
SUMMARY REPORT 

Fourth Basic Villages Services 

Mid-Project Evaluation 

Introduction 

Background 

Over the period February 15 to March 15, 1984, a team of Egyptian and 
American technical experts evaluated the BVS project at the request of 
USAID, Cairo. The evaluation started witn case studies of three
 
governorates which had been in the project from the beginning, and 
studied seven ore, ,or a total of ten yovernorates--half of the t-wenty
participaing in Ch orojecc--selected to achieve a :epresentative 
geographic distribution. The team develoued a matrix¢ of ordinal measures 
scaled at values of one to five waich it applied systematically across 
the ten governot' tes to determine relative status with respect to sixteen 
achievement variables such as goal, purpose, Lmplementation progress, 
impact on private sector development, and impact on quality of life. In
 
addition, the team conducted numerous interviews with parties involved in
 
the project and reviewed volumes of materials produced by and about BVS,
 
including all project documents and previous evaluations. 

BVS was evaluated against the elements of the original logical
framework, a copy of which is attacned as Annex B. The project was also 
examined writh respect to other criteria such as: a) whether BVS is 
functioning as a developmental, institution strengthening activity or
 
merely as a cash transfer mechanism, and b) the degree to w,hich it 
complements and stimulates the private sector. Finally, because BVS 
contains as basic elements most of the pillars of iD's current 
priorities, namely: 

- Policy dialog and support 

- Institution building
 

- Technology transfer and human resources development 

and - Private sector stimulation
 

performance in these areas was explicity assessed. 
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How to Read this Report 

The Executive Summary may already have satisfied the information 
needs of some readers. It contains all of the major findings and 
recommendations. The data base and analyses of the report are contained 
in the Appendices. This Summary Report is a synthesis of background, 
findings and recommendations contained in the Appendices. It is
 
deliberately short to give the reader a quick assessment and grasp of the 
context, our overall assessment, major issues, and recommendations.
 

Readers interested in the data base are referred to Appendix II, 
"Governorate Reports and Summary Evaluation Matrix". Appendix I contains 
a description of local government in Egypt which may be necessary reading
for a full understanding of the governorate reports. 

Readers interested in the specific analyses of the project are 
referred to Apendices III and IV. Appendix III contains in-depth 
analyses of the major activity sectors involved in the project, naenly 
training, engineering, LnDact on the private seccor, -and quality of life 
noiacts. Appendix V contains w.Lat we hiave called "Overview Analyses". 
These are analyses of processes and institutions ,;hich take place at or 
are controlled at a macro level in the project and include financial 
records analyses, and separate analyses of the individual roles and 
performances of ORDEV, Chemonics and USAID. Photos and a glossary are 
found at the end of the report.
 

I. PROJECT SEITNG 

Physical Setting
 

Prior to the BVS program the rural villages of Egypt were in a
 
severely L-moverished state. Most households did not have potable water, 
the limited existing rural road network was in very poor condition, 
irrigation canals were clogged and deteriorating, and rural sanitation
 
was practically non-existent. Egypt had been through a long series of
 
wars and capital resources were not getting down to the villages.
 
Village economies were relatively stagnant.
 

Institutional
 

The Egyptian government policy for decentralization of rural
 
development already was on the books. Popularly elected bodies called
 
Popular Councils, with considerable decision making authority, had been
 
createds alongside the previously existi-ng appointed Village Execative 
Councils. By and large, based on our field reports and available 
literature, prior to the BVS program these Village Councils (combined
Popular and Executive Councils) did not have the experience, know-how or 
even the initiative to take local actions. 'hey were unaware of their 
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rights under the new laws by which they were established and since 
practically no resources were channeled to the villages which they were
 
required to serve, there was no way for them to become activated or to
 
develop their capacities. Most decisions regarding the few types of
 
projects reaching down to the villages were being taken by line
 
ministries in Cairo and being implemented by governorate level
 
representatives of those ministries.
 

For example, one of the few investments coming down to the villages
 
was for schools. Ministry of Education officials at the governorate
 
level made needs assessments for the villages and decided what schools
 
were needed and where. The Village Council, popular and executive, was
 
asked to approve the location of the school, but even at that, its
 
decision was not regarded as binding. Except for a few minor examples,
 
this constituted their only experience. For all practical purposes, the
 
pre-BVS Popular Councils slept, and the villages stagnated.
 

II. Project Description
 

BVS was instituted to change this state of affairs--to help Egypt 
activate and L-r!lement its decentralized rural levelopment policy. The 
BVS program ,ias to direct resources to the village to activate, train and 
vitalize village councils and to provide at the same time the basic 
village infrastructures needed to get village development moving in Egypt. 

Goal and Puroose
 

The stated goals and purpose of the project, taken from the project
 
paper, are as fellows:
 

"Goal
 

The goal of this project is to expand decision making capacity on 
the broadest possible basis, within the framework of Egyptian policy 
of using the decentralization process as a means for achieving its 
development objectives, by providing local government decision
makers with experience in the allocation and utilization of resources
 
and in developing the financial and other mechanisms to carry out de
velopment programs ......
 

The rationale for this goal is that such transfer to decision maling
 
power to the village level will stimulate a self-sustaining development
 
process.
 

"Purpose
 

The immediate purpose of this project is to improve and expand a
 
continuing capacity in local units to plan, organize, finance,
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implement and maintain locally chosen infrastructure projects.
 
While this purpose is necessarily limited to a capacity building
 
effort with outputs characterized by physical improvements - roads,
 
water systems, drainage structures - the infusion of a capacity for
 
infrastructure becomes a stepping-off point by which other problems
 
can be tackled and other solutions explored.
 

Capacity building viewed from this vantage is not gotten within the
 
span of a single project nor under the urging of a single effort.
 
But the advantage of experience in self-reliance, in participating
 
in the setting of one's goals, gives strength and direction to
 
other aims and efforts."
 

Strategy
 

The strategy for achieving this aribizious set of objectives was 
relativelv si=le. A 3VS InterAgency Coi-anittee (LAC) was established to 
preside over the project on behalf of the Ei,-otian Governnent. A low-key 
central governent Listitution, the Organization for the Reconstruction 
and Development of the 7gvotian Village (oPRDEV) was selected as
secretariat for tse T-O. BVS funds ;,ere to be c.a'uneled to the 

governoraces on the basis of a standard allocation oer governora . The 
GOE was to out up a maintenance account equivalent to 10'/ of BVS funding 
to be kept by the village in an interest bearing account. The 
governorates in turn were to channel the funds to village councils on the 
basis of population size for projects selected and approved by the 
village popular councils. Village councils and supporting entities 
withi the governorate were to be trained in project planning, 
implementation, accounting and maintenance. Village coucils were to be 
given awareness training to inform them of their rights and potential 
activities. A U.S. contractor was to be hired to provide the necessary 
training and tecanical assistance and to establish an infor ation and 
tracking syster for BVS. 

This, in combination with the actual experiences gained in project 
selection, planning and management as the BVS funds were channeled to 
village projects, would strengthen the local institutions and their 
capacity. Progressive developirrnt attitudes would be instilled and a 
self sustained development process at the village level eventually would 
be put in motion 

III. FLNDLUS 

Methodology
 

The findings of the team are based in part on the analysis of factor
 
attainment matrices developed by the team and filled in after each
 
governorate visit. Two references will be useful here. Table 1. is a
 
summary matrLx of ratings by governorate for each of the project elements
 
or impact factors rated.
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The meaning of the scale for each element on the matrix is contained 
in the sample matrix found in the methodology discussion of Annex A. 
Each element, as noted, was rated ordinally on a scale of 1 to 5. 

The second reference is the conversion of th-ose ratings to two bar 
charts. Figure 1 is a simple rating of goal and purpose attainment by 
governorate and Figure 2 is a bar chart that clusters and collapses the 
ratings by major category: Decentralization Policy and Institutional
 
Development, Technology Transfer, Private Sector Promotion,
 
Implementation Progress, and Quality of Life. This is simply a means of
 
conveying visually a large amount of data produced by the evaluation
 
which is relevant to impact assessment. Anyone wishing more detail or
 
backup description may refer to the summary governorate reports (Appendix

II).
 

RESULTS
 

Given the scale of the BVS project and its scope--it covers over 480 of
 
Egyts 869 local villa'e units (clusters of villages) in 20 
governorates--and in its relatively short duration of three years, '.Vas 
made very L-nressive progress toward its goals and objectives. It has 
the makings of a major success storv.
 

Goal
 

The pre-BVS conditions described in the above section 'nave been 
dramatically changed in a majority of BVS governorates. Popular councils 
in six of the ten governorates observed had been delegated full authority 
in project identification and selection as shown in Figure 1. Of the 
remaining four, two are new to the BVS program and one, Sohag, is in a 
traditionally neglected region of Upper Egypt. In this latter case, it
 
is going to take more than three years to convince the governorate level 
people that village councils have the capacity to act on their own. 
Sohag, in this respect, is a problem gove-..,orates. It is too early to 
Judge Ismailia and Red Sea Governorates as they have been participants 
for only one year in the program. However, Red Sea presents a potential
problem area as it did not as yet establish popular councils at its local 
units. 

Institutional Development
 

In examining progress in this area the team looked at the extent to 
which local units had full capacity to select, manage and implement 
subprojects. Five of the governorates had attained very good to 
excellent capacity, three had a moderate level of capacity in this area 
and two of the three newly participating governorates had developed or 
fostered little or no capacity at the local level. Length of 
participation in the BVS program was a clear factor in attainment of
 
local institutional capacity (see Figure 1 and the Summary Matrix). 
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Again, commentary from the field visits at the village, markaz and 
governorate levels indicated beyond any doubt that the BVS training and 
project management experience--making things happen through local 
decisions and actions--had been responsible for this transition at the 
village level. Not only had skills, competence and confidence developed,
 
but attitudes were changing. Popular council members maintain that the
 
councils now thought more in terms of community improvement whereas prior 
to BVS they tended to be more concerned with their own personal gains.
Village chiefs were saying that they now think in terms of change and 
development action. They want more training and more responsibility. 

Technology Transfer: Training and Human Resources
 

A range of variables was lumped into technology transfer, including 
level of project understanding, level of participation in training, 
financial records maintenance, general maintenance performance and 
IL-kage with other AID ecentralization Sector projects. As a general 
indicator it su'ggest2d -roject : e-for:-nce in t s ara ,,ias fir to ccd 
with only two new BVS governor2Les and again, Sohag, reflectng corly. 

.thin c:le Lndicator, maintenace qas the ,eak is ,ill bereed, 
discussed. Four of th ten >,vanorates Lndicated no -aintenMce .h-Ad 
been Derfotr-.ed; 111ee chose new yoveniora:es,;igYnificaniv, of, ware BVS 
and the fourth was Sohag. TraLnLng participation was generally hzigh 
throughout the governorates but, not surprisingly, it was low in those 
three governorates that scored very low on delegation of authority. 
These same governorates also scored low on general understanding of the 
3VS project. Financial records maintenance and training .ill be 
discussed in detail in later sections.
 

Private Sector Impact
 

Private sector impact was e<amined through two factors, direct Lnpact
through use of private sector contractors in BVS subprojects, and 
indirect Lioact, assessed through the extent that BVS subprojects 
appeared to be stimulating local private sector activity. The question
 
of contracting was easy to access and we found that in most BVS 
governorates a majority of private contractors is used. Tne smaller the 
subproject and the closer to the village level contracting is done, the 
greater the likelihood of private contractor use. Cnemonics has 
estimated that as much as 80% of BVS subprojects may be going through 
private contractors. While our observations do not conflict with this 
figure, neither were we able to support it. 

The indirect private sector impact is hard to assess but nonetheless 
was much in evidence. Interviewees reported fifteen categories or tyupes 
of private sector activity that were, in various situations throughout 
the governorate, stimulated by BVS activities. Roads and water impacted 
on the widest range of private sector activities (see discussion and 
table in Appendix on private sector). 

http:Derfotr-.ed
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Another impact reported is the change in attitudes and increase in 
management skills and experience that have come about through BVS. It is 
reported that there is a direct carry over of these into the private 
sector. 

There is a strong link in rural areas between the creation of local 
infrastructures at the town and village level and stimulation of local 
economic activity. We have had reports also of BVS impact on agriculture 
and the agrarian structure. This too is consistent with theory and with 
empirical evidence, for example, from India and the Philippines. The 
opportunity should not be missed to study this phenomenon in some detail 
in Egypt. An accepted rural development model is apparently being 
implemented successfully in Egypt, and on a major, unprecedented scale. 

Socioeconomic Impact 

In general, there is no doubt tt BVS has h'-ad a direct L-nact on 
L;rovin the qualit:; of life in toe Egtian village and has acted as a 
powerful catalyst in stLulacing private sector growta. Villages have 
-ecome ..O:re accessible through BVS roads. Tn.is .as aided cs-.erce, added 
to profits :or e ors, -and reduced o -ors CL cases.prices s7.1te 
Potable water -as helped cut morbidityin water boLe astrointes:inal 
diseases. In the opinion of many governorate and village officials 
interviewed, BVS has helped create a general improvement in health
 
conditions at the rural level. In one village at which a water
 
subproject had reached a majority of households, the doctor in charge of 
the local health unit estimated a 507. decline in cases of w7aterborne 
diseases.
 

In three of the governorates visited socioeconomic impact due to BVS 
was seen as high. In all but two of the others it was moderate. In one
 
in which it was low, tte benefits were offset by a major drainage 
problem. In the other, the project was in its first year and imacts hIad 
not been generated. 

Although difficult to measure, the long-run benefits and differences
 
between governorates should be monitored. Again, BVS should begin to
 
develop associated study components.
 

Implementation Progress
 

Project implementation has been relatively smooth over the past two 
years. Based on data through FY 1983 and field observations, 
implementation appears to be on schedule. Only two first-year 
governorates, Charbia and Ismailia, seemed to be lagging. The 
engineering aspects of implementation are discussed below. 

Past Evaluation Issues
 

The team reviewed the issues raised during the previous evaluation
 
(Gardner, 1982). These included: a) the question of delay in water
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pipes delivery; ) the lack of resolution on the issue of 
decentralization; c) the lack of understanding in the field on the role 
of the U.S. contractor; d) the absence of training and backup support, 
and e) the question of cash incentives to those actively involved in 
BVS. Of these issues, only the incentives issue remains unsolved. This, 
we understand, is beyond AID's purview to solve. The problem is in the 
Egyptian government system; it cannot pay incentives within existing GOE 
regulations. 

The incentives issue was brought up with the present evaluation team
 
in several different contexts. Various "tion-cash" approaches to
 
incentives for the BVS program were suggeted, including: a) special
 
training as incentive; b) overseas training as incentive; c) awards and
 
recognition as incentive; d) differential BVS allocations based on
 
performance as incentive. This suggests that the incentives issue should
 
be opened up again and creative solutions sought. While individual cash
 
Lncentives apparently are out of the question, there is a range of other
 
TOSSibilities.
 

IV. OBSERVATINS A'D ISSUES 

Sectoral and Overview Analyses
 

Detailed sectoral and overview analyses with recommendations are
 
contained in the Appendices. The following sTmnaries highlight major 
findings and recotmzendations.
 

Financial Records
 

Tl-i5: accounting system developed for BVS is based on the Egyptian 
accounting system and is sound and adequate for BVS needs. Official 
records tend to be kept at the markaz level but acceptable informal 
records were found at most vil.lages visited. Disbursements are made at 
the local level through a standard GOE form (Form 50) and the local unit 
has sole authority over disbursements. 

Records are reasonably accurate although there are discrepancies
 
between actual records and the computerized monitoring system installed
 
at ORDEV and several governorates by Chemonics. The computerized system
 
needs substantial improvement, Egyptian users need more training in it,
 
and it should be promoted nationally by ORDEV.
 

Continuing training in accounting and computer monitoring and 
analysis is needed. Training is needed especially at the local unit 
level where the GOE is establishing formal accounting units. Chemonics 
and ORDEV need to give particular attention to this situation as part of 
th Chemonics phase-out over the next six months. 
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EngineerIn 

Subproject engineering has been generally appropriate to the needs 
and conditions of rural Egyptian villages. Design and construction 
supervision resources tend to be concentrated a! the governorate level
 
although widespread efforts have been made to establish these functions
 
at the markaz level. With few exceptions, local personnel are
 
sufficiently competent to design and construct the types of water, roads,
 
sewage and other subprojects found in the BVS program.
 

Maintenance is the weak link in the technical chain. Water and
 
sewage subprojects, in particular, are prone to malfunction without
 
constant maintenance. Local officials generally do not understand the
 
need for routine preventive maintenance and few village councils have
 
spent any money on maintaining BVS subprojects. The problem is
 
compounded by a great shortage of maintenance worlkshops at both the 
village and .ark.az level a-nd by the tendency of the local councils to 
lock uo th;eir :aa.ncenance rdnds i. tiLme deoosits Ln th-e village bart. 

For the re'ainder off the 3VS project, it is considered necessamv to 
strengthen -2chnical services at the markaz level and to give project 

- .priority co dIe .e"v lopment of maintenance awareness and the delivery of 
maintenance services. 

Technical assistance by Chemonics has been especially effective in 
the preparation of technical manuals and the presentation of training 
courses. O;er 2000 engineers, technicians and operators have been 
trained in various aspects of subproject engineering and have been 
provided with reference materials for subsequent use in their work. The 
BVS project is the first major effort in Egypt to provide technician 
level training in rural public works. 

The deliver.y of external technical "-istance services in the field 
has been more difficult to accomplish. The demand for such services at 
all levels of local government far exceeds the capability of Chemonics to 
supply them. As a result, governorates have learned to become
 
surprisingly self reliant and to use the technical resources found in
 
their own departments. This has allowed the field technical assistance
 
of Chemonics to be used for overall subproject monitoring and specific
 
trouble shooting. For example, one problem that is becoming increasingly
 
serious in the lack of a suitable system for removal of wastewater and
 
sewage. Surface water is collecting in some villages due to increased
 
water use.
 

USAID has taken on a growing role in the area of technical monitoring 
and review. Direct-hire Egyptian engineers currently oversee all. 
technical aspects of the contractor's work and of the subprojucts. 
Additional technical inputs are needed, however, to review overall.
 
engineering strategy and to provide guidance on key technical issues. It 
is recommended that: 



10
 

-
Maintenance be made a number one priority in implementation
 
programs;
 

- Concentrate at the markaz level first to build up a
 
maintenance capacity;
 

- Provide some means of continuing technical mon .toring and
 
assistance, e.g., through AID/W TDY and contractors, spot

technical monitoring by LAD engineering staff and other
 
means, as appropriate. Solution of the wastewater problem is one
 
example of an immediate need.
 

raining
 

Over the past two years, more than 21,000 people have been trained 
:hrough the BVS project. Of these, over 4,000 ;,ere trained through
emonics-sponsored teclnical .rinn programs and 17 0, throh

rarious aT,;areness )rogrms such as village council semLlars and 
grarin nd ,-anaement Courses. 

To conclude that the numbers of ecol- to:,ned by Cheg.onics, eisner 
[irectly, or indirectly through Lhe village council through the village
:ouncil workshops using Chemnics-trained trainers, are very impressive
.s to state the obvious. Regardless of any remaining weakesses and 
hortcomLngs, Chemonics has undoubtedly done a comendable job in a 
elatively short period of tLme. Success can be found in the almost
 
nanimous Favorable reaction of government, markaz and village officials 
o training programs, especially technical training and awareness 
eminars, and the increasing number of governortes requesting more 
raining; for example, 12 covernorates are asking Chemonics for training 
ourses on environmental issues. 

Training is seen as the most critical component in an ongoing BVS 
rogram. There has been heavy turnover in village councils and village
eadership, and this wrill be a continuing phenomenon. Training has not
 
et been extended to all of the technical people .ho need it. Moreover,

raining is needed to get at serious BVS implementation weaknesses, such
 
s maintenance and sanitation and new activities such as village level
 
ccounting. There is room for improvement in existing courses as well
 
see Appendix on training).
 

The most serious problem at the moment is that the Chemonics contract
 
,ids in September 1984. ORDEV has limited capacity to organize and
 
iminister training, yet this is an essential element of the BVS activity.
 

We urge that immediate action be taken by ORDV and Chemonics to 
:;velop a plan now to transfer training administration and management
ipabilities to ORDEV over the next six months. 
The plan should contain
 
mechanism for the continuation of training, e.g., management of
 
raining through the Sakkara Center.
 



Cheonics 

Chemonics has done a job of which it can be proud. Six months remain 
in the contract and there is an opportunity for an orderly phase-out. 
Chemonics, ORDEV and USAID should come up with a plan for the phase-out 
which will effectively transfer training and information monitoring to 
ORDEV and minimize shock to the activity when Chemonics leaves. (See 
section in Overview Analyses on Chemonics, ORDEV, and USAID.) 
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V. Conclusions and Recommendations 

General: 

BVS is well on target in meeting its basic goals and purpose. It has 
activated Egypt's decentralization policy and made it a vital element of 
rural development. Beyond decentralization, BVS appears to be a viable 
approach to rural development in Egypt, stimulating local private sector
 
economic activity, including agriculture, and improving the quality of 
life. It is strengthening development institutions at the village level
 
and appears to be improving institutional performance also at the markaz
 
and governorate levels.
 

USAID has performed well. The BVS activity has overcome major problems
 
Lentified in previous evaluations and implementation appears to be
 
moring along smoothly. This is the more noteworthy in light of the 
tremendous size and score of BVS. It is the largest rural Jevelcopment 
program of its kind in the developing world. 

ORDEV '.has oerfored effectively as the coordinatiL-g bodv Md the 
gove noraLe, mar!az a-nd villa-e ]eveis 'ave resoonsded very well to the 
program. Governorates that tEnd to be lagging behind the majority tend 
also to be new to the program, although there are exceptions that may 
require special attention. 
Ohemonics, tie U.S. contractor hired to support the BVS Program with 

training, technical assistance and management and information systems, 
has done a very good job of carrying out its mandate. Its achievements 
in the training areas have been remarkable in terms of scale, scope and 
general receptivity by trainees. Clemonics also has helped BVS overcome 
important technical problems such a5 the use of more appropriate water 
pipes. The issue of elevated water tanks, the problem of road 
blacktopping and others r oorted in the engineering appendix, and it has 
produced and distributed nineteen technical manuals, mostly in Arabic. 
It has made a good start in establishing a computerized Liformation 
system although problems remain.
 

Chemonics now must move into a phaseout mode and concentrate on insuring 
that vital training, information and technical support functions continue 
after the Chemonics contract expires in September 1984. There has been 
insufficient attention given by ORDEV, Chemonics and AID to the Chemonics
 
phaseout. Lmediate action is needed in this area involving all three 
parties and the governorates. 

There is complementary interaction of other decentralization sector 
activities at the village level. They tend to be mutually supportive and 
often are seen as such by village heads. However, there is no effort yet
 
ac the local level to actively coordinate these activities and we sensed
 
that information at this level on the full range of relevant AID
 
decentralization activities was not sufficient. The new SDS Activity
 
should address this problem. 
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The questions of whether BVS should continue or what should happen in 
those governorates which are in their third and last year are questions
that the evaluation team tried to address. With respsect to the general

question of continuing the BVS activity the team has no equivocation.

The impact of BVS has been very strong and it has been very positive.

Moreover, it seems to take some time for it to register its full impact

with respect to institutional development and some governorates have been
 
in the program for only one or two years. It is our view that BVS should
 
continue in those governorates for at least a total of three years and
 
that it should be extended to those rural governorates not yet in the
 
program.
 

Third year governorates pose a different problem. In most of them, the
 
decentralization and development process is activated and local
 
institutions have been strengthened. These appears to be a keen
 
awareness and appreciation of the U.S. role and admittedly based on
 
limited feedback, we sensed an awareness at the village level chat BVS
fundLn.g 'ad a definite be;inn n and iniow-vr,- ".yending. villdes 
we visited that were in their second and third year we c:tat BVS 
should continue E': a time period that varied between t..o five years
Ln order to 'c-mletae installation of basic infrastructure. '+ile it 
was beyond our scooe to assess basic infrastructural needs in V4ilags
visited, it was clear that much remained to be done, even in third year 
villages. 

At a minimm waste water removal systems should be installed in all 
villages hiere -,round and surface water are seen as problems (see
Engineering Sector Analysis) even if this means etension beyond three 
years. Further, villages not aware of ground water and surface water
 
problems should be provided with that information, perhaps through BVS 
awareness t-aining. However, design of an adequate wastewater removal
 
system should proceed an information campaign.
 

There should be general ohaseout strategy for BVS in wiiich the GOE is a 
full partner. It probably would not be healthy to simply terminate third 
year governorates if there is nothing to replace the BVS resource flow. 
Villages will, no doubt, generate more of their own local revenues as a 
result of BVS development stimulation and local institution 
strengthening. However, some system for insuring a continue flow of
 
development resources to the village through the Popular Councils should
 
be developed. The idea of phaseout through a program of matching grants
 
on a sliding scale was brought up at a USAID debriefing. This idea has
 
rnerit. 

In addition, the Mission and ORDEV mji.ht experiment with a variety of
 
phaseout mechanisms, including a cleau and carefully monitored cutoff in
 
one or two governorates to test the will of local institutions and the
 
GOE to continue BVS type activity on a reduced scale.
 

USAID and ORDEV should determine the most effective method to continue
 
those segments of technical assistance most needed. The team offers the 
following alternatives for guidance purposes: 
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o 	 USAID provide money to ORDEV to contract locally for all the 
necessary services needed to continue BVS training, fully establish 
and maintain the information system and provide engineering support 
as needed. 

o 	 USAJID retain a few essential technical personnel from existing BVS 
support contracts to carry out these continuing responsibilities;

these personnel to be located within ORDEVE headquarters and Sakkara. 

o 	 Some combination of the above. 

USAID is better aware of the pros and cons of tiese various arrangements
than the evaluation team and certainly is in a better position to work 
out 	the final resolution. 

Finally, the success story in BVS should be exploited. BVS represents a 
model for rural developm-ent -- awakening the villages-- that could be 
important also to otner iddle eastern countries. CRDO2J and USAID should 
contemplate the possibilities.
 

Specific Sector ±,d institutional ieccmendations:
 

Tae reader is referred to the Sector and overview appendixes for a full 
renting of sector and institutional recommendations. However, there 
follows a summary of sDecific recommendations coming from each major 
analytical section:
 

Training:
 

1. USAID should ask Chemonics to work with ORDEV and prepare immediately
 
a plan for transferring BVS training capacities to ORDEV over the
 
next six months - focusing on establishing a manaement and TOT 
capacity at Salara. 

2. 	Improve the general nature of the tri .ning program, including trainee 
selection, practicality, follow-up and duration. 

3. 	Continue the ongoing process of decentralizing the training program. 

Financial Records:
 

1. 	ORDEV should spearhead a coordinated effort by each governorate to
 
review thoroughly all of its subprojects and make necessary records
 
adjustments based on actual subproject status.
 

2. 	ORDEV should develop and apply stricter policies and procedures for 
subproject amendmeits in order to prevent unwarranted changes and 
maintain accurate subproject documentation. 

3. 	CRDEV should develop new alternative measures of subproject status
 
that do not depend exclusively on financial data to gauge progress.
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4. 	 Additional technical assistance will be needed at CRDEV and at the 
governorates to develop systems and processes to correct the
 
weaknesses of record keeping now made very salient by the 
computerization. 

Engineering: 

1. 	 Concentrate the majority of technical services at the markaz level -
this means some strengthening at that level. 

2. 	 Give project-wide priority to maintenance and the delivery of 
maintenance services -- this becomes especially important as the
 
project matures. 

3. 	 Maintain appropriate levels of TA assistance after completion of the 
Chomonics contract. USAID should ask Chemonics and ORDEV for a plan, 
should male use of other kgency resources and should consider also 
some LAD staff training overseas. 

?rivate Sector !moact:
 

1. 	Take steps to encourage more contractiong at the markaz and village 
level.
 

2. 	 Study further the impact of BVS on private sector activities, 
including agriculture. There is much to be learned in this area. 

USAID aid ORDEV 

1. 	 USAID's LAD-BVS staff should focus on the transition req *'-nents of 
the project as Cheonics phases out. There should be a clear game 
plan and clear individual responsibilities for this transition. 
USAID may want to conisder short-term overseas traiing for its 
engLneering staff with emphasis on preventive maintenance. 

2. 	 USAID and ORDEV should complete for other BVS governorates the type 
of governorate profiles developed through this evaluation for ten 
governorates. This will provide a good baseline for the next 
evaluation and a good management tool. 

3. 	 ORDEV should consider how it will respond to the differential 
performance of governorates under BVS. What will it do about lagging 
governorates? 
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