winds caunes considerable
bed erosion, washboarding and washouts, The Consultant travelled
over : e 50 kiloweters of the dirt road netvork and observed
first hand these etfects of climate and inalegquacy of the main-
tenance program, At present, close Lo 100% of the maintenance
performed is labor intensive. One laborer can pertorn spot
matntenance of approximately one kilomoter per year, Thig is
accomplished by hauling dirt and gravel on the backs of dratt
animals and filling in washouts and qullies by pick and shovel,
As there is no soil compaction or gradina used in this process,
£ills are tersporary at best and usually tequire refilling after
cach rain or wind ~torn, The Table of Organization of the
Roads and Bridges Departrent shows a total of 1,348 laboroers
and roreren distributed throughout the 12 Marhas's of the
Covernorate.  This nuber is barely adequate to perforn rudi-
mentary maintenance ot the crinting 1,550 kool existing dirt
roads, and is insutficient to proveat Tong tera eftects degras=
dation of the oexisting netvork; this level ot Faintsonance ca=

pacity is totally tnadequate for the propored new additions
under BVS.  As labor availability 5o raptdly & clining lLocauso
of recent migratory trends of tiee labor loree, capital inten=

Give maintenance pethoda veald appear to be the ultimate solu=

tion to talu growitg problen,
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The Consultant examined enyincering documents prepared

by the Roads and Bridges Department personnel and those pre-

parcd by temporarily rccruited external englilneering person-

nel for completed and on-going projects,and found this mate-

rial to be complete and technically sound. Specifically, the

following

technical material was cxamined:

Welghts and measures

Dctailed section drawings

Strcss factors

Bills of quantities

Special preparation procedures (L.e. pre-cast
concrétc, pre-stressed concrete, etc.)
Scheduled activity diagrnms'of‘proposed
construction plans

Bid tender documents

Current road construction capacity of the Roads and

Bridges Department rcported by the Governorate is 40 km of

asphalted

A

or 90 km of unpaved roads per year.

rough calculation of total dirt road construction

capacity of the Behcira Roads and Bridges Department was made

from basic productivity data furnished to the Congultant.

It is reported that the department can now produce 60 mt. of
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earth moving per hour using a combination of labor and
capital intensive methods. After procurcment of the addi-
tional equipment list in Table II-4, productivity will
increase to 100 mt/hour. Minimum construction time for
the 400 km BVS road program, assuming all resources of the
Roads and Bridges Departemnt arc committed to BVS construc-
tion is therefore calculated as

400 km x 1000 meters x 0,50 mx 6 m 3

100 x 1.60 (specific gravity of road constrgction

material) = 7,500 hours, or 7,500 < 6 (working hours/

1.
p%y) + 280 (working day/year)= 4.46 years

As the majority of the Becheira Rcads and Bridges De-
partment capacity shall be assigned to some pavement of
city strcets and rural network maintenance during the period
of BVS inplementation, it is expected that most of proposed
new road construction shall be implemented by contract.
This assumption was confirmed during meetings with the

governor,
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(L) The Water and Scwerage Unit . 1 Abou Homos Water Plant

Most of the tcchnical design 1d engineering work for
village level potable water systems is preparcd by the Water

and Sewerage Unit, the Beheira lousing Department.

This organizational unit is presently staffed with
thirteen graduate engincers who prepare designs, drawings
and specifications for specific systems from standard plans
and specifications prepared previously by the Central Water
Authority in Cairo. The Consultant's team traced the history
of several projects .from inception to completion and reviewed
various files, drawings, specifications and tenders. One
completed project at the village of Zbeda, 12 km from Itay
El Barud and 45 km from Damanhour, was inspected by the tcam.
The engincering work was found to be complete and the com=-

pleted project was of satisfactory professional quality.

The Organization of the Utilities Department is shown

below:

Organigram of the Water & Sewerage

Unit of the Beheira ' using Department

D);i—xfucﬁr—] B.Sc.E with 10 years experience
“T"'“ at 140 LE/Month

e RN P
Sewerage Wntf] Potable Wntcrl

Section Scction

12 engincers with B,5c.E.

Kan taswda 5 years cxperience

Markaz Salary range to 80 LE/Month
ST 28 assistant engincers




and construction supervision,
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This unit is responsible for water system designs

The Water and Sewerage Unit is

currently operated and mnaintains 80 potable water systems

in the southern sector of the Governorate.

In addition,

the Abou lomos

water trcatment plant has

extensive professional enginecering capability which can

and is used by the governor in potable water system design,

wash construction
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The Abou Honos Water Plant currently serves 703 of the popula-

tion of Deheira.

The enginecering designs and specifications prepared by the

Water and Sewerage Unit and the Abou Homos Plant were reviewed
by the Consultant and were found to be of adequate professional
quality and completecness to provide sufficient backup technical
support to Village Councils in their plans to exccute the

small village systems contemplated for the BVS program. As the
level of funding for this act’vity is a modest LE 300,000,

and involves mainly extension of existing ncetworks, there lis

no need to recruit outside technical personncl for design

and supervision of the proposcd BVS water program in Becheira.

In reviewing the documentation and history of previously
completed projects, the Consultant's tecam generally found files
to be complete and well organized. The projects inspected

were in good condition and operating

There prosently exists considerable unused private
gector water supply construction capacity within the Governorate
and nearby arcas. Previous invitations for bid have ugually

received five or six technical offers from thig gector.

During discussions botween the Consultant's tcam and

enginecrs of the Water and Scwerago Unit and with the Abou



Homos plant management, it was learned that loc

-58 -

al contractors

regularly visit the Governorate inquiring about new projects.

As funding for new projects has been strictly limited in the

past, contractors report that they have far more capacity

than the volume of available work.

The following is a partial

listing of the major available private sector contractors

specializing in potable water systems,

1,

Tahle II-5

WATER SYSTEM CONTRACTORS CURRENTLY WORKING IN BEHEIRA

Name

Awad Mahmoud Kobou
Den

Abd Samot El Ostr

Moneim Abldel
Ibrahim

Abdel
Kader

samir Suiden

Ali Abdel Hamid Morsi
Mequid Tolba

Ibrahim Mohamed
Hassan

Philippe Wassef

Address

Size of Projects
Undertaken

Remarks

42 Abu Rish
Damanhour

Abu Homos
Beheira

Mazqgid Wasf
Tanta

3 Biblos St.
Alexandria

Damanhour

32, Abdel Halim
1:1 Mazon,
Damanhour

30 Midan Ramsis
Ramsia Bld.,
Cairo

LE 100,000
LE 100,000
LE 200,000
LE 200,000
L1} 100,000

LE 50,000

I£ 2,000,000

Specializes in
tanks and pipes

Pipes only

Pipes only

Tanks, pipes

Pipes only

Pipus only

offices in Cairo
kut works ex-
clusively in
Lower Lgypt.
Specializes in
tanks,
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Table II-5 (Cont'd)

Name Address Size of Projects
Undertaken Remarks
8. Dessouki Abdel Damanhour LE 100,000 Tanks only
Moneim Ahmed
Zoukil
9, Mahmoud Ramadan Midan Sidi LE 100,000 Tanks and
Ahmed El-Dadawi pipes
Tanta ’
10. Mahmoud Ahmed Haret El Delasi LE 50,000 Tanks only
Tanta

Projects are usually completed on time and take appro-

ximately one yecar from date of startup to complete.

Maintenance of the existing potable water system was
found to be generally adequate. In some aveas, particularly
in the southern part of the Governorate served by the 80 wells
under the supervision of the Water and Sewerage Department,

romo faucets and pipes were found to be leaking.

(c) Irrigation Department

The primary task of this Department is to design and
maintain the hundreds of kilometers of primary and accondary
irriqation canals serving the 700,000 feddans (one tenth of
the total cultivated land area in Egypt). The Department is
currently understaffed and overworked in discharging its pri-
mary reoponaibilities. A nkeletal organization of tho Irriga-

tion Dcpartment is aus follows:



—50—

| General DircctorJ B.Sc.E. with 20 years cxp.

Deputy Director | Civil engineer

I
[;Executivc Director] Civil enyineer

[N N )
Assistant Fxecutive| Civil engineer
Director
- i B _ o
Northern Sector Southern Sector
1 mechanical engincer 2 mechanical engineers
2 civil engincers 2 civil engineers

Markaz Engineers

12 civil engineers

The role of the Department in BVS will be to prepare
bid tender specifications for the proposed procurement of the
canal maintenance equipment. The Department has ex-
pericnce in procurement of similar types of equipment and has

actually procurcd some of the types scheduled for purchase.

As the staff of the Department is already preoccupied
with its primary duties, no assistance can be provided in equip-
ment maintenance. This will have to be performed by the Markaz
and village maintenance personnel in various private sector
workshops. These facilities are judged adequate for routine
maintenance of engines, but specialized facilities shall be
required for maintenance of the hydraulic systems and major

overhauls,
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B. MARKAZ

Traditionally, the Markaz administrative unit has been
actively involved in the planning and execution of projects
within its jurisdictional arca. wWith the promulgation of De-
cree Laws 52 of 1975 and 43 of 1979, there has been a clear
direction of policy toward administrative and fiscal decentra-
1lization to the village level. peheira Governorate and village
level officials have taken substantial measures to implement
the provisions and spirit of the law as decentralization has

procceded at a rapid pace.

During site intervicws vith Markaz officials, it was
observed that Markaz administrations within the Governorate
have relegated some of thelr previously exercised responsibili-
ties to the Village Councils. According ‘v statements made
Ly the officials contacted, the Markaz currently provides back-
up technical support to village Councils and monitors activity
piogress as required for successful project planning and execu-

tion, but does not directly supervise the councils.

In fiscal af¢airs, the only vestigial authority still
retained by che 'larkaz is approval of village level contracts

cxceeding LE 5,000.

The role of the Markaz, then,is one of coordination pro-

vision technical support and progrcss monitoring. Village
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Councils now cnjoy the same degrce of administrative autonomy
within their respective jurisdictions as the governor or the
head of any governmental department and are only required to
keep the Markaz informed of their activities for reporting
purposes. This view was substantiated during village level
interviews in which village officials stated that they sub-
mitted their lists of BVS projects directly to the Governorate

with an information copy to the Markaz.

Villages now have the authoiity to communicate directly
with the Governorate on all administrative and technical matters.
In Beheira, this authority is widely exercised by the Village

Councils.

In this regard, the Markaz officials contacted catego-
rically stated that they had no authority to

alter project proposals prepared by the village Councils.

In the area of fiscal management, Village Financial
Affairs Divisions are completely autonomous from the Markaz
finance units and are solely responsible for the maintenance
and management of their own accounts and financial records.

The Markaz no longer audits the village accounts.

With regard to provision of technical support for vil-
lage projects, the Markaz is generally endowed with a higher

degree of engineering and technical skills, but there is some
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limitation on the degree and level of support that can be pro-
vided from the Markaz units as they are understaffed and al-
locate a large percentage of staff time for technical servic-
ing of projects within the town in which the Markaz offices
are located, and in Markaz area projects. Organizationally,
the Markaz usually has a full range of service offices in the
various infrastructural arcas similar to those of the Goven-
orate hut on a smaller scale. The skeletal organization of

the Markaz is shown below.

Markaz Organizational Structure

[Eﬁﬂ}rmunl
. A o
[oTORT}- - - === (B

' I } 1
[Planninq & Followup UnitF{Education Uniq

[ |
[Economic UnitJ[Rond Unit]

—— e I

[botablerWate; Unitl fﬁealth Unit] ngciaEwAffairs UniEJlPoficc UnEEJ

. - 1
[Administration Unitl LFinancial Affairs quﬂ

It is evident from these discussions that the villages
will probably have to rely on the Governorate technical offices
for some of the external technical support required for BVS

funded projects. Typically, the Markaz's in Becheira have five
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or six mechanical and civil engineers., In addition, there
are technical personnel assigned by the Roads and Bridges
Department, Water and Scwerage Unit and the Abou lomos Water
Plant to provide assistance in engincering designs and main-

tenance. These externally provided personnel consist of the

following:
Table II-6
Additional Technical Personnel at Markaz
Markaz Roads & Bridges Water & Scwerage Abou lHomos Plant
Rasheed 1 technician, 1 fore- - - 1/
man, 70 laborers
Kafr Rawar 1 technician, 22 - 5 tcechnicians
foremen, 82 laborers 18 laborers
Abu Matamir 1 technician, 16 - 3 technicians 2/
foremen, 61 luborers o 21 laborers
Mahmoudia 1. technician, 10 - 2 technicians 3/
foremen, 49 liborers 18 laborers
Abou llemog 1 technician, 21 - 1 enygincer
foremen, 146 laborers 6 technicians
18 laborcecrs
Hosh Isa 1 technician, 13 - 3 technicians 2/
foremen, 32 laborers 21 laborers
Damanhour 1 technician, 15 - 2 technicians 3/
foremen, 32 laborers 18 laborors

1/ Technical assistance and maintcnance for water systems in
Rashecd Markaz is provided by the Pawwa Water Plan in Kafr
El Sheikh Governorate. As this governorate was nol visited,
the Consultant is unaware of the extent of water system per=-
sonncl availability.

2/ Workshop at Kom E1l Akhdar serves the Hosh Isa and Abou Matamir
Markaz's,

3/ Workshop at Damanhour secrves the Damanhour and Mahmoudia Markaz's.



Additional qpchnicnl Personnel at Markaz (Cont'd)

Markaz Roads & Bridges Water & Scwerage Abou Homos Plant
shubrakhit 1 technician, 18 - 3 eng., 6 tech, 4/
’ foremen, 135 laborers 5% laboroers

Ramanya 1 technician, 5 - 1 eng., 3 tech. 4/

foremen, 54 laborers 17 laborers

Ttay El- 1 technlcian, 32 - 2 tech.,

Barud foremen, 234 labovers 18 laborers

Kem Hamada 1 technician, 38 10 cngineers -

forcmen, 250 laborers 26 techniclans
243 laborers

Markaz Chairmen .re involved extensively in project
progress monitoring as they pac-ticipate in governorate level
meetings and hold bi-weckly peetings of Ville jo Council Chairmen

and flag implementation problems for higher level attention.

At the present time, there are no intornational, accepted
criteria for project ranking and cvaluation such as benefit/cost
and internal rate of return analysis employed by Marikaz persons=

nel in project planning.

4/ Workshop at Lacanc sorves the Shubrakhit and Romanya
Markaz's,



¢. Survey of Village Organizational Structure and Management/Planning

Capabilitics in Neheira

The Consultant's team visited several village council
arcas in Beheira Governorate and held entensive discusnuions with

officlalas of the Village Bxecutive and Elected Councila,

There are sixty-two village council arcas vithin tho
Governorate. All currently have tunctioning councils and oper=
ative Village Danks,  The villages are tivided into two basle

categorices according to the level ot services currently available,

Category 1, including 26 council areas, currently hoving
a complete range of ser ricesd consisting of education unity, so-
clal affalrs units, health units, agricultural and animal pro=-

duction units, includes the following:

El Negila Kom Zanmhran
Kishn Chejst Bl Anaan
Dawad lHosny Shabour

tabira Mehallet Bedishura
Mohallet Bl Amir Saft Bl Haredya
Il Foem Bl Akhdar Il Wafaya
Hanyn sidi Rasi
Zawivyat tahiel I'l hirigaat
Monshaad Damiona Tabayba

1L} Dahrya Arrania

best 11 Ashrat Hekla 'L teneh
Charnub Aol Dotahbua
Mohallet I'ranawd Lot Shor ik

Category 11, including 16 council arean, 1 ave function=
ing village counciln but do not yet have o full range of servicoeus

Dedgouynis Ondinar Batirouy Zabhian
Pom L1 Fanater Ahorrya Ll Sahel
Zawjyat nhakr bayrout Goatt 11 Nnab
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Lacana

El Omarat

Altoud

El Khatartyba
Nadiba

Samokhrad

Balkatr Al Gharbiya
Kom Al Farag
Fisheir

Kom Baneit Abu Kir
Kafr Dawud

Abu Sheikh Hof
DBirket Rataas
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Kom El1 Birket Moxrcos
Kafr Boulil

Al Kardoud

Sanour

Besentoual

Al Masin

Menshaad Boull
Fdfina

Warket

Bouait

El Abaidya El Cecdida
Aridan

Kom El Nasr

All villages surveyed were organized in the following

manner, and the Consultant's tcam recelved assurances from

the Governor that villages not

organized.

surveyed are also similarly

ORGANTZATION OF VILLAGE EXECUTIVE COUNCIL

[Viliage council Chairman]
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The duties and responsibilitics of the various village

organizational units are described briefly below.

Chairman: Directs the implementation of all village
level projects and superviscs the general planning effort.
Presides over bi-weckly council meetings, arranges for technical
support when required and manages the planning and technical
support of projects approved by the elected village council:
Approves general administrative and technical pléns for pro-
posed development projects and formally presents annual de-

velopment plan to the Governorate.

Epgineering Division: Issues building permits

and business licenses and is respensible for maintenance of

building facilities.

rconomic Development Division: Develops list of pro-

posals for income producing projects and cxercises implementa=-
tion authority over such projects. Maintains stetus records

for cach of the approved projccts and maintains financial re-
cords for these projects. Provides for continuous evaluation

of income producing projects and prepares activity prcgress reports.

village Secretary: Coordinates activities of various

council technical units and maintains records.
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Service Unit: Prepares project designs and technical
specifications. Responsible for site selection and implementa-
tion supervision of infrastructural projects. At present, vil-

lages Councils have no professional enginceiing pexrsonnel.

secrotariat: Schedules committece meetings, notifies
members, keeps minutes of mectings and maintains current organ-

ization charts.

Financial Affairs Division: Maintains all village ac-

counts according to legal and fiscal requircments, maintains
disbursements and income records, inventories; preparcs balance
sheets, books and maintains village financial rccords. Pre-

pares budgets.

Personnel Division: Prepares budget for salaries, ad-

ministers social insurance program, maintains personnel files.

Administrative Division: Determines office space and

equipment requirements, cleaning, telephone service and pro-

vides for general facilities security.

In the villages surveygd, the Consultant's tecam met
collectively and individually with key officials of the Execu-
tive and Elected Councils. There appeared to be a close work-
ing relationship between the executive and political decision

makers as both sides offcred identical vicws and understandings
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of the BVS program, funding levels avallable to the village
council area and development priorities to be financed by

BVS. Council offices were clean, orderly, and all had compre-
hensive wall mounted charts showing some basic economic data
of the village areas, services currently provided, and listings

of upcoming priorities for the coming fiscal year,

During visits to the Village Banks, the team was shown
all of the major financial records, balance sheets and current
status of all accounts. The banking offices were also observed
to be neat, with accounting records maintained and displayed in

an orderly fashion.

Detailed inquiry of the project identification and ap-
proval process was made during the interviews. The following

obscrvations resulted from the discussions.

1) village Councils in Becheira are familiar with the
BVS program. The Governorate has informed all village Coun-
cils of the naturc of the proposed AID project. In the case
of Beheira, the Governor held a meeting of all Village Council
Chairmen and verbally briefed them about the project. This
was followed by a formal letter requesting cach Council to
submit a list of priority infrastructural projeccts and giving

guidclines for unit costing. General project priorities,
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established by the Governorate, included canal maintenance,
road maintenance, and new construction, potable water systems

and biogas facilities.

2) While the Village Councils were not given the option
of selecting projects outside the general priorities parameters
mandated by the Governorate, they werc granted the latitude ‘to
decide which projects and the priority ranking from the general

prioritics they desired for their own specific area.

3) All Village Councils were informed of the magnitude
of funding that would be made available for their arceas. The
basis for determining how much each council area would receive
was a formulﬁ which allocated a gspecific amount per capita of

population.

4) The Village Exccutive Councils drew up from the
Governorate level mandated qguidelines a list of proposed pro-

jects for review and approval of the elected councils.

5) It appears that the clected councils gencrally
accepted the lists as drawn up by the Village Executive Coun-~

cils without change.

6) The lists of village priority projects werc submitted
in pro forma fashion to the Governorate by category (i.e., canal.

maintenance, equipment, water systems, ctc.), rationale for
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solection and total cost. As the Governorate furnished unit
cost data in its gencral guidelines, no detailed cost estimates
were required from the village councils. The most common cri-
teria for sclection used were numbers of beneficiaries and,

in some instances, the cost/beneficiary ratio. Mo other ecva~
luation criteria appeared in the submissions. The village
councils stated that they had sent their approved project list-
ings direcctly to the Planning and Followup Dcpargment of the

Covernorate with an information copy to the Markaz.

7) When questioned as to whether the Markaz might re-
vise their project listings, both executive and elective council
members responded strongly that the village councils have final
authority to select their own projects from within the mandated
guidelines and that the Markaz had no authority whatsocver to

make any amendments.

8) when questioned further as to whether the Governor
could amend their choices, both elected and appointed officlals
stated categorically that the Governor had no authority to make
any changes in the list of projects or prioritics approved by

the village councils.

9) The same general comments regarding village approval
autonomy wlithin the guidelines were echoed by various officials

of the Covernorate.
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10) Village officials stated and reitcrated provi-
sions of Law 43 of 1979 that the village has sole discretion
to select its development projects and let contracts for their
exccution., Village officlals acknowledged, however, that they
would probably require technical assistance in preparing speci-

fications and engincering designs for more sophisticated projects.

11) when questioned as to where they could obtain such
assistance, the officlals responded that they could request
help from the Markaz and Governorate, where required. They
added, however, that they preferred to design and implecment
‘their projects using their own technical resources, using
standard plans and specifications prepared by the Governorate
for similar projects, but adwmitted that they nceded considerable
guidance for the Markaz and Governorate technical offices in
preparation of engineering and bid tender documentation. They
were quick to add, however, that for income producing projects,
they required no help from outside sources as they bhelieved
they were perfectly competent to plan and organize common
projects such as carpet weaving, wooadworking and furniture
manufacture. The Consultant's team was shown numerous in-
come producing projects of this kind and camc away with the
asscssmont that these comments are essentially correct. It
should be noted that the technology, profitahility, and
marketing structure of traditional cottage industries cited

above are well understood at the village level. For income
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producing projects of a more sophisticated nature, such as tile
manufacturing,considerablc outside assistance in fcasibility

study preparation would be required.

12) Finally, the Consultant’s team questioned village
officials concerning available funds for maintenance. The of-
ficials responded that the Village Services Account would pro-
vide maintenance funds as required from locally generated re-
venues to cover these costs and they could also request fund-
ing assistance from the Governorate Service Accounts, when
required. Current regulations and procedures governing the
Service Account at all levels allows for use of account funds

for maintenance.

As a general comment concerning project planning and
administration at the village level in Beheira, it should be
noted that considerable progrcss has been made in implementing
the spirit of Law 43 of 1979. The basic nucleus of an adminis-
trative and fiscal apparatus has been formed in all villages.
Village Councils appear to be well motivated and well focused
on the devnlopment tasks ahead. The functional job descrip-
tions of the various organizational units described above are,
however, misleading as they reflect more a desirable level of
organizational capability than that which is actually currently

present. Most of the varlous technical units are staffed with
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single individuals with somewhat limited experience. The
Financial Altairs Divisions ave the most capable, being staflfled
by relatively experienced government accounting pereonnel who
have received continuous t‘\';\inini; and guidance trom the Governo-
rate Pinance Unit in Lhe requircments and techniques of main-
taining the village aecounts, The genior accountants and the
manager of the Willage Banks are graduates of the laculty of
Commerce with 10 to 1b years of experience. In other functional

areas of the Village Councils, ckills are less well developed.

The Village Councils surveyed have only three or four techniciansg
who have on the job experience with small scale projects rather
than formal engineering education. There is an abundance of
agronomists working at village level (sometimes as many as 50 -

100 per council area). These personnel provide guidance and training
to lovmers for income producing projects such as bee keeping,
raising and basic agriculture. HNo objective planning criteria such
as benelit/cost or internal rate of return analyses are used

in projeet identification, Theve exists little capacity to prepare
eng ineering work for small scale BVS type projects, such as farm

to market road and potable water syistems, Councils initially,

will need extensive help from the markaz and governorate technical

offices.

Perhaps the greatest reservoir of strength at the village level,
after financial management, is in the area of project implementation
and moniloring after contracts have been let and work has commenced.,
The proposed level of BVS Linancing lor cach village council area

is sufficiently small that village councile with guidance from above

should have little diffjculty monitoring project performance,

In the area of routine equipment maintenance, there prescently
exisist at the village level at sizeable rescrvoir of mechanical

talent such ag basic engine and pump repair in bolh the public
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and privale sectors., Most of these skills have becn acquired
through the apprentice system whereby local youngsters receive
practical on the job training at private and government operated

workshops,

The major government owned workshops serving Beheira Governorate

are:
1. Damanhour Training Center located in Damanhour
2. Technical Workshop for Maintenance and Repair, also

in Damanhour,
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3) Ministry of Agriculture Tyaining Center in

Kafr El1 Sheikh.

The first two of these facilities were visited, Cur-
rently there is a broad range of functions being performed
such as foundry work, welding, engine repair, body work, agri-
cultural machinery and spare parts manufacture, lathe work
and blacksmithing. In addition, the Tractor and Engineering
Company in Damanhour has a complete repair shop for repair and
maiﬁtenance of excavatlon and carth moving ecquipment. There
are also numcrous private entrepreneur workshops operating all
levels. The quality of maintenance skills throughout the
Governorate arc quite high., Most Village Council areas have
from 100 to 150 privately and publicly owned farm tractors
and related agricultural machinery. Many of these units were
inspected and found to be in good working order. The basic
problem in cquipment maintenance is not the availability or
qudlity of personnel, which is judged sufficient and competent,
but the lack of adequate shop tools and equipment to perform
required tasks, Tools examined were obsolete, deqgraded and

in short supply.
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V Projoect Personnel-Methods of Appointment and Removal

Government personnel are appolnted to positions and per-

form throughout the civil service in the following fashion:

- University and technical school graduates are gua-
ranteed and must accept employment with the goverament

upon graduaticn from their respective institutions.

- The choice of assignments is usually arbitrary on
the part of cach respective government agency. They
have so many to place cach year and try to place them

throughout the system where they can be squeczed in.

- Often there is little correlation between a person's

training and the job he is ultimately rcquired to £ill,

- This explains why civil engineers are often assigned
to fill posts requiring mechanical enginecrs and
arts majors are assigned to perform planning and mana=-

gerial tasks.

- Once appointed, a person cannot be arbitrarily re-
moved for any reason whatsoever., Dersennel arc some-

times transferrced betweon posts, but never dismissed,

- In theory, personncl nust serve in government posi-
tions for a minimum of ten years. In practice, nany
disappear into the domestic market place orx gravitate
toward more lucrative job opportunities in the arab

world without notice or explanation.
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- Retaining highly qualitied technical personnel for
any length of time is rendered difficult because of
the low salaries pald by the governmoent and the attrac-
tion of hiyher salaries offcred in the private scctor

and abroad,

- Less qualificd and less mot .vated personnel toend to
hang on to their guarantoed low salaviey paid oy the
government. s lnsurance of a monthly income, bul must
moonlight on the outside to secure an adequate living,
As they are not required to perform to retain tenure,
thoir governmont office boury are usually shorter than
the theoretical working day and nore time is spent
socializing and drinking tea than in actual job re-
lated work. As thelr prinary oource of inceme is
from outside jobs, their real talents are disp Yayed
there rather than in governoent caployaent,

- The above are general obrervatijons, but there are
many exceptions as sore erployees vhese [anily situa-
tion offers additional income in Beheira are Jquite
dedicated to their work,

- Village ofticials must originata froa the villages
in which they sorve, This is a possible cxplanation

of the higher level of povivation tound arong tho
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village councils than in other organizational sectlons

obgcrved.

- Officials contacted generally stuted that they would
be more willing to work harder and longer on their
assigned government taks if their curvent salarics

(which arce low) could be doublad,
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VI Analynin of BVS Proqram xecution Capabilitics in Beheira

Governorato

A

Role_of the Governot

The %ey Cactor which vill cortribute to the ultimate
guceens of the planned RS progrem within the Covernment
i3 the direct supervizory role that will be played by
the Covernor bn divecting technical planning and porl«..)diC
problem soleing,  Ag the Governor hau put himself per-
gonally in charge of the pregran, he is able to direct
the fnput ot awailable technical staff and insure that
swork Ln peorformed accearding to schedule,  Tast history
of village lavel fnrcone producing projacts clearly de-
=onatrates that the personnel role played hy the Governor
Was baen cracial in inauring that proioety are ¢ wplated
expediticunly and carrectly. should any lower ranking
offteial take charge of the progran, 1t is doubtful

hat apprepriate coordination and follow-up of inmplc-
ceatation 4o tivivies ¢sutd boe malntalned with the same
¢ngrae of thoreuglaesn and expoeditiovuness now shown,
Tho Covernor fn aware of the frportance of his vole

in village developaont and rade the corrent that. these
activities could not jrocesd effectively without hisg
direct and perncnnel intervention at all leveln, The

Lapaulrant {a in full agreerent with this view,
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B. Adnquacy of Technical Fxpertise for Project Enginecering

Planning

Should the engincering planning for the proposed dirt
road construction be left entirely to the available
Roads and Bridges Department at Governorate and

Markaz, it is doubtful that the nccessary site surveys,
materials quantification and construction supervision

of the proposcd 400 km for BVS could be accomplished
expeditiously as therc is only one graduate engineer
within the department and the numerous techniclians appear
not to have sufficient cducation or experience to pre=
pare detailed engincering drawings and specifications
for the proposecid work program, lHowcver, glven the fact
that enginecers can be and have been requisitioned from
outside public and private sectoyr sources on a temporary
basis and there is adequate funding provided for these
services in the proposed budget, the Consultant believes
that adequate engineering support will be available for

the planned road proyram.

Concerning engineering support for the proposed canal
excavation program, the Irrigation Department has long
experience in writing specificatlons and bld tender

documents for the type of equipment to be procured, It



- 83 -

is believed that therc will bel‘?.t

tY¢riculty in ini-
tiating the neccessary procurement

It should be noted in this regard that a numher of units
of the proposed types planned have alrecady becn procured

in Beheira.

With respect to the planncd water systcms for BVS, 95%
of the activities consist of cxtending existing systems
by adding pipes, booster pumps and public fountains.
There are currently 44 graduate engincers available from
the Water and Sewerage Unit and the Abou Homos Water
pPlant to participate in the designs of the proposed sys-
tem expansion. As the Governor has and does cxercise
the authority to assign enginecring planning tasks to
these organizations and the total project level is a
modest 300,000 LE, it is believed that there will belittle
difficulty in completing the design work for this part

of the program,

Concerning the remaining program elcments: biogas and
solar desalination projects, the lcvel contemplated is
a modest 150,000 LE for each and projects to be funded
shall be exp.rscimental and constructed From alrecady

oxdsting prototype designs that have becen lmplemented
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successfully in Fayoum Goycrnoratc and clscwhere in
developing countries., There should be no problem with
these projects in Becheira as the cngincering work has
been done and the current Governox has alrecady pionecred

this work when he was Governor of Fayoum.

Project Implementation Timing and Capabilities

For roads, 178.5 km of paved roads have becen completed
in Beheira with public and private sector facilities
during the past threc years. The ratio between paved
and unpaved road capacity is 1 : 2,28 derived from

past exzpericonce. Therefore, the Governorate using

the Roads and Bridges Department as expanded through
creation of the jublic cector company described carlier
and a combination of private contractors should casily
be able to complete 2.28 x 178.5 = 406,99 km of dirt
roads within the ncxt three years. No additional roads
are currently contemplated during this period. In this
regard, it should be noted that 4 major national con-
tractors currently work in Beheira and could conceivably
expand their volume of work should more funding be avail-
able through BVS., Algo, many of the proposed roald pro-

jects consist of putting soil and rock on c¢xisting road



beds to raise the road level 50 cm above the agricultural
iand. This type of work can be done by the villages
themselves using labor intensive methods with draft
animals for transport. In some areas visited, village
councils plan to execute their road projects in this
manner. For thesc reasons, past performance probably
does not provide accurate asscssment of actual capa- ’
bility for the proposed program. The best estimate,

at this time, for completion of the proposed road proyram
in Beheira is 18 months to three years. For watcr sys-
tem extensions, it is expected that the design work and
actual construction of the proposecd level of effort can
be completed within six to twelve months. There are cur-=
rently .10 public and private sector contractors in Beheira
looking for work. While previous program history is

not extcnsive due to lack of funds, it is belicved that
the available capability is sufficient to complete the

proposed small program in one year or less.

For canal maintenance, the procurcment time for the pro-
posed cquiprent ls currently 12 months for advertisement

to receipt.

Concerning the biogas and solar ecneryy programs, local

public and private secctor firms are fully capable of
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constructing these units from locally available materials

using these already prepared prototype designs,

Program Management

There arc currently 53 cngincers and 334 technicians
available to the governorate departments and local go-
vernment units who will be directly involved in the

BVS program. There is good and frequent communication
between all responsible cchelons and the Covernor re-
coives constant feedback on activity progress. Village
governments in Beheira are well organized and well moti-
vated. In light of these considerations, it is believed
that the proposed program shall be managed effectively
to insure recasonably timely and quality execution.
Improvements could be made in the monitoring format

to include information concerning actual project execu-
tion status in addition to information on projert fund-
ing disbursements currently submitted, Alosu, projc;t
documentation could be standardized. Low morale and
personnecl turnover are endemic whitin the governorate
technical offices., Some consideration should Le given
to providing cash incentives to personnel working dircct;
ly with BVS to further insure that required work is com=-

pleted in a timely and profcssional mannor.
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Financial Administration

Fiscal entities are well tralned, are in place and

have four ycars of experience in administering village
level development projects. Procedures are strcamlined
and involved basirally one echelon (the village of go-
vernment for contracting, disbursements and xccord keep-
ing). As the law requires that all contracts above

LE 5,000 be approved by the Markaz, it would be desirable
to raisc the level of the Village Councils' approval
authority as most proposed projects fall within the range

of 10,000 to 15,000 LE.

Infrastructure and Equipment Maintenance

For roads, the planned expansion of the rural dirt net-
work will fully exceed the governorate's current mainte-
nance capacity using existing labor intensive methods,
If the existing and planned network is to be maintained
satisfactorily, rechanical methods are required. The
Governor is proposing that, in addition to the LE 3.5
million proposed for projects, funds be made avallable
for purchase of cnough new graders, costing LE 50,000
cach, and sprinkler cistern trucks, costlng LE 20,000

ecach o that one grader and one truck can be agsigned
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to cach Markaz. The current inventory of road main-
tenance equipment shown in Table TU - 3 lists one
grader and onc tank truck on hand. In addition, two
more graders and two tank trucks are now under procure-
ment as shown in Table JI-% . As there are 12
Markaz, 9 new graders and 9 additional cistern trucks
will have to be procured to insurec satisfactory main-
tenance of the existing and planncd new network for l
BVS. Without this cquipment, it is considered highly
unlikely that any maintenance will be performed on the
expanded notwork as all currently available personnecl
are fully occupiced in performing spot maintenance on
the esnisting netwoik and the avaglable labor force is
dwindling day by day. Capital intensive road mainteQ
nance methods have been shown to be more cconomical
and more cfficient than labor intensive methods. There
arc currently adequate operators and funding at both
the governorate and village levels to cover costs of

opurating the proposced new cquipment.

For canal maintenance eguiproent, routine engine mainte-

nance is and can be performed by local public and pri-
vate scctor workshops. As there is only one private

gector distributor (Tractor and Engincering Company in
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Damanhour)with workshop facilities and spare parts for the
proposed hydraulic excavators, one ol the Covernorate
workshops should be uppraded with a [ull complement of shops
tools and spavre parts to insure a sufficient full range

ol maintenance services for the proposed new equipment
procurcment package.  The Governorate would like to upgrade
the Damanhour ‘Training Center for this purpose.

Since the center is fully stafted with a broad range of
skilled personnel, the Consultant wupports this recommendation,
There are some trained operators of this type of equipment
currently working throughout Beheira, but it is cvident
that some additional operators training will be required

to fully man the new nrachines,

For rouw! maintenance equipment;  thesRoads and Bridges

Departient has adequate trained staflf to maintain the
roposed new cquipment, Teols and gpare pavts arve
i

inadequate. The procurement should be complemented with
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10,000 working hours of spare parts and maintcnance can
be performed at the Markaz's and Department workshops
and at the upgraded Damanhour Training Center discussed

above.

For water system extensiona, the level of proposed pro-

gram effort represents an insignificant addition to the
existing systems which were found to be adequately main-
tained by the Water and Scwerage unit and the Abou Homos
Plant. It is believed that there will be no difficulty
maintaining the proposed pipe extensions and booster
pumps and both organizational units have exlisting good
programs of preventive and overhaul maintenance of all
existing networks. Taps and faucets in most arcas are

and will be maintained by the village councils.

For biogas and solar enecrgy projects, the level of engl-

neering required in the construction of these pilot pro-
jects are simple, unsophisticated and virtually mainte-
nance free. Whatever may be required to patch mud walls
and metal conduits used in the system designs are fully

within the village public and private sector capabilities.
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C. Project Fund Dishursement

Schedule for

Major Activities

Roads

1st 3 !onths
ASE Preparation

(in LE)

7nd 3 Months
Mebilization

[Next 6 Manths
Construction

Next 6 Months
Construction

fast 6 Months
Conrpletion

135,000 8%

337,600 20%

523,280 31%

523,280 31%

168,800 10%

Ccanal Excavation FEquipment

Noxt 6 tonths

1st 2 Months | [2rd 2 tionths  |[3rd 2 Months Next 2 Months
Specifications| | Invitation for|pid Analysis Delivery Inspection &
Bid and  Awarcd Acceptance
0 0 0 756,900 90% | |84,100 10%

Water Systems
1st 2 Months | {Next 3 Months| [Next 3 Months |[Next 3 dMonths Tast 2 Months

Design Mobilization Construction |[Construction |[Conpletion 10%
15,900 5% 68,200 20% 101,050 132.5%[101,050 32.5% 31,800

H. Project Planning and Tdentification Capobilities

As noted, none of the organizations involved in village

development programs have any oxpericnce or knowledge of

objective criteria such as discounted cash flow, benefit/

cost, internal rate of return analysis for project eva-

luation and ranking.

The DMlanning and Follow-up Depart-

ment personnel contacted and the Governor arc aware of

these deficlencies and are anxious Lo develop these more




“0?2 -

sophisticated capabiliticg in the future. Wwhilo all
projects proposed for BVS have obvious economic merit,
the actual impact these projects will have on the re-
gional economy of the governorate on national income
has not been evaluated in the current planning and se-
lection process. Training in the usc of these concepts

would be beneficial and successful,
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[.  PROPQSED BVS PROCRAM

The Basic Village Services program proposed for the Minya Cover-
norate has two main components,  L.E, 1,964,500 has been programmed
for village deinking water projects, and LN, 1,241,500 for village roads,
It is proposed to allocate L.E. 380,000 to puchase Cralers and Water
trucks for road consttuction and mainterance, and L, B, 240,000 {5 expected
to be allocated for procurement of trucks and tools to be vl fn mainte-
nance of the water projects,  These gencral priorities have been cstablished
by the qovernorate through a shrvey of exi. .ing potable wat:r infrastructure
and road requirements within 9 mackaz and 57 village council units ot tho

governorate.,

A) Roads

With respect to proposed road projects, tha cuprent syutem In L1 Minya
Governotate includes 110 km of paved roals (excluding the Calro-Aswan
link) and 1392 km of unpaved toads,.  Altojether 120 km of new unpaved
rural roads wre proposed from BYS funding,  Current unit costs, calculated
by the Reals and Pridjes Deportment of B Minya Covernerats are 10,000
LE/kat for unpaved 1oads constacted to 00 cmoahove fiet lovel ot a wldth
of b meteras,  Par as; halt roads consttucted to a wolth of 5 meters at a
thickness of 25 cm o with o double asphialt layer, the cient cost s

10, 000 LEZkm,  Many rural creas of FE Minya coe concently without
aldcquate Inteavillage counctl area ared oo 1o b et coc munioationsg,

In pedor years toad coansttucton and tep o hore hoeon Libor et nslve,
Iner ssing trends dnoraral to e aeel woeeratton o the peodactive
labor foree to other countrtes of the Middle Last hove so depleted
the avatlable labor force that labor intensave construction and repalr

methods ate no longer efficient or practical,
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Construction is currently carrled out by motor graders and the use of

tractor driven tank trailers of 3 to 4 n}:‘ capacity with pump and sprayer,

The current cost of the motor graders of the type used In Minya ia

50,000 LE, while the cost of the tank truck is between 15,000 and
20,000 LE, The amount of funding requested from BVS for rural road
projects s 1,241,500 LE and 380,000 LE for four motor yraders and

9 water trucks.,

B) Potabla Water I'rojocts |

Concerning the village lavel water requireinents, the survey noted that
139,320 rural families of a total 329,269 or 42% lacked potable water,
There presently exists within the governorate 216 rural water systems
in various states of repalr with a total dellvery capacity of 147,000
m3/day. The cxisting systems, two of which were examined by the
Consgultant's team during its field visit to El Mliya are of the standard
Government of Lgypt design prepared by the Central Water Authority,
Theze consist of elevated concrote storage tanks Into which ground
water 1s pumped by dlesel driven units and from which water is distri-
buted throughout the area served by means of steel and concrete plpes
and drawn [rom public taps at various points along the notwork, The
actual condition of the exlsting rural water systems in Ll Minya ls
visibly poor. Many of the taps are broken and permanently running,
while some taps are missing altogether, Most of tha diesel prime
movers are aged and experlence frequent breakdowns requiring stop
gap overhaul and parts replacemont, Tho total lavel of requested BVH
funding for rural water aystems in LI Minya Is 1,964,500 LL plus
240,000 LE for trangport and workzhop equipmant,

A complete lat of the proposed BVS program ia shown in table below

of oo
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Summary ol Proposcd BVS Program in Ll Minya

Caovernorate

(in T1.,L. loo00)

-— P . e e —————— - ——

Village Villagoe Markaz
Water frojects Road Projects TOTAL

Bl Adwa 119,0 5.0 124.0

Markaz

Bend Macar 258.0 114.0 372.0

Maghagha 150.5 114.5 273.0

“fatace 126.0 61.0 187.0

Samaloot 261,0 216.0 477.0

Il Minya 281,0 150.0 431.0

Abu Qorqas 256.0 188,0 444.0

Malaweao J44,0 242,0 586.0

Deframoos 161.0 151.0 '12.0

TOTAL 1964,5 124:.5 3206.0

NOTEL @ The detalls of each markaz's projects aro provided In the
flle v at han been loft with AID,



. BVS TROJEGT SEIECTION PROCEDURE IN_EL_MINYA

On May 14, 1974, a circular letter was sent to all Village Coun-
¢lls requesting them to rank in ceder of descendlng prioritios thelr
proposed BVS projects according to the governorate wide prioritles
of potable woter systems and unpaved road.  The govurnorate prlo—.
ritics were determined from an earlter survey of village necds which
showed that 607 to 707 of the villages require potable water and
that 30 to 402 require unpaved roads. In the same circular, villages )
wore provided unit cost infermation and infermatlon corcerning the
level Sf fonding that each village council aea would receive.,  The
budget formula soas determlned by dividing 3,000,000 LI to be allecated
to the villajes for BYS by the totat village population of the qgoverno-
rate.  The per caplita allocation for rach villoge was thus derfved as

1.4847 LE.

Concurrent with the dispatch of the clreular, the BVS proqram prlort-

tles an? gencral parameters were discussed Inomentings of the Gover-
norate Llected Counedl (In which all Village Counclls are represented),
The Matkas Executive Councils also held thelr own meetings of Village

Council Chaltmen to explain and dlscuss the BVS program,

Village Llected Councils prepored theis lists ol project priorities from
among the general guidelines and parameters and dubmitted them to the
Village Llected Councils which forwaded the village lists and costa to
the Markar Chairmen, At this point the Markae Chalrmen convened a
second mecsting of the Vitlage Council Chiatrmen to review the villygae
project Hosts to nsure that the proposed projects were within the general
aqovernorate guldelines and priotitics presented ino the cleeular and ag
explatned duting previons incethgs of the Governoratn Llected Counclls

and of the Village Council Chairsnan at the Markaz,

o/u-



During this cntire procuess, the ORDEV chicf at Governorate attonded
all of the aforemcntioned meetings and visited village council arca
to insure that local officials unduerstood and adhered to the general

prioritles and guidelines,

Completed lists were forwarded by the Markaz Chalrmen to thee General
Sacretary of the Governorate for final review and approval, As a rule,
the Markaz and Covernorate officials tended to approve atl projects on
the village lists that wero within the general guidelines and governorato

priorities.

C)  BVS Project Implementation Procedures_in [l _Minya

In keeping with the spirit and letter of Law 43 of 1979, officials of
the Governorate and the Markas's are fully committed to decentiallza-
tion. Villaje Exccutive Councils have been glven full authorlty to
preparo bid tender documents for approved projects, wlvertise for
bids, let contracts ared disburse funds., The fiseal rechanlsm and
project preparation described tn the report on the Rehera Governorata

shall be used in the execution of projects In £l Minya,

Asslstance In the preparation of engineering designgs and specifications
1 provided to the Village Councils by the Roads and Bridges and
Mechanteal Units of the Mabkar and Covernorate, Vitlage Councils
shall make the [inal selection ol contractors and disburse funds agalnat
payment nvolces from the Village Service Account in the Village Banka,
Funds ecarmarked for BYS projecta in o particular Village Councll arca
will be transferted from the Central Bank through the Covernotato to

tha Village Danka,
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A)

PROJICT IMPLEMENTATION CAPARILITIES AT FACH

LLVE,

OF TOCAL, COVERNMENT IN _El_MINYA

Governorate lLevel

d.

Project Planning and _Lvaluation

The responsibility for planning and evaluation rests with
the ORDEV and the Planning and ollow-up Department.
The basic organization of these two units in Bl Minya 4
similar in compasition and quality to those in Behera,
Flanning criterla used ta preparing guidelines to villages
sre population served and least cost beneficiary,  No
other criteria such as benetit/cost or intarnal rate of

return analysis are presently used or understood,

Ceneral Covernorate rricrities such as roads and water
systeins are deternined from surveys of village council
arcas and discussions with local offletals,  Projoct
documentation on file fn the Covernorate contalns slmplo
praforma information such as bifef project deseription,

f.e. construction of % km of unpaved road in Village
Counctl area "X", cost per kilometer, numbers of people,
uscd cost/henefliciary and enginvering destgns,  Thero s

no attempt o rank crder projects according to objective
quantification of economic mecit,  Prenent perzonnel in

both ORDEV and the Plannhig and Follow-up Departmoent

aro bright and trainablo In the use of the mcoe sophiaticated
criteria,  ORDEV aloo prepares physteal plang of all villages

and asgessen environmental fmpact of prajecta,
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b,  Technical and Engineering Support of Approved Village
Tevel Projects

Basic responsibility for providing technical assistance In

thn preparation of drawings, bills of quontities and bid

spacifications for approved BVS projects s shared by the

Reads and Bridges Deportment and the Mechanical Division

of the Governorate tlousing Department,

The_Roads and DBridges Department

The Roads and Bridges Department at Covernorate and through
fts extended sub-units ot the Markaz  cepares all designs and
technical specifications for village level roads accerding to
adepted stundard plans and specifications used throughout
Lgypt.  These standands have heen developed by thy Central
Roads and lrudges Authority in Cairo.  MajJor maintenance of
completed toads 15 performed by the Roads and Bridges Unit
at the Markaz level with miner maintenance perforned by

laborers assigned to the village council nrcnsa) .

Organizationally, the Roads and Bridges Unit is established

in the following format ¢

{n

1,300 laborers also on permancnt roles of the roadas and Lridgea
unit, Laborers are anssigned to the village council arcas to fill
in holes and petform minor routine repalr and unpoved roads,
Salartes of theso cmployees are paid from the village budgets,

./l.
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lon_af the Roads and Bridges

Organizat
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Department,

@J\ﬁ/\(‘.l‘.l( Senior highway enginecr with a BSCE
[ and 10 to 15 years experience at
monthly satary of 120 LE

[DEruTY slANA

(:lZRl Senlor highway engineer with a BSCEL

and 10 years experience at a monthly

salary of 100 LE

3 Lnginecers
6 Technictans
Ll e ]

—ll-(—)jl:( S
LNGINLERS

Diploma, Salary
30 LE/Month and

H years exp.

N

ASSISTANT CHIEF
ululNll NANCE LNG,

.I\DMlNlS’l‘R/\'l'IVl) [CHIIZ!' IJN(‘JIANIIIIR] Same as above, salary G0-90 LL/Month
T .
e S e T
PROJECT UNl F 6 Englineers [‘MM“ CENARNGE SECTIONA Bngincer
) SCE ey
MLCGHANICAL CHIRE ‘;’Um"/“[:;(v '({xp R ff'ﬁ':iﬁ?ﬁ
3 - b ...._.- WA o . 2 R 1Y [
()lll;:;ll\}'lONﬁ o __ 10 Techntclans with LL60/90/
AL L)L v UlY | Techaleal High School Month

11 technd-
ctons

15 30/50/
Month

CONSTRUCTIO
SUPLRVISORS

e

— h‘(,m'mn:lm

S e -
) Vll“( LE l\Vl [) l[:\hU”'(
I)I ‘U\ I’l()N‘ NO'\D.» L()l [()“/ U
ehicic l(cpurl

)( )UH” Rf\
] SECTOR
[M?u(hw_

UNITS

SECTOR
[U MARKAZ |

__UNITS ] Shops

TECHNICAL

TIDESIGN OUTICE

1 Engincer
3 Techniclans

(2)

Responsiblo for road main
southurn markaz,

tenance In 5 northorn markaz and 4
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During [icld visits to El Minya, the Consultant had discussions
with managerial and technical personnel of the Roads and Bridges
Departiment and examined englnecring desians and snecifications
of previous projects uniertaken by the Departineat, The quality
of the engincering design wark prepared tor these projests was
of adequate profesrional caliber and well organisced,  Personnel
interviewed were viell informed and gave In-depth techoical

answers to the questions poscd,

Over the past five years, the Roads and ridgeys Departinent
has designed and completed 34 road projects throughout the
Covernorate,  The st of these completed projects 15 in Table

-2 below

TANM L TM-2

History of Previous Foal Consuuction
L P Minya

—a - e s

YEAR PIAUNED (M) COMIIETED (LST.)  AMOUNT IN
— — e ENy LR 00ty
1979 1ol 120 1,585
1978 37 37 368
1977 18 k[i 380
1976 35 35 350
1975 20 20 197

291 250 2,880

The two lmiting factors observed are equipment avallability for
both construction and malntenance and Labor needa,  Table =3

below thowa o Mot of cutvently available Roada aed Bidges
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Departmient equipment.  As most s agad and {requently down for
maintenance and repair, a lorga part of the planned new construction

work will have to be implemented by contract,

TABLE M3

List of Current Roads and Bridges Dopartment
_Fquipment _tn F_Minya

1YPL NUMBER_OI'_UNITS
Motorcycles 14
Pickups 3
Trailers 10
Tyucks 1
Dump Trucka 4
Water Tanks 11
Track Tractors 2
Wheeled Yactors 13
Asphalt Tanks 1
Boilers (Asphalt) 2
Mixers (Aophalt) 2
Rollers 3
SCrappurs 1
hulldovcera k] 2)
Ceaders 5

(1) ALl units have 40 60 €47 serviceability

(2) e new and two under complota ovethaul
In tho Markag's whete ajodeultural pooduction 19 high, there 18

prosontly an extensive ool Teedec toad netwotk o Theco hapn been

a ttiong push in recent yeas for mechanical madnterancs of tha

o/eo
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notwork, Insight into the reacons for thiu approach was obtained
from the explanation that labor is in generally short supply

throughout the year because of

- extensive lobor intersive farmiing practicos
- rural-urban migration
- growing tendency toword scloobng for children

(particularly sons)

- labor mijration to neighboring Arab countrles
lured by blbgh wages and other attractive

henetits,

The current conscquence of these trends s that Vitlaje Councils
have indicated a need for mechantzation of 1oad malntenance to
keep the Hmited avatlable labor foree on the tand,  Alcost all
proposed BVS roed profects shall b put up for bid to private
contractars who have the egaipront, technaeal siilla ond abor

force requidred,

There ate 17 toads and bridges oonttactors who have seorhed and
aitt cuntently wotd e oo project: i B Minya, o Thene contractorg
have tmote «apoc ity than corrent ood jrojecte t pequuer cnty for

roud conntinchion, ated 1L fn bebeved Ly the Foatn o1 Pridguas
Department ond teveral cortia oy mterviews b that the level of
praposed PV aottvity con b aheeccbhied by the low Ay avallable
conntruction Lubtostiy s ithost dffovelte, 2o nee led, the Roads

and Dridges Dopartea st at the Moebae Corernciate s wall nupplement
the pritate roector sath s gotprent mpats to the extont of 1 Hmited

avatlatality, A st of toade and Leltgen conttactoay cutrantly

workbing tn LU Minya bnoshow in Dhble -4
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Roada_an!

NAME
Il Nil Road Conit, Co.
Helwan Contracting Co.

Hasgsan Stohamed Hasgon
& B BManaird

Abdel Ariz Mohamedine Alt
Camal Adel Rahman Bl Magdi

Regay Abdel Malik
Towdr Hoaltey LUt hal

Ally % onne! Darwish

Vagl Jbdel Fal Abdel Chant

ot ened rlohamerd Said

bbbl
Mot oened Hard Al
Leatobalt Mohamed Nosre
Yo, soef Nastin Henedy
Alt Mohapmet AL LD Din
Sabet Fam Solinan
Lahmoud Aldel Asim

Manrice Dantel Ceia
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TABLE _111-4

STATVS (PUBLIC
O IRIVATE

Public

frivate

Bridges Contractors Warking_in U1 Minya,

ANNUAL VOLUML OF
DUSLNESS IN LT 000's

800
500

500
500
500
500
300
300
300

300
200
200
200
100
100

50

50

o/oo



(2)

- 105 -

Tho major arca of deficlency noted by the Consultant's team

15 In the area of cquipment for road malntenance, The Roads

and Bridges Department as shown In the ergonigram, presently

hag o sub-department for road maintenance in each of the nine
Markaz's. The sub-depertments appear to be adequately

ataffed for the requirements of the BVS program, but lack sufficient
equipment particularly in 1 ot the Markaz's.,  The live wotor
graders belonying to the Roads ared Bridges Departinent are currently
deployed to five of the Murkaz sub-departients, and there is an
urgent requirement for four additlonal machines so that c¢ach Markaz
will have at its disposal a grader departinent to adequately main-
tain the existing and plaianed new roads,  In addition, nlne water
trucks {one per Markas) 1s required to complete the maintenance

cquipment package,

In discussions with Covernerate Roads and Beldges Department
personnel, it was determined that the department chall propare
complete englnecclng destgns and specifications for all projects
submitted in the village pricrity lsts and provide technteal
supervision of the construction,  Onee cunmpletedd, the maintenance
sub=dep ntments wi'l mointain the netwerk s the Village Councils
do not currently have oatficient cupertise personnel and equip=

ment to carry out these functions,

Daonlgn and conztruction supciviston of the proposed village
potable water sy toms for BVS will be under the juricdiction

of tho Mechanical Department.  The principal offices of tha
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department are located within the Governorate compound with
subsector offices n each of the Markae's,  All engineering
designs ace propared by the Governorate level office with
rosponsibility for maintenance relegated to the Markar offices
and Village Councils., Tie Organigram of the Mechanical

Division 1s chown below ¢

Mechanical Diviston in Bl Minya

[Dlvl.f;lon Chiet Fngineer with B,5,C,E, and 10 yoar:
T ”"["‘ T experinnea, Salary 90 LE/month
‘NOI thern Scctc;r_] Each sector has 2 [--};éll_lil‘t—’;ljllf;.:‘.(‘.—!.gr'] Sector chlefs
s T 7 graduate englinect s e T graduate englnee
and 2 techntetans with 10 years o
with techntcal high Salawey U LE
school cettiticate
and 5 yoars expoerience

E Markaz Sub-Scctorﬂ [—4 Markaz Sub-.‘?n.ctrtxs—l

4 of the Markaz sub-sectars
are headed by graduate engl=
neers, 5 are headed by tech-
nictuns. In addition, each
Markay cub-sector hag six
juntor engineers and 40 tech-
nlelany

The Mechanical Divislon peepares all engineern o desrng and
gpeciflications for the proposcd villuges water systems from
standard plang prepared by the Central Potabbe Water Athedlty
in Calto and the Marbae sub-scetors we ooy onnible for thedr
malntenance,  There 1o o mechanle assigued to esch of thae
villares, but the tevel of tafning aml experience of the vitlaga

level mechante s ta judged Inadequate,

o/uo
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The Consultunt reviewed the designs and spectfications of previously
completed water prajects in additien to dnupeeting sev ral projects
in the ticld,  As with the Roads and eidges Depatment, the quality
of the designs and constiuetion of the previously conc letod water
projects daplenented by the M Lanteal Division i cdequate to the

4

needs of provon U oprejocts under the BYS proseam,

Two areas of deficheney wore notod o vilbare water sy tenis aro

ot cutrently satisfootaily mant aeed, and the Mlertoas cub=sector
wotkshops Lael cven the oot bharre toobn aed transport equipment
for catrying oot tiel b ntenano e Moot of the nonnt nanes of

the diesel joime rovors for pumps b5 contracted out oeatly under tha
supervicion ot the Mabae mob-depoatoents, Taps vl dpeliaes oro

generally not aaatadnedat all,

The mointenance (ssue was discuss d owitlh senter oficials of the
Meshantcal Division,  Tae obfletds contacted are awere of tha
problom aned propored aophan for e Hal o ton, 1t wan poted that
crevious systomn hel Deendest et oo e Qe o and,

t

WG Conteguence, Lo nony peop b tow o e beonting

Lo sttt ol Lo b te o oty oot tap stene on b valves,
n oo blition, the Dpecon et et 0 Ut the wadboge lovol
feechand o boave e attcrent toaineg o bavie plo by 19 ha of

value i soant ot the water work,

I owas also coted thiat plumbing shells ore e thart sugeply duo to
the groving demond Lo such b illa g ol area of yypt whera
salaties o) berefite e pote atiactiee, Mathaz soh-nectorn

have suffieront s hdted poecnoneet bat Lak the tools and transport

for tegular incpection and tentine taintonance of the prane movers,

'/l.
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To cotrect these delictioneiea, the Mechanical Divigion shall
incorparate in plang for fature propets provisions for irere ling
the mmber of avoaalable tapn, e oatlets shiadl be Littod wath
avtonatie tpving operatod Loeets ot stundy coon buction to
mintmize wator wastage o ovec s ang of oenpn ol the

village Jovel noechaaes shall e e n g e Lo imbing

1

at the two e Mintutey of Decctpaant and 20w ol oanties
technieal trainmeg coenters at Minga towa ondd o Phallava, Costa

ol the traism g chall Lo Ve by the G cate o e propotied
solf-cloning faacets shall beoproca o U neatly, Baola o L omehile
wothahons e prononed foe VG P hing to ook le the oo henectors
to provite tegobar tiontor en ol the eloctone prime 0osnoes that
will replace caasniag fesel coogires andt bmstalled gt aow rited,
A lctter of tont concomneg s plaaowas peeooared ol glven to
the CRDY o precentitie anad Consoltant Team during the visit to
be followed Ly o detals Uptin whach will be aent to GRDLY in

Calro tn the cear future,

Onee cantt wts o let by the Vidbaege Counctla o the new VS
Mojeets, the Mechunical Division sehi-sectors ot the Mlakaz
tovel will provide conntowction supsrvtsion and madntetn ceime
movers thro b g e pula systen ol ingpection and npot tepalr
a8 necdied, They wall aleo monter the sworh of the vty jo level
mechantesphaond crg o ansure tegulor maintenane of s and

linen,

Apart from the need for uporading geaeral planbing unitla which

the Mechantcal Divigton hepes to acconmplish through g

0/0.
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- training at governorate workshops

- training at the two new training centers at Minya and
Maltlawi

- on-the-job training at project sites

The Consultant believes that positive steps are being taken to
support to Village Councils in the implementatlon of the proposed
water projects and, with the imploementation of the vroposed
design chianges, provision of shop and transport equipnent,
training of village level mechanics and reqular inspection by

the Markaz, maintenance of the n>w systems may be better

than i{n the past,

Over the past flve years, some 39 water supply projects have
been implemented in El Minya under the dircet supervision of
the Mechanlcal Division (see Table I11-5), [Irivate and Public
Sector construction capacity in the Coverncrate is more than
adequate to handle the proposed level of BVS financing as thera
are 25 contractors speclalizing in water system construction

currently working within the Covernorate (sec Table I1[-6).

TABLT_III=5

Li;st of Previous Village Level Water Projects
Completed_in El_Minya

NEAR. NUMBER OF_PROJEGTS — CROSS VALUE TN _LE: 000's_
1979 5 13
1978 10 125
1977 9 113
1976 q 32
1975 11 116
39 399
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Table ITI - 6

Water Project Contractors in Il Minya

Fspecialty and the name

Annudal Volume of

Business
1, Pipeline
Mahmoud Saber Saad 250,000
Ahmed Nomail Dasoughi 20,000
Abdul Aziz Abdul Jarad 50,000
2. Uells
Hassel Beyaree & Kamel Maslahee 700,000
Abdul Hadi Mohamed Sadaree 20,000
llejko Engineerinyg Company 100,000
3. General Construction for Pumphouse
Abdul Rahab Hamed 1,000,000
Saad Ghandeel 50,000
Naser Constructi a Company Large
lle ko Construction Company Large
I, Wells, Pumphouse, Direline
Kamel Abdul Pahman 100,000
Hamdi Mohamed Saleh 250,000
Lomail Mohoamed Daher 50,000
5. Ingine or Electrical Unit, PFumps
Hohamed Mahmoud Salama 200,000
Anvar Ghods Beharee 1,000,000
tHoechanical Company 200,000
Haj Hussein Gaber & Sons 100,000
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Etco Egyptian Engincering Co. 100,000
Middle East Llcctrical Works Co, 100,000

Technical and Engineering Contractors 100,000
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B) Markaz Level

Unlike the situation in Behera, the Markaz plays a pivotal role in the
planning and implementation of the BVS program in L1 Minya, This
obsecrvation is based on several fundamental differences in adminls~
trative and technical capacities and traditions between the two gover-
norates. In Behera, the Village Councils are gencrally well organized
and have had several years of cxperience in numerous planning and
implementing village level income producing projects. As the process
of administrative decentralization to village level in Behcra has been
underway since 1975, the role of the Markaz as a planning, administra-
tive and coordinating unit for village development activitics has gradually
eroded with the growing organizational strength of the Village Councils.
During visits to Behera, it was observed that Markaz level technical
departments did not generally show sufficient staffing for technical
assistance to both Markaz and Village level projects. In Behera,

there Is far more direct communication between Village Council and
Covernorate both in planning and coordinating inputs of technical support
to village level projects. The Markaz function in this instance has
receded to onec ofproviding some technical coordination and liaison
services to villages and project activity monitoring., As efforts to
promote decentralization of administrative and fiscal authority to the
village level have been initiated more recently in El Minya, the Village
Councils there were observed to be less sure of thoir roles and respon-
sibilities and less well organized than in Bchera. Consequently, the
Markaz Chairmen, administrative and technical departments in Minya are
more Involved in providing day-to-day guidance and coordination of
village level project and fiscal ma‘nagement. This general obsearvation
should not be construed, however, to suggest management of village
affairs by the Markaz as all Markaz officials contacted confirmed in

thelr responses to specific questions the authority of the villages to
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select and administer their own development activities, In no instances,
was it observed that Markaz officials altered or modified village deci-
slons or usurped village authority and prerogatives under the law., As
reported, Village Councils frequently ask the Markaz for guidance In
project planning, contract administration and fiscal management as the
village officials appear to recognize their current limitations and seem
to neced and appreciate the technical and administrative assistance pro-
vided to them by the various Markaz organizational departments, The
relationship is similar to that of a parent guiding a child in the initial
awkward attempts to walk. While there s frequent guidance in planning
and administration of projects from the Markaz to tha village, villages,
with this assistance, do coxercise their prerogative of tendering, contract
award and funding dishursements as prescribed under the law. Markaz
administrative departments are making a conscious cffort to promote
organizational capabilities at the village level by providing on-the-job
training to village administrative and financial personnel durinj this
transitional period between a highly centralized administration and the
intended decentralized village level responsibilities and capobilities

planned for the f{uturc.

As a coordinating and supporting entity, the Markaz's in El Minya are
able to provide the back-up administrative and technical support required
by the Village Councils in their initial attempts at sclf-government,

Tupically, the Markaz in El Minya is organized in the following format:
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The most important Markaz organizational units directly involved in

assisting Village Councils with BVS projects are the following

the Chairman who insures that village olficials understand the intent
and planning paramecters of the program; the Housing Units whose
Roads and Bridges and Mechanical Sections, noted earlier, prepare
specifications

technical designs and and supervise construction and

maintenance of approved Village Council projects; and the Tinance
Departments who train and guide the Councils in fiscal administration

and service fund account management,

As noted, each Housing Unit, has a Roads and Bridges Maintenance

Section and Mechanical Division Sub=-scctor which provide engineering
design and maintenance scrvices for roads and water systems. Tech-
nical staff of the Housing Unit at the Markaz of Beni Mazar are divided

into two scctions., FLach has the [ollowing staff components, which is

fairly typical of the other

ROADS & BRIDGES

2 Civil Lngincers

3 Technicians

Miarkaz's visited,

MEGHANIGAL

4 Mechanical Cngineers
5 Mechanical Technicians

5 Electrical Techniclans

e
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As the planned BVS program for Benl Mazar is extensive, the Markaz
Chairman recently made an assessmeat of his technical support
requircments and concludad that two additional technical staff would
be required andd forwarded his request to the Covernorate,  One addi-
tional civil enginecer has already been deployed 1o the MNarkas Housing
Unit and arrangements are being made for the assignment of another t
technician.,  This type of request and responsa belween governmental
levels In Ul Minya is indlcative ol the working linkages boetween
varfous local governmental institutions and the back-up support and

flexibility which decentralization allows when put into practice.

Lach Roads and Bridges Departieznt has a section for the maintenance
of 150 to 200 “m of read, except for Mallawi which has two scctions
to malntain the 220 km within that particular Markaz, All molntenance
scér.lons have adequate bulldings and some tools but jraders and water
trucks, as noted, are rcguired to upgrade the capability of all Markaz

to assure maintenance of the proposcd new BYS funded roads.
}

The Mechanical Sections appear to have sufficient stafflng to design
and provide construction, supervise the planned BVS funded water

program, but recquire shop tools.

The Markaz Chairman and Planning and Follow-up Departments satisfac-
torlly comamunicate planning guidelines and priorities to the Village
Councils and insure that the gencral guidelines Issued by the Governo-
rate are followed, hut currently have no capability In project planning
criteria such as ranking of projects according to benefit/cost, internal
rate of return and othcr objective measures of project worth, It is
believed, however, that Markaz planning offictals could io tralned

in the use of these technliques and could be encouraged to usc such
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measures in project planning with the establishment of adequate data
collection of basic village level cconomic and project costing infor-
mation which is presently not avaitable or recorded to any substantial

deyrece,

Ag Village Councils do not yet have functioning Tinancial Affairs
Divisions, the Markaz Finance Department in these areas odminister
v.llage accounts and countersign funding disbursements authorized by
the Village Exccutive Council Chairmen., The Finance Departments of
the Markaz were found to be well staffed with trained and qualified
accountants and were making progress in training of cstablished Village
Tinancial Affairs Division personnel and in setting up new divisions

wheare none exlsts,

C) Villaga Level

——— e

Altogether, there arc 57 Village Council areas in El Minya Governorate,

These are listed below

o/on'
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The Village Council organizational structure within the Covernorate is

similar to that of Behera.

All arcas have functioning Ixecutive and LElected Councils and Village
Banks. Although the managerial and some f{iscal elements required

for successful implementation of the BVS program are currently in place,

it 1s noted that the organizational capabilities at the village level within
the Covernorate appear to be less well developed than in Behera,  Offlces
visited are run down, floors in many offices visited are strewn with
cattle and donkey feces and records are maintained (n dlsorderly fashlon,
During visits Lo Village Banks, it was observed that records, while
avallable, contained crasures, ledgers were not stamped and signed by

responsible authorities as rcquired by GOL fiscal regulations,

In one council arca, a previously completed water system was inspected,
At the time of inspection, the dicsel prime mover was being tcpaired
by the Markaz Mechanical Section and many of the fountains were
broken. As the broken taps cost about LI 1,50 and require nothing
more complicated than an adjustable wrench to replace, the team asked
the Village Council Chairman how long the taps had been out of order
and why they had not been repalred. The Chalrman sald that they had
not been working for the past 15 years and that there was no point in
replacing the broken outlets "ag they would probably be broken again
within a couple of days of replacement and the village had no funds
to make the necessary repairs". The Chairman also said that no one

had instructegin to have the taps fixed.

Although the Village Council Scrvice Account showed a current balance
of 4,000 LE in revenues from lncomé producing Projects, the Village

Council Chairman secemed to be unaware that the Council had authority
under the law to use some of these funds to repair the water system,

if it so desired.

e



- 118 -

Contrary to some of these locs positive observations, Village Councils
demonstrated awareness of Lthe BVS program as they acknowledged
receipt of program guidance from the Covernciate and the Markasz and
had already prepared and submitted their Hsts of priovity projects.,
Village officials also showed understanding of their autherity to select,
approve and administer projects within their respective areas without
having to seek approval from higher cchelons.  They achnowledged,

however, that thay required technteal assistance from the Markaz.

As the Village Jouncils visited did npot yet have functioning Financial
Affairs Divisione, all disburscments from local accounts in these parti-
cular villages are made on the signature of the Plected Council Chairmen

after countersignature of the Markaz Tirance Department head,

There is presently very little technical capability within the Village
Counclil areas. Many Village Councils have onc or two tcchnicians

(technical high school graduates) with limited practical experlence.

Mechanics assigned by the Mechanical Division to maintain water
systems lack training in basic plumbing and the road personnel
asslgned by the Roads and Bridges Department at Governorate and

Markaz are usually unskilled and semi-skilled laborers.

Under present conditions of organization and staffing, the majority of
the Villages in Ll Minya will require extensive assistance from the

Markaz in the preparation of engincering drawings and speciflcations
for approved projects wnd will require assistance from the Covernorate

technical departments for project implementation supervision, 1t is

oo
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also considered probable that technical personnel of the Markaz shall

have to provide to the Village Council in tha bid evaluation process.

Noting that scveral Village Councils visited in El Minya d-monstrated
relatively low admintstrative capabilities, the team asked Markaz
officials contacted to cxplain the criterta for selecting Village Executive
Council offictals and to indicate what steps could be taken to replace

officials whose performance was inadiequate,

Ceneral qualifications for sclection include :

- number of years in government scrvice
- number of years of service In onc of the specialties
of the Council (l.e. education, sccial affairs,

finance, etc.)

It was noted that well motivated but under trained officials recelve
on-the-job training from the Markaz and/or the National School of
Adminjstration. In instances where both the level of ability and

motivation of officials 15 consldered Inadequate, they can be trar.

forred to less crittcal positions within the local government structure.

VI.  ANALYSIS OF BVS PROCRAM EXEGUEION CAPABILITIES
IN_EL_MINYA_GOVERNORATE

In general, the proposed BVS program consists of projects with which
the governorate departinents and local contractors are theroughly familiar

as they have had extensive cxperience with similar projects over the

past scveral ycars.

The potable water projects proposed have four basic components @

o/o-
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1, Well digging

2. Pump housing and storage towers
3. Pipes, valves and taps
1. Pumps, prime wovers, switch boxes and transformers

These systems are designed from extervally preparved standards which ore
adapted to speclfic work site locations with minor modifications to sult
local conditions, 1or this rcason, the actual engincering design work
required is minor, conslsting mainly of surveying network layouts and
calculating lengths and diameters of pipes, pump capacitics and horse-
power requirements, and cement sand and retnforcing rod quantities
necded for buildings ond towers.  As standord plans are used, most

of the unit quantity and cost calculations have already been done and
only require simple multiplication to artuve at total quantities to be
procured, Currently, as shown in the preceding skills inventory, the
Mechanical Division organization in the Covernorate and the Llarkaz's,
have 9 graduate engincers and seven technicians who will be available
to work alimost exclusively on BVS projects as there is little avaflable
funding outside of BVYS for additional projects.  I'romm 1975 to 1979, the
Division as designed and supcrvised the execution of some 39 small
village water projects of the types proposecd, totaliing some 100,000 LE
in cost. There are currently 25 private scctor water contraclors working
within the Covcernorate, who are judged to have qreater capacity that
could be previously utilized becaugse of Hmited funds available for water
projects in Ll Minya. In addition, {t ls expected that contracts for the
proposed new projects will be let for comporents (l.e, water towers,
well digging and pipe laying, cte,) rather than for individual projects,
This will mean that all 82 well required for the BVS program will be
combincd into a single tender., The same procedure is expected for the

other components of the water projects, thus qreatly slmpliflying project

/oo
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prepavation iasks and reducing personnel dme far enginecring, speci-
ficatlons writing and tendeving, I 1s also cxpected that all equipmaent
ad matertal procurement for the projects, iocluding moters, pumps and
consteuction materiols will be detailed out with preparation of a conimon
bill of matertals for all projects,  Procureceent will be made on a
governorate-wide bazis ta supply all promras noeds for the plinned

BVYS water activities,

Ih light of all of the above considerations, the Censultant believes that
L1 Minya bas adeguate and suflicient professional statf swrthin the varlous
lovaels to design, tender and supervise the planned BYS drinking water

within 12 to 18 mouths of avproval,

With respect to the enlemic maintnance problem, discussed ecarlier, wo
bolieve that contemy tated up prading of the malntenance capabilities
through adidition of more public fountaing of the self-closing type, waining
of village level phoabers, ond equipping the Moarkar nmalntenance centers
with shop tosls and mobile repaic will, if taplemented, larjely solve
previous prime mover ol pipeline maintenanee diffientties, In o thits
tegard, 1t would also be highly desirable that Vil se Counctl Chalrman
use village lovel Seavice Account funds for maintenance of taps and
outlets,  Continuous inspection and follow-up to insure that thig Is

done 15 alzo lnportant,

For roads, thal the large majority of the proposed projram consists of
making substantinl g rovements to alteady exioting road links,  These
include construction of bridg - where none exist, improvieg foundationa,
raising the bed lovel above the agricaltural land, conpacting and grading,
This work {5 also jpropared from standard decigng with enzentially no new

enginecring technology required,  In the previeus five years, the Poads

e
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and Pridges Department with contractor assistance has wuceonsfully
completed some 270 bm ot toeds with Lobdges of the type o be done
unter BYS. Over 100 bay of this coedbor have abeeady boon completed
in thee 1979 preowam, e e presontly 17 ot craneers andd 11
Lot nicians of the Dopntoent ar 1 Covornodate a b A e Tovels

who will beoahng anpots o the BYS progiam, Ino ot liten, the Coverno-
tate shall Leooxoontm g conee Lot Yo ot vt e it roccls, binvtad from

cther sourcen, luring the BYS ciooation prriod,

Yhile ft is coneccivable that the 17 road conttacters cunontly working
in L Minya il e whle v expand their activities to cover both the
plonned BVS and governotate toad joo g for 1930, this world requre
thoot they crocate o total of 263 hm (120 for BVS el el fLom other
fon g conces),  Past hictory of poctormance chows that the pnodnam
vorhs complote i any ene year (1979) 15 come 100 hm, In hght ot
pott porfeorianee, 1t ds coneeir able that the tstal planact jrojran,
focleting YO ool otbvr roads coull take 1’.'» veors to cen slete, At
this stage of the cnalysin, 1t i constlered hbely that o tornal engl-
oering sunooet, b boon o tery staty basis fron vatorde coracen Gunde
versities, looal connalting tinme, constructhion compantes), will be
pecded for denign vk et suporviston, 30 thia thme table 16 to be

aecelerated,

In the atea ot rod Matrtepnmes, the 1,392 biloseters of extating
dirt roads fully abooth the poantenance capacity of the 1100 laborers
assigned to the Hoocte and eetges Departont Markas unite,  Ong
Lobhoter, an tn Behra, can portborn roatine oot podntenance such as
tllneg o botes and qullies of one Sibhasetar e, Thia type of woerk

15, ot bent, expedient, and does not oldeens the long term problem of

./C‘
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.knoplng the network In good gencral repair.  As the supply of labor

Is short and getting shorter, capital intenslve methods will he needed

to insure adedquate maintenance of the existing network and o1l maintenance
of the planned BVS expansion,  Without inputs of equipment, it is unli-
kely that any maintenance of the proposcd road infractracture will be
performed,  The Consultant fully supperts the Covernorate's request

for tre nine graders and cistern trucks to be deployed to the Alarkaz's,
Operators for this equipment are presently available and the departments
can be maintadned by the Marlaz maintenanen centers with an appro-
priate infusion ot required shop tools and equipment, [Preparation or
cpecifications and tender documants for the recuired road maintenance

and shop cquipment should pose no problem as Roads and Pridges personnel

have previons experienc: in these matterg.,

The most fmportant aspcct of the Governorate's real capacity for BVS
program cxccution 1s not so much the numbers and technical ability

of available professional staff but integrated goordination and _monagement
ot 11 of the various inputs and procedurcs that are required.  Unless all
ressonsible are acutely aware of their assigned tatks and responsibilitles
and gtven specific doadlines for completion, it is considered highly
unlikely that the program will proceed expeditiously as departments

will have to contend with conflicting priorities and may be inclined

to devote time and encrgy to activities they cronsider important from the

narow pcrspective of thelr departmental concerns.,

As was noted in Behera, the Covernor personally and systematleally
provides the necessary supervision and coocrdination of village level

project activities, In El Minya, there is no single hnlividual currently
performing this function,  During the two separate visits of the Consultant's

toary to the Governotate, the Covernot wan uot present, It was learned

S os
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from discussions with key officials that the day-to-day administration of
the Governorate is left to the General Secretary, who in addition to having
overall coordination respousibilities for projects also supcrvises all
‘[unvctlons currently performed by this level of administration. In the
opinfon of the Consultant, the General Secrctary is too preoccupied

with other administrative matters to devote sufficient time and attention

to BVS and the Covernor is cither unavailable or unable to involve him-
snlf in the level of detail required for effective program management,

None of the other personnel contacted have the personal prestige, authority
or overview required for this very important function., It was noted there
Is currently no regular follow-up and project monitoring system to determine

activity progress and solve identified problems.,

Present capabilities for project evaluation at all levels of government
I by '

as noted are gcenerally weak to non-existent. Objective criteria for
project ranking and cvaluation are presently not used. DPersonnel of

the Planning and Tollow-up Departinent are aware of these deficiencies
and are willing to receive training in the use of these techniques and
standardization of feasibility documentation, The Consultant believes

that existing personnel who would be assigned to do this work are
trainable and that the institutionalizing of this process could be accom-
plished through outside tcchnical assistance from an astablished consulting
firm. TIouls Berger International, Inc. has already had considerable success
In training cngineers ol the Ministry of Irrigation in the techniques of
feasibility study preparation. Development Alternatives, Inc. has also
provided extensive training of local government staffs in feasibility

study preparation throwghout the developing world., While the level of
Consultant training offered to ministerial and other personnel was more
sophisticated than would be ptactical or desirable at the various lavels

of local government in Egypt, a more simplified training program stresssing

S
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basic methods of benefit and cost quantification, discounted cash flow
analysis ail calculation of the benefit/cost ratio of proposed village
level projects could be successfully provided at the local level and
produce measurable fmprovements tn the quality of project evaluation
and sclection upon completion, Planning personnel at the local
government level appear cager to learn and use new techniques in

their work.
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CHAPTER IV

Nropased DVS Pragram in Kena and Hasic Skills Inventory

ta Suppnrt Proposed Program

I Praopased Program

A. Potable Water:

According to statistics compiled in 1976, some 264,328 rural
families within the Governorate, 57% are currently without
piped potable water. Of the familles receiving piped water,
many have unrelinble supply because the systems serving

them are overloaded because of inadeguacies in the numbers
and condition of available wells, pumping equipment and
storage tanks. In many arecces, new wells fitted with pumping
equipment have to be aodded to existing networks to satisfy |

#existing systems demands.

Another problem Facing Kena is difficulty in finding suita-
ble ground water sources and water of satisfactory guality.
At present there are no maps of the grounduwater tahle aond

no available water guality analyses.

In recognition of the critical need to extend potable water
supply throughout the rural areas, the Governorate has de~
veloped a list of projects for BYS funding totallying

LE 2.3 ﬁilliun which, when completed, will satisfy some

265% of the rural water needs,
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Dutails of the program, which were provided by Governorate

of ficinls, have been left with US AID/Caire and include

the following basic infaormation:

Project locotion ( markaz, villane and attachment )
Description of engineering needs ( ie pipes, pumps,
wells, pump housing, motor, etc,)

Mumber of people expected to benefit From the pro-
ject.

Approximate cost of the proposed work based upon eg-

timoted unit caosts provided in Table IV-1

TAOLE TV-1

UNIT CDSTS UGED IN DETERMINATION OF PROJEGCT COSTS

COST LE
Sinking a deep well, with steel casing
10" diameter, up to 65 meter decp 4000.
Supply and instellation of electric bo-
rehole pump, and accessories 6000.
Supply and installation of power trans-
former 2000,
Congtruction of & pump room and control
panel 3000.

Supply and Installation of cables and

accessories connectors between the motur,

the control panel, and the tranaformer 5000.
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COST LE

6. Supply and installation of one km of

pipes 5000,

7. Contingencies normally 10% of costa.

The water projects proposed consist of 128 separate systems.
tiany are of simple type requiring replacement of existing
diesel engines with electrical units. However many of the
projuects reguire more engineering and geological investiga-
“tions than similar programs in El Minya or €1 Oeheira main-
ly due to the less cuertain ground water situntion of the

Kena governorate.

The request have been made to map the ground water availlabi-
lity and quality but much of such information is not expec-
ted to be available in time for BUS planning. Accordingly
the technical staff will be required to examine each sepa-
rate project carefully to establish feasibility of proposed

engineering work before expenditures of funds.

B. Roads:
The proposed BYS program for road work includes 29.6
km of new dirt road construction plus rehabilitation

of 127 km of existing rursl roads. This level of effort



| ]

- 129 -

represents 225 of the total dirt road nctwork in Kena.

The road projects proposed are typical of villuge road
links throughout Egypt, consisting of bed elevation,
grading and surface compaction. The majority uf pro=-
jects cover short distances, covering 1 km or lesa.
There are relatively few hridges required. Details

of the projects are included in the material left with
US AID/Coiro. Basic information contained therein in-

cludes:
1. Project location
2. Lengths and widths

3., Cost estimates by project

Canal ftiagintenance:

Included in the 8YS proposed package is a program for
cleaning and dredging of tertiary and quaternary irri-
gation canals. These canals reguire regular attention.
In the past, this task, which is outside the regular
maintenance work of the Ministry of Irrigation, has
been performed by labor supplied by various villages
and has been done manually. The neglect of this job

due to unavailability of labor services has caused
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ghortoge of irrigulion water ond loss of crops. It is
now proposcd to perform the cleaning of such coanols

by mechanical arms attached Lo tractors. A comnan egui-
pment af this kind used in Egypt is Helonnel Pouer

Arm 5 which is priced at about LE 5000.- cuch. It is
propascd that two power arms Le assigned to cach mar-
kaz to perform regular maintenance work of these canals.
The purchase price of the equipment and cout of trail-
ning nperators has been estlmated at LE 200,000. Pre-
sumably, the maintenance and operatlon costs are to

be borne by various l-cal government entities.
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TALBLE TV-2

Overall Funding Requirement for

Projects to be Cxecuted under OVS Program

No. (lame of Markaz Virt Roads | Drinking | Canal tMain- Remarks
in the Water in | tenance
Villages the
Villages
1 Abu Tesht 82,000 247,500
2 Farshoot
144,300 4p7,0C00
3 Nong Hamadi
h Deshna 99,100 264,000
5 Kena
179,600 312,000
6 Gheft a
o
7 Ghoos o
179,600 391,000 N
8 Naghada
9 Luxor 123,100 280,000
10 Armant 73,500 106,000
11 Esna 93,600 320,000
Tatal 974,000 2,307,500 200,000
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It is significant to note that the proposcd OUS pro-
gram described obove huad not been clearly Formulated
at the time of the Congsultont's visit to Kena. The
visit, itselr, was a catalyst For clarifying both the
nature and scope of the effort to be undertaken. Pro-
Ject proposals fraom the village caouncils reflected
general wishes of the local population, but, as there
were no priority or funding guidelines provided by the
Governorate, village lists tended to be conflicting

and disorganized,

N circular wos forwarded to all village councils an
3/9/1979 requesting them to set up their own priorie
ties in the area of tasic village infrastructure de-
velopment. The circular presented anly a guideline
Fnr.basic unit costs of rehabilitation of village roads
(LE 40O0O/km), establishment of new dirt roads (LE
7000/km), and the cost of an electric unit, i.e. mo-
tor and connection to replace old diesel engines

used to pump vater (LE 15000/unit). The village coun-
cil's replies to this circular were received from all
cauncils by the Governorate aond subsequently by va-
rigus technical depariments (roads and water) before

May 10th 1979, No evaluation or analysis was carried
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put on these replies. It was during the mission's
viagit that these responses were discussed and oxa-
mined and Tound to be at variance with rach other
and with existing ecotimates on costs. It was reques-
ted that an examination of each case be made hy the
Roads and fricks Department and Water and Srweraoge

Unit focusing on:

1. Feasinbility of proposed work
2. Estimation of approximate costs using depart-

ments! current data

It was decided to use simple per capita ollocation
for BYS financing of projeclts to be applied uniformly.
Together uith village replies, the general distribu-

tion of BUS projects in the governorate bepgan to emer-

ge.

To assigt the Consultant's team make sure order out of
what been heretoafore a Chastie planning process, the
Housing Cepartment arranged for analysis of all propo-
sed potable wcter projects. The costing of these pro-
posed projects are based upon data collected far an
IORD study of rural ond urban drinking water needs of

the Kena governorate. The ostimates are specific taking
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into conulderation the requirements For cxponsion of
copacitics of existing systens og well as extension

af the lines. The cast estimates ave soill rough, but
are For more reliable, eevlectiag ccbual needs, than

the village generated cost data. For pxample, the drin-
king woter project for the villege council arca of Abu
Shoosha was estimated to cost LE 177.000 by the Coun-
cil. This estimate was subseguently revised to LE 72000,
The lutter set of estimates prepured during the Consul-
tants! visit were almost consistently louer and in more

detail,

The Final seclection of OUS road projects, also during
the Consultant's visit, were vased upon replies recels-
ved from various councils. The hecad of the Roads and
fridges Department for Kena incorporated all guch re-
quests ond arrived at o global cost figure. In doing
so0, he eliminated all major works that are currently
handed under the governorate budget and limited the
Vs projects to those dirt roads seving villagea and

attachmenta.



II

Uvi troject Inplenentabion Procedares in lenas

As with the dlsorganized planning procesy, the Consultant
alao ohserved personnel at nll levels had no nlecr idea
af' implementation and fiscol procedures to he useu in
village level projects, prior to the Congoltaont's visit,.
Same thounbt the fundg would be given directly to the Go-
vernorate, others thought the Hackoz's would recoive the

money. Alwost na one understood thab UVS ls supjosod to

She o village level progeom selected and administored by

the village counclilse As with planning, the Consultant wag
required to instruct governorate officials In the methody
and procedores to be uvsed in OVS Loploementation. During the
viagit, o detailed explanation was preovided of the procodus-
reg required by law and corrently followed ln Gehelra for
village level projects. The officials satd they were una-
ware af these, hut lodicoted o willingness to follow the

syaten described in the Chapter II report on Hehetra.
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the Roads and Urldges Departmest, the Ulilitles De-
partment of the Housing Directorate and the Trrigatian
Departrment. The extent and guality of lecholcal ox-
pertise in Kena 1o nore liaited and less adequate that

in either Behelra or £Y Minya,

Ag an additionual general comment, 1t 1o noted that ma-
ny of the technical stafl personnel contacted are aged
technical acuistants with an adeguate wotlivation and
poor interdeparteental courdination. Decisions toend
to be tased sore an political exigencies thon on tech-
nlecal reslitics. The descriptlon belouw is o brlef sur-

vey af the existing stat'fing ond copabilitica.

8) Housing Dircetarate:
This oftice also is reupansible For rural and urbon
drinting water and, as such, 14 the cructial organi-
zotlon in the Veno LVG progran, conoslstling of o
aizable voler project components,. The arganigram
of the Directorote os well as the nunber ol persone

nel and thelr gqualificotions ls presented belows
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HOUSING DIRCCTORATC ORGANIGRAM

vepartment Head

Planning & Follouing up Public Relations

Building Material Legal De, artment

l l I |

Finance Depy. Mechanicol Depty] [UTiTities beptd fUrban Planning
Head (Tech,)

tlechanical E
(8 years exp

dater & Louerage Div.
¢ - Mechanical €

——— (10 yeors ex

iianning & Follow=up

of WUuter Projects

[

|

Hlarka s Armony farkoe TWog Hanadil] {Tarkoz Luxo: Harkaz tengl | Markoz
Maintenance Haintenance Maintenance Haintenance Hgg;ge-
nance
0 NMech, Eng. 3 Mech. Cng. 0 Mec*. Lng. 1 Mecgh,. Eng. 3 Mech.En
8 Technicions 38 Techniciansg 16 Techniclans 42 Techn. 55 Techn,
29 Labar 113 Labar 93 Labor 3?2 Labor 104 Labor

The wonter and Sowerage Diviaion of the Utilitieu De-
partment within the Housing Dircctorate canalsts of
0 division heao with no university degree but with
o long experience, und tuo guullified enginnery with

limfted expertence.
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The division also hus 7 enginerrs, 129 techniclons

and 452 labovs performing malntenance uvork in S5 mare-
koz units. The utilities department has been in char-
ge of all drinking water-project identification, pre-

paration, uxccution and operation.

During the past two years, the Utilities Department
in Kena has implemented 13 small water projects, total-
lying LE 2087,600.

These are listed in Table Iv-3 hellow:

Table IV-3

Water Projects Completed in El Minya

in last Tuo Years

fNetwork expansion ' 40,000
Well digging 24,000
Replacement and reconatruction of wells 12,000
Completion of Tramsa project 14,000
Network expension 10,000
MNetwork expansiaon 50,000
fleplacenrnt and rencwal of wells 25,000
Cxpansion of wells and pumplng units 15,000
£1 €likat Project (Markaz Yoos) 13,000
Lell dinging and pump unit purchase 25,000
Purchote of two vehicles 12,000
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Cont. Table IV-3

Type Amount
LE

Expansion and nrtwark maintenance 23,500

Pump unit purchase 6,000

Network maintenance

Purchase of spare parts ond pipes 2,500
Metwark maintenance, including equipment and plpes 5,000
Purchase of tools 3,000

Purchase of spare parts and maintenance of diesel

engines ‘ 7,500

LE 287,500

When compared with the 120 separate projects costing
LE 2.3 million proposed for BVS, the level of previous

effort is decidedly small.

There exists a sizeable reservoir of contractor copa-
bility available to the Governorate for water system
construction. Ns these contractors shown in the Table
below have more capacity than avallable funds in the
past, it is expected that most of the proposed BYS
prejects will be implemented by contract and that the-

re is gufficient contractor copability in Kena.
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Interviews wilh some of the centractors fully support

this concludian.

Table TU-4

List of Contractors Specializing in Water

Syatems in Kena Governorate

Arab Contractors

Egqyptian Canstruction Co.

Industriol and Engineering
Project Co.

Zafhlool Fouad ond

Mohamed Abd E1 Mageed

Ahd Alla Khalaf

Mohamed Ntd E1 Naoby Yousdef
Hassan Osman

Thabet Gragyous

Abd E1 Aziz Abd El Gawad

Fayez Tanyous

Type

Public Sector

Public Scctor

Mublic Scctor

Private
Private
Private
Private
Private
Private

Private

Sector
Sector
Sector
Sectar
Sector
Sector

Sector

Project 5ize

Undertaken in

LE
No limit

No 1limit

No limit

500,000
500,000
200,000
200,000
200,000
200,000

200,000

Meintenance focilities and ovailable tools belonging

to the Utilities Division at Markaz are primitive and

degraded. Tools ond mabile workshops are urgently nee-

ded for maintenance of the proposed new BYS water pro=-

Jjects., The numbers ond guality of Department persannel



- 12 -

addigned to maintenance of woler systeoms are consi-
dered adequate for periodic maintenonce of the pro-

posed new projects.

b) Hoads and Oridnoes Departmont.

This unit is responsible for engineering design,
specifications and construction management of the
proposed BYS road program. At present, the Depart-
ment hags orly three qualified cngineers. The De-
partmaent head, an engineer, haos 10 years experien-
ce. The three engineers are assited by 22 techni-
cians and 1,570 laborers, of which only 42 can be
classified as skilled. The personnel of the Depart-
ment have thus for identified village level road
necds and priorities with little or no consuotation
with the village councils. The projects proposed are
standard dirt roads which can be prepared asccord-
ing to standard plans prepared by the Central Roads

and Bridgea Authority in Cairo.

The previous level of road construction effort in

Kena haos consisted of shoulder preparation and some
upgrading of road beds usinn draft animals and la=-

bor intensive methods, one million aix hundred thousand
pounds were budgeted in 1979 with a proposed LE 2.5

million for 1980 in addition to BVS.
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Altogether there are 712 km of rural dirt rooadas in

Kena which are currently poarly maintained as the

labor force belonging to the Deparbtment is madequa-

tely manayed and the Department has little serviceable

road construction ond maintenance equipment. The

orqunization chart of the Depzrtment is shoun below:

Ornanization of the kena

Roads and Aridoneg

Degartqpnt

Departuent Head

0.60.E. with 10 years
experience

4 Clercs | Secretariat

Technician 1,5
years exporience

Road Maintenance Project Division
Divisions Nt

Markaz
Equipnent
Division All Harkaz Units 1 B.5C.E. 10 yea
are headed by 6 Technicians

technicians,
10 Techniclians and
1455 Laborers

tloving Division

Supply Division

Maintenance Division

¢ Techniclans

34 Operatorgs

1 Technician

3 Technicians
2 Mechanics
B Assistunt mechanics

5 {juards
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The following is o list of Roads and Oridges con-

tractors currently working in Kena:

Tatle IV-5

Rnads and Bridaoes Contractors Waorking in Kena

Name Type

fArab Constractors Public Sector

Mile Ca. f'oar Roads and

"QOridges Public Sector
file Co. for Construction Publlic Sector
Abou E£1 Migd Ibrahim Private Sector
Yehya Ibrahim Ahmed Private Sector
Mohamed Abd E1 Latif Private Sector
Sayeed HMohawmed All Private Sector
Gad E1 Marim Abd EYl Rady Private Sector

Intecviews with available road contractors indicated

that they would have no difficulty in completing the
modest progrem prapascd of 30 km new construction ond

127 km upgrading of exioting roads.

c) Irringation Department

Thio organizotion shall be responsible for speci-
fications and tendering of the pruposed conal main-

tensnce ecauipment. Ags the Department is seriously
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understaffed with anly three englineers for the en-

tire Governorate, little assistance can be provided
in the monagement of the equipment, This reosponsibi-
lity will be under the jurisdiction of the Markaz's
whoge engipnecrs and work shops will provide routine
maintenance with major overhauls being performed at
a governorate level workshop to be uvupgarded. The De-
partment has odequate capacity and talent to prepa-

re the procurement specifications,

8. Murkaz Luevel:
The majority of HMarkaz level technical capabilities and
cperations in support of OVS in Kena are limited to in-
frastructural maintenance .lﬂll available technical
staff, in addition those ausigned by the Guvcrnura£u
Roads and Bridges and Utilities Departments, come under
the general supcrvision of the Engineering Departments.

The organizational structure of Kena Harkazs in typical

of the Markaz Armant presented on the follouwing page.

A gummary of the technical staff currently available

to each Markaz is provided in Tahle IV-5.

Markazs have workshops for hoth roods and utilities de-
partments but they are poorly equipped and budly mona-
ged. There ls little available transport and maintenance

equipment,
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LOCAL COUNCIL FOR MARHKAZ ARMANT

DRGANIZATION CHART

¢ Foculty of Lou
3 Clurks

CHALIDIAN
UF MARENZ
Council Planning & Secretorics “g'
. Follow up s
Secretary Division Division
1 Rgrononist
1 High Agriculture
School
1 H.n.Schon] Fublic Keled] 50
1 Secondory | ticn Divi-
School clion

Lugygl Affairs
Division

B, Cormmoercel »inancial | & A.5.
Clerks HigH Control 5 Technic
Schuol:
High tinlance Sheet

Schonl

3 Techni-
clans

]

Laginecring
Dep't

'
1

4 Foculty of
Nzhar

Buildings

I

tipter et

2 Technic.
29 Tech.unr-

kers |

19 Secandury
Hehonl

3 6., Conm,
745 High School

"2
)

Hingh
School

teintenance
Contre

Y Hianh
fHichuol

4 Technic,
B Uorkeru

foriculturce
Enngincering

7 High
Schanl

1 Tech.

21 Tech. Work.
4 Clerk
% lUorlera

fechanit

troup

17 High
Schonl

4 High
Schonl

terconnel
Seclion

hceount
Seelion

l

Purchasing
Sentian

1nventeory
sechion

e e o oy

Filinn
Heetlinn

Roeven
Section

f_-

Uil zotion
Geetinn
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Table IY-5

——

MARKNZ LCVEL TECHMICAL STAFF IN KENA

COUNCIL NO. OF NO. OF TECHNICAL
ENGINEERS TECHNIGCIANS UWORKERS
(High Tech.

Schoaol)
Abu Teaht 3 29 81
Naga Hamady b 93 Lo
Farshoot 3 32 29
Deshna 4 L8 3h
Koos 4 51 73
Keft La 40
Nokada 1 L6 L0
El-0Oksor b4 90 143
Armant 2 39 39

Esna 3 ab 117

Total 28 538 642
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C. Villaoge Level

In general there lo very little of Leehnical ability
at the village level, The chairman of the executive
council is usually agricultural cngineer, o few are
awanre of the vconomics of their villages including
gources of Funds and fiscul requirements; but that is
an exception tu the rule. Most have nnt ever handled
sums such as way be granted them under the OVS pro-
gram, There are some cducated penple with colleqge ﬁn-
. grees in the elected councils, but they ace not expuc-
tod to be involved in BYS as their time is countted to
management of increase producing projectas. A well or-
ganized village council af the Guvernoraie of Kena is

structured as follows:

B.A. ATt V.C. CHIEF
Spcretary I B.A. Commaorce

ISnciaqvnfrairl‘ fﬂa&lthl' fU&llagJ Uounciqlfﬂndsing]*lEdJcntion

nll High Hdminiutratiun[ Agriculture secretarial
Gchonol Gra=- I
duates ) [ :
]
Ngricultutol fechnical
Ingspection Nsoislance
L 1 |
Vacutions bagroll Hension .
& Leaves leldlv bUllPFtlHQ tileg
l Water
Duv

Thesc ore appointed officials et Markaz level that attend only

periodically. All others are high School graduates.
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It should be noted thot approxtmately ) (holf) of
the villuges In Kena do not have functionning vile-

lage bonks and keep thelr accounts at the nearen>

branch of Bangue Misr,
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IV ANALYSTS OF 0US PREGRAN FXECUTION GAPARTLITINS T HENA

RoveERenRATE

The most critical derlctency tn ability to succesafully
execute the plonned QUGS progran 1s the virtual abasence
of ony vrganized nanagernent and coordinatlon structure.
The Governor is pre-occupled with political octivitico
and appears unable Lo besone fovolved in detaila of ace
tivity schedulltong and progress nondtoeing. There ore cure-
roently no ather afficers or offices perrorming thio funcs-
tion, Overcoming thic lack of managenent attention to pro-
Ject plonning and erecative detall o consideced the mo-t

cserious lopedinment to a cocceustal poogram,

At thig polnt, 1t 1y not cleor whlich officialys or orqounie-
sotion will be able to assune this tmportant coordination

ond managunent overvlive aof the program,

Technically, the proposed level of program activity ig

conaldered teastible using exlsting technleal staff, avol-
lobhle contractors and externolly procured consulting sore
vicoes, Delow ta an onalyala of regquirenentys by functionopl

area.

Far Uoter Projects, 1t ia the Conultant's Juitgeneot thot

the Utilitiey Department will cocounter difficulty deot-
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gning end cxecuting the proposed level of wclivity without
aubstantial outulde asaslstance in the preparation of en-
ginecring designs, speclficutions, tender documentis and
construction supervision. They shall be attemptiog ta
implement some 1208 scparate projece!s uspreod throughout

the Governorate, which is substentially greater than has
ever been undertaken in the past. It should be noted, how-
ever, that some 60% of the proposced program funding is

for procurement of pumps, pipes and ulvutric motora,., If
procurementys are handled on 2 governorate wide bagsio in
single contracts for similar comnodities rather than on

a project by project basis, the level of effort roquired
can be conslderably reduced ond more limited technical
staff time can br devoted to design, specifications pree
paration and asupervision. The Department will require ag=-
siatance frem externolly supplied engineers, and will need
reliable nnans of tronsport for supervision of this extene~

alve project arean.

Muintenance of the water syotems hos, in the pout, been
oporadic and incanplete. This responsibility is currently
vented in the Nartnz Utilities Deporiment units and fun-
ded through the Governorate Housing Dircctorote budget (Qud

Thony).
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An examinotion of the omounts wllocoted during the past
three years, LC 400/year indicotes that this is more asym-
balic than real or adeqguote. Direcctorate officlials cone-
tucted Indicated that they usunlly had tn reprogram funds
from other budget linre ltems to cover their real mainte-
nance needs, awmounting to some LE 3,000 per year to cover
minimum requlrements. They further indicated that thc}r
needs after inplementation of planned water prajecto une
der HVUS might come to LC 5,000/year. The Caonsultant brlie-

ves thot LC 8,000/year is the more realistic figure,

In addition to funding constraints, the farkaz Utllities
Deportment units are severely hanpered by lack of adequate
transport and bhasic shop tools to carry out thelir assigned
responsibilities for natntenance of the water systems,

An oppropriate solution Lo this problem would bLe provision
uf 4 wheel drive plchup trucks and tools for nobile worke
shops. The trucks would also serve as bhasic transport conge-
truction supervision personnel during the project imple-

mentation stage.

Finolly waler gquality surveys will be needed in each of
the proposed project area to determine the mogst suitable

locntionn Ffor wells and punping atationa,
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For nads, it currently takes about one man-week per ki-
lagmeter to prepare necessary engineeriog drawings and
specificatlions for road projects of the type ko be funded
under 0OQV&. As there are 19 englineers and technicians avai-
lable to the Roads and Bridges Department, ar 988 man-weeks
per year, to design and write specifications far some

157 man-uceks required for the pragqram, the level of pech-

nical support availaoble should be adequate,

However, it is noted thut the level of skills and motiva-
tian of the Department ate visibly lacking end that

LE 1.6 million in 1979 and LE 2.5 million in 1980 for road
cangtruction from GOE resources arc currently planned for
the next tuo vears. For this reason, it is doubtful that
the Rodds and Oridges Department will be able to plan and

execute the BYS program without outside assistance,

HMointenance of the eoxizting und expanded road network

will not be performed, if responsibility is left to the
winds of Fate and at the digcretion of the understaffed
and poorly equiped wailntenance units of the tlarkaz'a. As
with the other governorates surveyed, the Roads ond Brid-
nea ODepartment of Wena should move from current ineffi-
cient labor instensive to nechanicol methods of network

maintenance. Equlpment, consisting of graders and cistern



sprayer trucks should be provided and deployed to each
of Marka:'s for this purpose. In Kena, presently, there
are 34 trained rguipment operators with little equip-
ment to operate. Twuenty of this number could be usefully
employed, if detailed to the Markaz's to operate the
graders and cistern trucks recommend for procurcment to
snlve the maintenance deficienciea. Maintenance of the
proposed equipment con be accomplished at a centrally
located work shap upgraded through provision of modefn
shop tools und cguipment. As elsewhere, they presently
exist within both the privote and public sectors suffie-
cient numbers of experienced mechanics to provide basic

vehicle and equipment maintenance.

Far Canal Maintenance, there should be no difficulty

in management of the proposed equipment procurement, but
training of the required 20 operators is essential for

effective equipment utilization.



STTAPTER

Conclusions_and_Recommandations

This chapter outlines the Consultant'ﬁ gencral conclusions based upon
actual field studics and analyses presented earlier and offers a scries
of recommendations designed to enhance the possibilities of a success-
ful BVS programs in the three governcrates. Success is delined in this
{nstance as timely implementation of the needed infrastructure proposed
and strengthening the local Institutions that will be directly involved

in all phases of project activity. The general conclusfons summarized
below arc provided to allow the client to make sound judgments con- '
cerning the future scope and direction of the Basic Village Services
effort. Conclusions and recommendations have been systematically
prepared as a result of Consultant's extenslve cxperlence In rural deve-
lopment around the world and in Egypt in particular. 7The specific
recommendatlons are provided to Insure overall program viability and

success in achieving programn objectives as defined in Chapter I.

I. Cancral Conclusions
A) The Need :

Actual inspection of cxisting village services throughout the

threc governorates related to availability of potable water,
roads and properly functioning irrigation canals has clearly
established the need to upgrade, expand and provide regular
maintenance of the systems in place. The actual numbers
of beneficiaries of the proposed program are very large while
the proposed dollar value per bencficiary ts quite low, Tha
proposed services are Indeed hasic to improving the quality
of rural life and are considered the highest prioritics of the

target populatlon. Considering the high percentage of rural

e
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inhabitants without potable water, adecquate farm to market
commun ications and fully functional frrigation systems, the
proposcd level of effort will fimprove the quality of life in

a permanent way.

B) I'casibility :

The BVS program proposced for Beheira, El Minya and Kena
Governorates are all fcasible, commonly done throughout

Egypt, simple and basic to village needs and capabilities. As
the projects are local in content and application, they are not '
expected to challenye existing mores and practives or have
adverse environmental cffects. It is fully expected that local
village inhabitants will cooperate in all phases of execution and
afterwards and generally accept and use the benefits of the com-
pleted cffort. Required material for implementation is cither
available locally or expected to be lpurc‘hased from sources
inside Cgypt with minimal delay and difficulty. Certain equip-
ments may have to be purchased abroad but they are all standard
production line items for which the US market is a suitable
source of procurement. The ability to design and implement

the projects is readily available in kind if not in numbars

required and efficient organization.

C) Intangible Benefits :

Besides supplying needed infrastructure, the proposed program,
if implemented properly, will serve the very real purposc of
involving local execcutive and political decision makers in the
development orocess. DBy providing the means and the organiza-

tional framework for local problem solving, it is expected that

e



villago officlals will acquire both the motivation and the
skill to help their constituents help themselves in their
pursuits of a better life. This type of experience through
doing ts cxpected to have a positive carryover cffect for

future problem solving.

D) Mobilization and Implementation :

Efforts In support of BVS, so far, have resulted in a ganeral
awarcness on the part of governcrate and some village officials
of program implementation and funding procrdures. The program
for each governorate has been discussed in considerable detail
and finalized, The genaial description for each arca is con-
taincd within the body of this report and the details have been
provided in files to the USAID fer future translation and tabula-

rization as may be required,

Although a lot of groundwork for the proposed program has been
laid, therc still remains much to be accomplished in the areas
of project management organization, activity coordination and
the dovelopment of the planning skills required for future pro-
grams and for protection of Investments through regular main-

tenance once projects have heen completed.

In the context of these general conclusions, the Consultant
has prescnted below a list of specific recommendations consi-
dered the minimum Improvements and assistance required to
insure overall success of the program in attainment of its

broadest objectivas,

./00



A)

Consultant's_Recommendations -

Training and_Tochnical Assistance

The level of proposed BVS funding for the three Governorates
offers a unique opportunity for institutionallzing a common approach
to planning and manacement of village level development, which

could be replicated on a national scale at a later date.

As institutional devalopment and standardization of the develop-
ment process invalving many disparate governmental agencles

and organirzations require s a commonality of approach, a recognized
consultant or consortium of consultants should be engayed to work
in the three ‘overnorates during the proposed BVS implementation
perlod, The prescence of the consultants will provide a [ocus for
standordization of planning and project execution and serve as a

catalyst for ttinely project execution,

The conasultant's personnel would be divided into three resident
field teams, whose compo sition would vary ac~crding to the

needs of cach governorate as identificd cartier In this report,

For Yena, the tcam would be composed of ar expatriate devo-
loprient economint, an expatrfate clvil engineer and two Egyptian
cngtneers,  Tor Behelra and Bl Minya, the teams could he smaller,
conslating of an cxpatriate development cconomist end two Lgyptian
engineers for cach,  ach toam woulld wor b veder the goneral
supcrviston of the governor and closely with the Planning and
Follow-up Departinents,  An expatriate team lealor/cocidinator

and equipment sipectallst vould be azslgned to coordinate tho

oo



activitios of the teams and provide technjcal assistance [or

workshops and cquipment maintenance In all three governorates,

The consultants would provide the following services :

1)

2)

3)

4)

5)

6)

7)

8)

expadite coordination of the technjcal and management
inputs to the BVS program ;

assist in reviewing engincering design work and
provide supplementary input as required

assist In the preparation of project bid tender
specifications and insure compatability of procu-
rement procedures with the US market and AID
requlations for all equipment to be procured In

the United States;

asslst In Institutionallzing standard documentation
for project identificatlon and exccution (described

in B below);

assist the govcrnorates establish efficlent workshop
layouts and cquipment malntenance procedures
including those for preventive maintenance and
overhaul of proposcd new and existing equipment;
assist In preparing environmental impact statements
for approved BVS projects;

monitor all phases of program exccution, including
but not limited to, bid tendering, specifications,
contracting, awards, project implementation and
funding disbursements and furnish periodic reports

of same to the Covernors, ORDLEV and the USAID;
establish a data bank at governorate level consisting
of basic local rconomic and project cost data for use

in future planning;
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9) provide training to the Planning and Tlollow-up staffs
in simple technlques of project evaluation and
monitoring and use ‘of concepts for standardized
planning and management control of projects;

10) prepare ground water quality analyses In Kena

Governorate.

With respect to tralning, it is anticipated that the focus of

the cffort would be on developing capable Planning and Tollow-
up units at the governorate level, The intent in the early
stages would be to develop a nuclcus of planners at this level
which could serve as a springboard for further training of
planners at the Markaz and, later, at the village. The emphasis
of the training would be to develop planners and provide training

of trainers for the future.

Training would consist of formal lectures, scminars and guidance
in practical on-the-job experience. The content of the training
would include instruction in cost and benefit quantification,
methods of equilibrium pricing, discounted cash flow analysis,
calculation of benefit cost ratios and financial and economic
internal rates of return and, for income producing projects,
methods of demand forecasting using simple regression models.
Training would also include methods of assessing and preparing
environmental Impact slatements, FEach Governorale Planning
and Tollow-up Department would be provided with a Texas
Instruments Model 58 programmable calculator, costing about

$ 80 US and Business Declsions Module costing $ 35 US.

With this cquipment, which is quite simple to use and maintain,
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the governorate planncrs will he able to perform quickly and
simply all of the mathematical calculations required for project

analysis and demand forccasting.,

The basic texts to be used in the training which will be
left behind as ready reference material are the World Bank

Manual on Lcononic Develobment Projects and the IBRD

Cconomic Analysis of Agricultural Projects. Both of these

texts have been used successfully by the Consultant in

previous training programs in LEgypt.

Followlng, formal lectures and seminars to explain use of
this materfal and the programmable calculators, the training
teams would have trainces prepare evaluations of the all
proposcd BVS projects under the guidance of team members

as a practical learn-by- loing training exercise.

Concurrent with the training prograing, the tecam would collect,
collate and assemble for filing basic soclo~-economic data and
project unit cost information to be used in analysis of future
projects. These data would be organized in an casily retrie-
vable manner according to subject headings In metal filing
cabinets together with detailed written instructions for periodic
update of the collected material., Training in data collection
methods and statistical sampling would also be provided as part

of the program,

With respect to workshop layouts and procedures, the tcamsg

would physically Inspect each publicly-owned facility in the

S



Covernment, recommend o layout plan and dovelop compre-

hensive manuals for preventive maintenance

scheduling

for the types of equipment to he procured and workshop

procedures to be followed.

A very important task of the consulting tecams will be to

standardize project documentation to develop a degree of

unifermity in project activity tasking and reporting.

In

this regard, the Consultant recommends that standard docu-

ment formats be used throughout. These formats, appearing

In B below would be institutionalized by the follow-on

consulting teams. Planning and lPollow-up Department

personnel would be quided in completing these recommended

forms for all projects currently proposed for BYS funding.

A rough cost est'male of the recommended follow-on

sulting services is brolken out as follows

TForaign Currency

Team lcader/coordinator 12 mm x $ 6,000
3 development economists 36 mm x 6,000

4 project engincers § mm x 6,000

1 ground water hydraulogist 3 mm x 6,000
1 cquipment speclalist 6 mm x 5,000
International travel 6 round trips @ $ 1,400
Excess baggage 1200 lbs @ $ 2,50

Lquipment and training materials

con-

$ 72,000
$ 216,000
$ 36,000
$ 18,000
$ 30,000
$ 8,400
$ 3,000
$ 1,000

$ 384,400

e
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Loecal Curency
6 Lgyptlan cngineers 72 mm @ 500 LI/mm LL 36,000
Expatriate per diems

Team leader and equipment specialist

540 days ¢ 25 LE/day Y/ LE 12,960
Others 1,350 days at 15 LI/day 2/ L 21,150
One project vehicle (purchase) L 4,500

Communlications and miscellancous 12 months
@ 500 LL/month 3/ LE 6,000

LL 81,610

V4 Team leader and equlpment speclalist would be travelling
among cach of the thrce governorates,

2/ Other expatriates would he based in the governcrates.

kY4 The Covernorates would furnlsh office space and local
transportation to expatriates and Egyptian team members

based in the ficld,

Program_Document:tion_Communtcation Tlows _and Premanent Records
Recommended program documentation which should be standar-
dized in cach of thoe three governorates consict of a Project

Identification T'orm (1), and Activity Asslgnment Torm (I1) and

a Project Monitoring Form.

In the inittal project tdenttficotion and cvaluation stage, Village
Counclls would complaete items 1 tlrough 5 of Form I and forward
them to the Markas Chairman for review and signature,  Subgse-
quently, they would be sent to the governarate Planning and
lollow-up Division for preparation of items 6 through 11 and
then to the Covernor for final review and endorsement,  Thaz

document, when completed would provide the basis for rank

./l.
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ordering of profect privrities according to ccononic merit,
Iinal selection ot rrojects originating from the village leval
would be made from ‘hose which show the higheot hepelits
to the regional coonomy, bave Jowest costheneticiary and

benetit the logest nonaer of people,

I'otloving this phase of project identttioation, the Covernor

In genceal meetings of the Vitlage Coreil Charnen, technteal
diviston chicfn, wd Marhae Chainmen ould assign ol requlred
executive activity tazchs to apcropriate ooenctes and completo
Form 11 (items 1 othrough 1) th soeve as oo basie tashing ader,
Ag activity man eprs procecd throngh the vancas ctops trom
engineering decons 1o tende e awands, they woakd Al in

items 5 through 12 and tins faa together vath o Towould

become a prreiacent port of the project file,

Project Monitering ant Follow-up Poems (nombor 111} would ba
prepared wonthly by the Village Councils and forvaeded to the
Markar and to the sovorcorate Planntng and Tollow-up Diviglon
for tevy w and simature,  Dloathly, the oot wosld convepa
meetings of the Sdbage Conodl Cloareen to reviews naplemens
tation status and ansbon ceticng for e colirating progress as
racutred,  Torm 1, when cospletad Gfter the stk oeetings

would also become o pormar o at part ot the project fite,
It fu propose | that complete Gles of all projects be maintained

at the Vitlage, Mahae st Covornorate, Thense g dentified

by project name and numbor wanld contain the following

C/.l



Torm 1

Form 11

Torm Il

Covironmental Impact Statemant
Enygincering Drawings

Bid Tender Specifications
Invitation for Bid Notice
Actual Bid Tenders Submitted
Notification of Award

Capy of Awarded Contract
Coples of Monthly and Annual Audit Reports

Copy of I'inal Project Acceplance Notification
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Fiscal Procedures and Authorvities

The fiscal procedures and level of decision-making authority
for village level projects as described in Chapter 11 for
Beheira should be used in all of the governcrates as they are
workable, simple and further the Government of Egypt's policy

of fiscal and adminlstrative decentralization.

The only current rcquirement that should be modified is the
limitation on the Village Council's contract approval authority.
At present this limilation is set at LL 5,000, As most pro-
jects fall within the range of scven or ecight thousand to
15,000 LE, {t is rccommended that Village Councils be autho-
rized to approve contracts up to 20,000 LE, In this respect,
it is believed that the exercise of obligation aulhority is
Inherent in the process of strengthening Village administra-
tions since Village Council Chairmen cannot fully exercise
their intended recponsibilities unless given the full legal

base to do so.

Coordination and Management

It has been observed that where village level planning and
project execution management requirement are brought regularly
to the attention of a senior official with authority to command
and dirnct required activities (mamely the governor in the case
of Beheira), projects arc implemented more expeditiously

with greater quality than in instances where this is not done.
Conscquently, it is strongly recommended that the Governors
of El Minya and Kena assume the samc kind of periodic mana-

gement role in projects currently pcerformed in Behelra by
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Governor Deboos. Without this degree of personal interest

and follow-up by a senifor official with the stature and

command presence of a governor or, at least general

gecretary, it is doubtful that consulting services and

recommended program documentation will have much impact on

the manner in which projects are executed.

Improving governor

level attention to village project planning and execution will

not hinder performance of village councils but will {nsure that

all required inputs are made in a timely manner.

Equipment

The following items are recommended for immediate procurement

to support the proposed BVS program :

TABLE V-1

Recommended Equipment Procurement

Iten: Qnty. Beheira

Minya

Kena

1) Crawler Excavator 41
w/hydraulic, back
hoe attachment and
} cu yd. bucket.

2) Back hoe excavator 16
arms w/ 0.20 m3
bucket capacity.

3) Truck, Pickup, -
4x4, 1T

4) Truck, Flat-bed, 2
Cargo, 29000 GVW

5) Wheel Tractor Scra- 9
pers, 9 cy struck

6) Cistern Sprayer Truck 9
with 5§ m3 Tank Capa-
city.

20

10

10

Purpose

Canal maintenant

Canal maintenanc

For mobile work-
shops and pro-
ject constructior
supervision to
maintain water
systems.

Transport of ca-
nal maintenance
equipment.

For road main-
tenance.

For road main-
tenance.

o/
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Shop Taols

All governorates lack adequate shop tools for maintenanco

of the recommended cquipment procurenient pactage, It

is proposed to fully equip one warrshop in each governorato
with a complement of shop tools to allow for rogutar main-
toenance of all of the now and existing equipment,  In Behelra,
the tools would be allocatud to the Damanbowr Naining “onter,
which would have sufficient equi; . nl after dlication to
malntain the canal cxcavating equiprient, graders and water
trucks, The shops to receive equipment in Minya and Kena
have not yot been designated,  The recommoended tist of tools

for cach governorate is presented in Table V-2 below

Spare_Parts

Sufficient spare parts for 10, 000 hours of operation should be
provided with cach ltem of equipment purchased.,  The appro-
ximate cost of these spares is 67 of the cquipment's CIF

value.

Opcrator_Training,

Adlditional tratned operators are required for the new canal
excavation equipment proposned for Behelra and Yena,  Alto-
gether, training of some 71 operators shall be required,
Presently, the Lyyptlan Diedging Company at 88 Kasr L)
Alnt In Cairo and the General Irelgation Company foer Mecha-
nical Excavation at Delta Barragesn tains operators fer their
own caquipment and have fndleated o willingness to the Con-
sultant to train governotate level operators for BVG financoed
equipment, The Coveaiors of Beneira and Eena showed thelr
requests for taining with Hst of trafnees to g, Runed Ciaber

Barakat, Chaftman of the Lgyptian Dredqging Company.,

o
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TARLL V-2

Shop Suppert and Pield Mafntenanee Lquipmont

Item Behnaivn Minya Kona
1) Alr compressor 85 ¢.f,m, | | 1
Valve refacing machine ] 1 1
Valve scat grinding sot 1 1 1
2) Automatic welding machine | 1 1
3) Portable Jet- steam cleaner and
pressure washer 1 1
4) Tire demounter )| | 1
5) Battery chorger 8§ to 24 volt 1 1 )}
6) Brove drum lathe tor drums up
to 30" diam, 1 1 |
7) Hydoaulic m-line tester 1 - -
8) Hydiaulte: gear aid bearing
puller, capacity 17,5 tons 1 1 )}
9) Transmtuuion repale stand 1 1 1
10) Untvernal motor topalr stand | 1 1
11) Lubrication @it stationary,
clectrie drive 1 1 1
12) Portable gprocket puller and
installer for tiack typo tractor
with attacheent, capacity
40 tony 1 - -
13) Hydraulic engine cyltrder sleave
pultler and installer, capacity
12,0 tonu 1 1 1
14) Untversal fued injector toster and
pump calibrating stand for
dlesaol enpine, 2 to 12 eylinder
anging 1 1 1

oo
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Shop Support ... {Cont'd)

15)

16)

17

18)

19)

20)

21)

22)

23)

24)

25)

26)

27)

20)

Ttem, Behelra Minya  Xena

Fuel pump tester for diesel

cnyglne 1 1 1
Water pump tester for dlesel

and gasoline engine 1 1 1
Torque wreach, § Inch squara

drive 1 1 1
Torque wrench, Y inch squaro

drive 1 1 1
Alr Impact wrench 1 ineh square

drive with impact socket set

and 50 ft air hoses with cach

wrench 1 1 1
Air impact vrench ¥ inch square

drive with impact socket sct 1 1 .1
Shop mastar tool set for general

automotive service and tool

chest 1 1 1
Meachanlc general purpose tool

sct, chest 1 1 1
Heavy duty socket wrench set

1 Inch square drive and box | 1 1
Hand hotst ratchet-action type,

cap 1.5T with 10 ft lift 1 1 1
Ignition timing light 1 1 1
Swivel grip ol filter vrench 1 1 1
Ring compreasor plston engine

rebuild 1 1 1
Ring spreader piston engine

rebulld, 2-5 " 1 1 1
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Shop_ Support ... {Cont'd)

_ltem ‘ Behedra Minya

Kona

29)  Giant adjustable wrench 24

inches long, jaw capacity

1-3/8 to 2-15/161nches 1 1
30) Clant adjustable wrench 36 in-

ches long, jaw capaclty

2-25/16 to 4-3/4 Inches 1 1
31) Heavy duty surface grinder disc

minimum 7 inch diameter with

100 coarse grit and 100 fine

grit disc with cach grind 1 1
32) Llectric drill 3 inch with 2 sets

drills in 64ths and Index

case with each drill R | 1
33)  Electric drill } inch with 2 scts

drills in 64ths, Index case

with each drill 1 1
34) Electric drill § inch with 2 sets

drills in 64ths, index case

with each drill 4 3
35) Lasy tool socket wrench 7/16

straight, rctap 1/8 inch 8 8
36) Wire metal spraying machine

single head type for crank-

shaft rebuild with two tons

wire 1 1
37) Cylinder honing machine for

vehicle hydraulie brake repalr

with 3 scto of stona for vach

machine 1 1

16



Shop Support ... (Cont'd)_

Item ' Behelra. Minya. Kena

38)  Partable cylinder boring machine

for cylinder 2 to 5 inches

dlameter 1 1 1
39) Connaction rad Loning machine 1 1 1
40) [eavy duty hydraulic cylinder

honinyg machine for cylinders

3-6 inches diameter, 48 in-

ches lonyg, with 4 extra sets

of stone, expaiding type honer 1 1 1
41)  Ridqge reamer engine cylinder for

2-5 inch diameter cylinder 1 1 1
42) I'luid lubricant gun with hydraulic

coupler S | 1 1
43) Llectric welders 400 amp with

clectric drive skid mounted

with leads 100 ft 1 1 1
44) Dynamometer engine tester

60-250 1P, single head unit 1 1 1
45)  Bench grinder min, 6 inch diam,

grinding wheels 60 and 36 grit,

3 cach axtra 60 and 36 grit

grinding wheels with each 1 1 1
46) lleavy duty hook spanncr wrench 1 1 1
47)  Power hacksaw minimum 10 Inch 1 1 1
48) Gear cutting machine with attach-

ment 1 1 1
49) Motorite for diesel and gasoline

cenglines compression tester

with adapters 1 1 1

—
—

50) Radlal drill press with 72-inch arm ]
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Village Budgets and Maintenance,

To correct the endemic problem of inadequate infrastructural
malntenance at the village level, the Consuttant recom:ends that
each of the three governorates make a greater effort to explain
requlationg governing use of the Scrvice Accounts.  As noted
earlier in this report, many villoges have accumulated sizeablo
balances in their accounts accruing from income producing
projects, Village oliciils tend to believe that these funds must
be uscd on the same projects which gencrated the revanues or

on similar projects. Tew village leaders understand thelr authority
to use these funds for any and all purposes serving the public good,
A considerable amount of Infrastructural maintenance failures could
be corrected through management attention and modest expenditures
at the village level., These amounts, in most instances, would not
excecd ten or twenty pounds to weld a leaking pipe, replace a tap
or rewind an electric motor and would b.. sufficient to prevent major

brrakdowns from developing.

The Conzultant proposes that cach governor issue the followlng

instructions to all village council chairmen :

To : (mame)

Chairman of : (n1me of village

You arc hereby adviced of your responsibility to insure that
village Infrastructure such as water systems, roads, electric
networks and public buildings are kept in good working order
and clean. This means that you will have to establish a
program to inspect all of the infrastructure within your

village council area on a periodle basis. 1t is desired

oo
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that this be done once a month, When, in the course of
your Inspections, you obsorve that water piyes are leaking,
pumps are not operating, buildings necd paiating, roads
are developing holes, ete,, vou must take innmcdiate action
o cotrect the problem, You can eithor usa parconnel and
cquipment belonging to vour council area to undertake this
work or you can hire rrive.e individuals and companies within
sour arca to do this wor' for you, In instances where you
roquire funds to pay for the maintenance services, you aco
aulhorized vnder the taw to disburse funds from the village
Service Acount (Bab 3) for this purpose, In the event that
an item of maintenance exceeds your available funds, you
should requoest addiconal funding fiom the Covernorate
Service Actount,  As guidance in assisting you carry out
these instructions, yua are requested to complete the
following form and send it to the lannin g and Follow-up

Department of the Covernorate every month,

VILFAGE INTRAGRUCTURAL MATNTENANCGE REPORT

Honth .
List of Infrastructure  Inspected* Degscribe  Dercribe measures Munds
problem, taken to correct Spent
— - Many _ _ __problem

A)

Roads
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Village nfrastiuctucal Maintegance Report (Cont'd)

List of Infrastructure  Inapeated . Dosceribo Neseribe measures I'unds
problem, tuken to correct Spent
e e e e Ly tvoblem e e

) Water Works

—— - —— - - e ——

C) Buildings

- P - et e ————
A . o ——— . - ——
— o~ —— e et et

1D} Clectrle Networks

L) Other

- ———— it = i —t—

{*)  Put an "X" next to cach infrastructural ftem Ingpected during month,

Singed: (village council chatrman) - Date s

The Planning and Pallow-up Depattinents ¢ bould review reports from cach
villoge on a monthily basts, Reports from villa je councits showing no
activity should Le exomined in greater detatl with o sito visit to the

villago counetl,
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