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PREFACE

DAI's first involvement in rural development in Egypt
began when two senior staff reviewed the prospects fcr AID
support to decentralization, producing a report entitled

Bringing Developmental Change to Rural Egypt: A Study of
the Organization for the Reconstruction and Development of
the Egyptian Village by Donald R. Mickelwait and charles F.
Sweet EMarcE 1976). That project has since been implemented,
but DAI's interest in rural Egypt continued and the firm was

most recently asked by AID to furnish a team to review the
proposed Basic Village Services project.

DAI furnished an Arabjc-speaking team, headed by
Abdolhossain Zahedani, an engineer with a Ph.D. in economics
and more than 12 months rfield experience working in Egypt.

He was complemented by the Louis Berger International's Chief
of the Egypt Office, Steven Shepley, who has many years ex-
perience in social and economic analysis. Peter Parr and
Farouk Nasser rounded out the team.

While the original scope of work was general, relating
to the capacity of the Egyptian governmental hierarchy to
implement the projet, direction given by USAID/Cairo was
specific to three particular governorates. The team was: in-
structed to carry their inquiry to the field and to collect
and analyze data as it related to the specific circumstances
of village, district (markaz) and governorate capacity to

identify and undertake simple infrastructure improvements.
The draft report, submitted in Egypt prior to the return of

the team, was a library of information organized by the
provinces.

Comments on the draft report led to this revision, com-
pleted in the offices of DAI/Washington. Dr. Zahadeni re-
viewed the comments and, working with the staff, reorganized
the report to present a more general perspective that might
be useful to a national Basic Village Services program.

During its Su=-day assignment, the team gathered a great
deal of information in the field, relative to the planning
and implementation of the proposed program. The governorates
visited were cooperative in supplying data and arranging
visits and meetings. 1In addition, much the initial assistance
and mapping of various Egyptian agencies was provided by

PREVIOUS PAGE BLANK
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Engineer Dakroury Thabet of the Organization for the Develop-
ment of the Egyptian Villages (ORDEV). Ann Fitzchavles, Di=-
rector of the Basic Village Services program committee of
USAID/Cairo, was also very helpful.

DAI was pleased to be abl: to furnish the team and provide
the home office support that made this report possible. We
are hopeful that the project, when the design is completed and
approved, will improve the life of rural Egyptian villagers.

Donald R. Mickelwait
President
Washington, D.C.

5 February 1980
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BACKGROUND AND SCOPE OF WORK

Since 1975 the government of the Arab Republic of Egypt
(GOE) has initiated an unprecedented effort to promote decen-
tralization of the nation's administrative structure. One
aspect of this effort is to encourage decentralization of the
rural development process by giving village councils direct
responsibility for selecting, planning, implementing and man-
aging village service 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
U.S. public law 480, under which debt service requirements for
loan-financed food assistance can be waived in amounts equal to
local currency contributions of the recipient government for
rural devélopment projects, the Government of Egypt, in conjunc-
tion with USAID, is providing village development funds to the
three governorates of Sharkva, El Fayoum, and Sohag. These
funds will be allocated direci:ly to the village councils to

implament service projects chosen by the elected mewbers.

In addition to this initial pilot effort, USAID is exploring
the feasibility of making grant funds available to many other

governorates for the development of Basic Village Services (BVS),



such as potable water, village roads, and other publicly owned
infrastructure targeted on improving the quality of rural life.
The goals of the new program being contemplated are threefold:
e To finance the provision of needed services
through grants to village councils;

® To support the Government of Egypt's decentral-
ization policy; and

° To assist in the development of new capacities
for planning, designing, implementing, and
managing service systems for the rural popu-
lation in Egypt.

The BVS program is expected to phase in the governorates
selected gradually, allowing ample time to incorporate experi-
ences gained both from the PL 480 program and from those gover-
norates with early start-up dates. Three governorates have
been selected to start the program and the local officials have
been notified. Those governorates are El Beheira in Lower
Egypt, and El Minya and Kena in Upper Egypt. Of the three, El
Beheira is the most ard Kena the least developed. While the
BVS program for these governorates is still in the planning
stages, the general parameters of the proposed program have
been formulated and agreed upon between the Ministry of Local
Development and USAID.

[ 2 USAID and the Egyptian Government would agree

to a sum of money to be allocated for basic
services for the first year (LE 1l1.5 million],

° USAID and the Egyptian Government toculd agree
to a plan for allocating tha*% money to several

governorates (LE 3.5 million to each of the
three governcrates in the first year).
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o This money would be allocated by the gover-
norates to village councils for Basic Village
Services projects selected from a list agreed
on by USAID and the Government of Egypt.

) The village councils will hold the Basic Vil-
lage Services project money in their accounts
in the village banks. The village councils
will be responsible €for actually implementing
the project. This would include selecting
the contractor for bids, supervising the prog-
~ess of the project, planning for the operation
and maintenance of the project and collecting
service charges where appropriate (for example,
charges for household water connections).

] The governorates will be responsible for the
overall coordination and planning of the Basic
Village Services projects. The governorate
technical staff will assist and advise the
village councils in all technical and financial
aspects of the Basic Village Services projects.
The governorate will provide the financial mon-
itoring and accounting of the village council,
although the village councils themselves will
actually be responsible for spending the money.

° At the central level, the program will be coor~
dinated by the Ministry of Local Govermment.

Prior to f£inal approval of the proposed program in Beheira,
Minya and RKena, USAID requires information znd recommendations

regarding:

e A clear understanding of the Egyptian technical,
administrative and managerial procedures that
will permit maximum reliance on Egyptian systems
in the provision of U.S. assistance to locally
implemented infrastructure projects.

® Identification of those minimum additional require-
ments in the technical, financial and managemsznt
systems that may have to be added to permit start-
up of a U.S. assistance program to BVS.
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' X Identification of those areas of technical or
procedural/organizational weakness that may
require long-term project technical assistance
to improve overall performance and achieve
project objectives.

To obtain the required information, the U.S. Agency for
International Development employed the services of Development
Alternatives, Inc., in association with Louis Berger Interna-—
tional, Inc., to prepare an assessment of local project axe-

cution capabilities with recommendations for correcting proce-

dural managerial weaknesses identified therein.

The consultant team assembled on October 4, 1979, and, after
appropriate arrangements, fieldwork was carried out in the three

governorates designated by the USAID mission.



CONCLUSIONS AND RECOMMENDATIONS

This section provides a summary of the findings of the
field team and offers a series of recommendations designed to
enhance the picspects for a successful BVS program in Egypt.
"Success" is defined in this ipstance as the timely implemen-
tation of needed village infrastructure, and strengthening
local institutions directly invelved in all phases of project
activity. The conclusions summarized below are provided to
allow USAID to make souud judgments concerning the future scope

and directiocn of the Basic Village Services effort.

CONCLUSIONS

The Need

Actual inspection of existing village services throughout
the study area (El Beheira, El Minya and Kena Governorates),
relating particularly to availability of potable water, roads
and properly functioning irrigation canals, has clearly estab-
lished the need to upgrade, expaad and provide regular mainte-
nance to the system in place. The projects that have been
proposed are basic and represent infrastructure tanat should
have been constructed long ago. There is a large backlog of

such projects in rural Egypt. The projects proposed represert



the highest village priorities. Perhaps for this reason,
questions concerning analysis of alternative investments were

seldom raised.

For most village councils, the opportunity to spend
LE 25,000 on a project, such as a new potable water system,
is uniqu-+. The number of BVS beneficiaries is large and,
when balanced with relatively modest project costs, low cost-
per-capita ratios result. Considering the high percentage
of rural inhabitants without potable water, adequate farm-to-
market roads, and fully functional irrigation systems, the
proposed BVS program will improve the quality of life in a

permanent way.

Feasibility

The BVS program is composed of many individual potable
water, rural road, and irrigation canal cleaning projects.
Projects of this sort are commonly carried out throughout
Egypt and as such are generally unders<ood by the authorities.
As the projects are local in content and application, they are
not expected to challenge existing mores and practices or have
adverse environmental effects. It is fully expected that local
village inhabitants will cooperate in all phases of execution
and generally accept and use the benefits of the completed ef-

forts.



The material required for implementation is either avail-
able locally or can be purchased from sources inside Egypt with
minimal delay and difficulty. Some equipment may have to be
purchased abroad, but it all involves staﬂdard production items
for which the U.S. market is a suitable source. The people
needed to design and implement the projects are readily avail-

able, though perhaps not in the required numbers.

The feasibility of the BVS program as a whole will depend
largely on mobilization and coordination of government efforts,
especially at the governorate level. Assuming that projects
are promptly approved and funds are transferred to the proper
local accounts, the governorates must be prepared to assist
the village councils directly in preparation of engineering
documents, bid tendering, specifications, contracting, and the
very important functioun of ;ecuring the supply of material.

This governorate support is absolutely essential and governorate-

level BVS teams are recommended to satisfy this need.

Decentralization and Encouragement of Local Problem=Solving

Besides supplying needed infrastructure, the proposed pro-
gram, if implemented properly, will serve the real purpose of
involving local executives and decisionmakers in the develop-
ment process. By providing the means and the organizational
framework for local problem=-solving, village officials can be

expected to acguire both the motivation and the skill to help



their constituents help themselves in their pursuit of a
better life. This type of experience through doing is ex-
pected to have a positive carryover effect for future problem-

solving.

As a result of the project, markaz and governorates : .-1id
also receive an impetus toward effective management of people,
material, and equipment in support of locally selected develop~

ment projacts.

Systemization of Selection‘ Planning and Implementation
Procadures

The level of proposed BVS funding for the governorates
offers a unique opportunity for institutionalizing a common
approach to planning, implementir and managing village-level
development. Particularly since . 'S funds will be at the
disposal of the village councils witn guidance and technical
aid from the markaz and governorates staff, it can be expected
to increase the degree of cooperation between these bodies and
foster a sense of commonality of objectives. Various formats
and procedures adapted could become standard practice. A new
consciousness regarding maintenance and operation of village

infrastructure systems can develop.

Varying Degree of Preparedness Among Governorates

The three governorates studied revealed varying degrees

of preparedness to initiate and carry out to completion their



proposed BVS programs. This is expected to be the case among
other governorates. In general those governorates with the
most urgent needs for upgrading of their village infrastructure
systems seem unfortunately to be the least prepared o embark
unon a program. The technical assistance program must take
this into consideration and plané should be made to provide
more help to governorates that are deemed less crganized and

prepared to tndertake these programs.

The Role of Key Individuals

In some governorates certain individuals were identified
who could be of value to the success of the program, while in
others none could be so defined. While it is gratifying to
find enthusiastic and capable individuals (including governors),
it is important to design the procedures for implementation
of the program in a way that will minimize reliance on such
key individuals and instead will encourage the utilization of

proven management methods.!

Analytical Ability of Local Qfficisls

Few individuals are familiar with objective economic
decisionmaking based on criteria such as benefit/cost or least-

cost analyses. The proposed programs for the governorates

! 1In this regard it should be stated that a system of financial

incentives is long overdue in Egypt. A simple method of supplementing
payments te highly productive individuals must be adopted to encourage
good efforts.
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under study are based entirely on a straight allocation per
capita for all village councils, which is viewed by the local
pecple as a fair method of distributing BVS funds. The tech-
nical assistance program could encourage the use of least-cost
methods in cases where alternatives can be identified. The

use of capital-intansive methods merely on the grounds of

convenience must be discouraged.'!

1
This report contains recommendations for the use of mechanized road

grading, earth and water moving and canal cleaning equipment. The
rationale for capital investment in a "poor" country, given by all
official levals down to the village council member, is the increasing
shortage and escalating price of day labor, and the absence of a
capable work force. "Migration," both to the cities and to other
Arabic speaking oil-rich countries, is “ae most widaly cited cause.
This study did not address the question of the appropriate level of
capital intensiveness, lwaving this issue for those with far more
time. See, for aexample, the documentation on this point in Further
Mechanization of Egyptian Agriculture, a report to the Regional
Operations Division, Agency for International Development, by ERA 2000,
Inc., Gaithersburg, Md., April 1979.




MAJOR RECOMMENDATIONS

Program Time Span

It is strongly recommended that a prolonged time frame
be adopted for the BVS program, taking into consideration the
limited abilities for planning and implementation of infra-
structure systems in the rural areas of Egypt. In the three
governorates under study, efforts in support of BVS have
resulted in a general awareness of program possibilities and
implementation and funding procedures on the part of local
officials. A propcsed program for each of the governorates
has been discussed and documented in considerable detail.

The general descriptions of the governorate programs are set
forth in Annex A and the details have been provided in files

to USAID/Cairo for future translation and tabulation as may

be required. However, even within these three governorates,
there remains much to be accomplished in the areas of project
management organization, activity coordination and the develop-
ment of planning skills required, as well as for protection

of investments through regular maintenance once projects have

been completed.!

1 It is desirable to inform the additional governorates immediately

after their selection for the program, along with the date when
their program proposal may need to be submitted for examination.



It is unlikely that the governorates will complete their
programs within a year from initiation. 1In the “hree gover-
noratas under study, a two- to three-year time frame seemed
adequata and should be used. New governorates should begin
their programs only after positive achievements of the initial
governorates have been established and program safequards

adopted.

USAID Leverage

USAID/Cairo should be able to exercise some funding lev-
erage in the governorates (perhaps by phased disbursements)
to ensure that all available technical and administrative
resources at various levels are mobilized for a sucnessful
BVS program. Funding levels under consideration represent
substantial contributions to infrastructure expenditures and
will not be taken lightly. Competition among governcrates
for these funds in provision of organization and technical

expertise to the program can be encouraged.

Technical Assistance

Institutional development and standardization of the
development process involving many disparate government agencies
and organizavions requires a commonality of approach. It is
recommended that a consultant be engaged to work in Cairo to

provide training and technical assistance to BVS teams from



various governorates in order to provide essential standard-
ization for the project. The BVS team for each governorate
should consist of a few czpable individuals selected by the
governor and directly résponsible to him. Each BVS team

would provide the following services to their program:

®  Coordinatioii of the technical and management
inputs;
o Acsistance in reviewing engineering design

work and provision of supplementary inputs
as required,

o Assistance in the preparation of project
bid tender specifications and ensurance of

compatibility of procurement procedures;

o Assistance in institutionalizing standard
documentation for project identification
and execution (described in Annex B);

[ Assistance to governmorates in establishing
efficient workshop layouts and equipment
maintenance procedures, including those for
preventive maintenance and overhaul of pro-
posed new and existing equipment;

[ Assistance in preparing environmental impact
statements for BVS projects;

) Monitoring of all phases of program executior,
including but not limited to bid tendering,
specifications, contracting, awards, project
implementation and funding disbursements and
furnishing of periodic reports to the gover-
nors, ORDEV, and USAID;

o Establishing a data bank at governorate level,
consisting of basic local economic and project
cost data for use in future planning; and

° Providing training to the Planning and Follow-
Up staff in simple techniques of project eval-
uation and monitoring and use of concepts for
standardized planning and management controls
of prcjects,
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The tfaining of BVS teams would consist of formal lectures,
seminars and quidancs in practical on-the-job experience. The
BVS teams and Cairo-based expatriate consultant would maintain
regular contact and would meet as often as necessary to iron

out problems. Details of the training program for BVS teams

are presented in Annex B.
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CHAPTER ONE

VILLAGE INFRASTRUCTURE IN EGYPT

The Arab Republic of Egypt is divided into 1l governorates
(provinces). Each governorate is further divided into markaz
(districts) and village councils. Each village council unit
consists of several villages and their attachments (satellites).
An executive council manages the public affairs of each village
council unit under the guidance and supervision of the elected
council, which is chosen by direct elections. One of the respon-
sibilities of the executive council is the management and op-

eration of public service facilities.

The most important public services are the provision of
potable water and inter- and intravillage roads. Electricity
is being provided to increasing numbers of villages and at-
tachments from the main grid. Telephone service is limited to
a few local government offices and homes. Public latrines are
established in some areas, but in general there is no provision

for sewerage systems.

The BVS program under consideration leaves the setting of
priorities for infrastructure work to the village councils.
The programs of the three governorates studied are fermulated
on the basis of these priorities. The finalized governorate

programs demonstrate that the highest priority by far is
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assigned to further development of potable water supplies,
expansion and rehabilitation of village roads, and to provi-
sion for proper and ragular maintenance of farm irrigation
canals. A brief discussion of the general condition of these

infrastructure systems will provide useful background.

POTABLE WATER SUPPLY

According to the 1976 national census, 62 percent of the
rural population had no access to piped drinking water. In
areas with such facilities, water is available from public
taps that are spread throughout the villdge's main streets.

The typical system where groundwater is used consists of a
well of up to 65 meters in gepth with steel casing of 8 to

10 inches diameter, pumps, pump housing, storage towers and
pipes, valves and taps. When surface water is used, filtra-~
tion plants are located at the source and either elevated
towers or boosters are used to create the necessary pressure.
Village water systems are designed in accordance with external-
ly prepared standards, which are adapted to specific work sites
with minor modifications to suit local conditions. Most of

the existing prime movers are diesel units, which are being
gradually replaced by <lettric motors as the rural electri-

fication network is extended. The typical system serving up
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to 10,000 people used to cost LE 10,000 in 1960, while today

its costs approximately LE 25,000,

In general the potable water system of the village is
operated by the village executive council and maintained by
the markaz maintenance group. The maintenance is often not
performed satisfactorily, which results in many breakdowns
and service interruptions. Many elevated tanks are left
unused, broken taps are not repaired promptly, and long noisy

lines at working taps are common.

In Upper Egypt, wells are the main source of potable water.
However, several provinces in need of water have difficulty
with excessive mineral content. Facilities for removal of
common minerals of manganese and iron are expensive and often
unreliable. Wells that are close to one another may have dif-
fering groundwater quality. It is necessary to map the ground-
water resources and attempt to construct new wells wherever

possible in zohes of low groundwater mineral content.

The construction of new water systems is a high priority
for the rural inhabitants. When asked to rank the importance
of more reliable village-to-market roads or potable water,
many inhabitants opt for the latter. The construction of new

systems is broken into four separate contracts consisting of:
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o Well digging;

o Building pump housing and storage towers;

e Installing pipes, vzlves and taps; and

' 2 Installing pumps, prime movers, switch boxes

and transformers.

Wells are dug entirely by hand. There are drilling ri.s
operating in the provinces, but they are cumbersome and dif-
ficult to maneuver to the work sites and expensive to operate.
Manual well digging is reliable and there are many with the
necessary skills. Under current conditions, the most time-
consuming elements in tha construction of the systems will be

the securing of pipés, pumps and prime novers.

VILLAGE ROADS

The Nile Valley is narrow and nearly all rural life in
Egypt is within its walls. Most Egyptian villages are located
within a few kilometers of the main pavad roads. The typical
village road is less than two kilome=ers long, about five meters
wide, and some 50 centimeters above the surrounding fields. It
is constructed over traditional paths by dumping and compacting
dirt to elevate the bed. The dirt must be transported from
outside the farming lands and represents an important input.

The terrain is flat and there is minimum requirement for grading.
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With no rain in Upper Egypt, the maintenance problems seem
ty be minimal, but in the delta with winter rains, it is neces-
sary to top all roads with a layer of graded gravel at least
15 cm. thick after vrolling to assure all weather usability.
There has been a strong push in recent years for mechanical
maintenance of the networks. With rising wage rates for common
labor, village councils are asking for mechanization of road

maintenance to keep the available labor force on the land.

FARM CANALS AND DRAINS

The responsibility of maintaining the large network of
main canals aid 2iains rests with the 'Ministry of Irrigation.
However, the thousands of kilometers of farm canals and drains
are the responsibility of the local government units, including
requirements for cleaning and regular grass cutting. The
canals are dried in January and February, and the cleaning is
performed by hand. The grass cutting is carried out during
the irrigation season in June and July. Manual cleaning of
canals is difficult work, requiring the luborer to stand in
soft mud up to his knees collecting debris by hand and tossing
it over the edge. At present there are apparently substantial
difficulties in finding enough labor to perform this slow task

at LE 1.50 per day.
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Many canals and drains are poorly maintained, owing to
this labor shortage. The local people emphasize the crucial
role of canal cleaning for sufficient and efficient irrigation.
As a result thore is a rapid trend toward mechanical cleaning
uéing "Power Arm" backhoes attached to heavy farm tractors.

A comparative study of canal cleaning costs using manual and
mechanical methods is presented in Annex A under the proposed

BVS program for Beheira.

In general all the infrastructure systems in Egypt suffer
from lack of adequate maintenance. This is also true for the
equipment that is to be used. Chapter Two discusses the prob-
lems of maintenance extensively, and indicates that the problem
is complex and often not the result of lack of facilities or
personnel. Several sections of Annex B address the maintenance
problems and suggest procedures and equipment -necessary to
greatly improve the current condition and to provide adequately
for the proper maintenance of the facilities that will be con-

structed under the BVS program.
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CHAPTER TWO

TECHNICAL AND ADMINISTRATIVE CAPABILITIES AT THE
- GOVERNORATE, MARKAZ AND VILLAGE COUNCIL LEVELS

INTROL"CTION

The chapter provides the basic information and data col-
lected and analyzed by the DAI/Louis Berger team from the three
governorates of El Beheira, El Minya, and Kena. It focuses on
assessing the capability of technical personnel and existing
administrative arrangements to identify, plan, and implement
village infrastructure projects similar to those that have
been proposed (see Annex A). The material was developed through
field interviews in the governorates, markaz units and villages,
inspection of documentation of previously completed projects,
examination of workshops and facilities, and visits to projects
under construction and those that have been completed in pre-
vious years. Current procedures for project planning and exe-
cution were examined by tracing the histories of prior projects

and through extensive discussions with the officials involved.

The examination of staffing patterns, personnel assigned
to the organizations involved, and past history of performance
with the various categories of projects to be funded under
BVS, has made possible informed judgments concerning technical

capabilities at all levels, and related predictions of probable
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success for the program. Judgments of this nature are conjec-
tural at best, as there are infinite numbers of variables that
could affect performance in any given period of time. One key
variable that will.affect the spead 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 that will place additional demands on limited staff
time. In assessing capabilities and needs, an effort has been
made to determine the total magnitude of input requirements for
both BVS and non-BVS projects, in order to arrive at the best
estimates of likely implementation period$ ;nd.supplemental
staff demands that BVS will place on local government project

management.

In addition to determii ing numbers, categories and tech-
nical ability of local personnel who will be involved in various
phases of BVS, particular emphasis has been givan to examining
the quality of the overall system for management and coordi-
nation of village-level projects that is currently in place
(1f it exists) in the various governorates studied. This
aspect of local development is, perhaps, the most critical to
successful program execution and the realistic assessment of

general capabilities.

The cask of planning and implementing village infrastruc-
tures such as those being considered under BVS is now being

carried out by different groups in each of the three governorates
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studied, and with different degrees of success. Among the
three governorates, Beheira represents the most organized
and best prepared to carry out the task, while Kena is
assessed as far less prepared to handle the program. 'Minya

falls between the two.

Governorate-Level Planning and Implementation Capabilities

Planning and Follow-Up

The planning and follow~-up function, to the extent that
it is performed, is the responsibility of the Planning and

Follow-Up Unit and ORDEV in Beheira Governorate.

The Planning and Follow-Up Unit consists of 16 personnel,
including draftsmen and typists. The head is a graduate of
the Faculty of Arts and Science and has an institutional di-
ploma in river transport economics. In addition, there is
another university graduate in arts and sciences, one civil
engineer, three agronomists ané four financial analysts. None
of these personnel have training or experience in project
identification and planning. The only criteria currently used
in ranking projects are cost per beneficiary and numbers of
people served. This information is largely furnished by the
village councils. No objective criteria of project worth such
as benefit/c.ct and internal rate of return analysis are used

or understood. As the Planning and Follow-Up Unit reports
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directly to the Governor, the coordination role of this orga-
nization is important and considerable. It collacts all proj-
ect progress reports submitted by the village councils, con-
ducts periodic site visits to verify the accuracy of reported
information, and flags project management problems for the
Governor's attention during the biweekly meetings of the markaz
chairmen and the monthly meetings of the village council chair-

nen.

Project documentation, consisting of a brief description,
estimated unit costs, total project cost, numbers of benefi-
claries, related engineering drawings and specifications, and
construction contracts, was found to be intact for previously
completed projects. There is no standardization of these
documents, and files tend to vary in content from project to

project.

Projects are planned on an ad hoe basis. At the time of
project identification and selection, it is not known precisely
which organization and personnel will be responsible for prep-

aration of the technical engineering work.

These responsibilities are clarified after project approval
when the Governor examines requirements and makes assignments

during the goveir.orate level general meeting.

In additior to the principal role of coordinating thé moni-

toring perform:d by the Planning and Follow-Up Unit, the ORDEV
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also makes some input to project monitoring. Interviews with
senior personnel of ORDEV were held at the governorate level
to ascertain their current role in planning and execution of
village development projects. ORDEV in Beheira is organized

along the lines of Figure 1.
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FIGURE 1

ORGANIGRAM OF ORDEV IN BEHEIRA GOVERNORATE
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Since its creation in 1973, ORDEV in Beheira has concen-
trated most of its efforts on providing guidance and support
to villages for their income-producing projects financed by
ORDEV at the central level. For chis category of projects,
there is no present capacity for project evaluation and iden-
tification based upon commonly accepted criteria of market
demand analysis using econometric models, benefit/cost, and
internal rate of return analysis. Criteria commoi.ly used in
project selection are cost per beneficiary at the village
level, and very rough estimates of annual costs and revenues.
ORDEV is aware of these deficiencies and is sending one of
its senior officials to participate in the AID~financed partic-
ipant training programs under the auspices of the Blue Grass

Consortium in Kentucky.

There is little technical assistance that ORDEV can provide
at the present time to village councils in the execution of
proposed BVS-—financed infrastructure projects. The Construction
Development Section, under which this activity would fall when
and if approved, is staffed with only three engineers, one
draftsman and three agronomists. Most of the services provided
by these personnel are devoted to the income-producing projects,
and there is little if any reserve capacity for assistance in

the implementation of the infrastructure projects.

ORDEV currently acts as a liaison between the villages and

the various technical offices of the governorate and will most
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liltely be able to provide only this type of coordination as-
sistance in the foreseeable future, until the Construction
Division is upgraded in both numbers and quality of personnel.
Villages will rely primarily on the markaz and governorate

for back-up technical assistance for projects funded under
the first LE 3.5 million of BVS funds. In addition ORDEV
prepares physical plans for the village and is able to provide

scme environmental impact assessments.

Technical Support

The three major organizations at the governorate level
in Beheira that will be directly involved in providing back-up
engineering services to the village councils for BVS are the
Roads and Bridges Department, the Water and Sewerage Unit of
the Housing Department, and to a lesser extent, the Irrigation
Department. The Roads and Bridges units of the governorate
and markaz are responsible for preparing designs, technical
specifications, tenders documents and construction supervision
and maintenance assistance to the village councils in execution
of road projects. The Water and Sewerage Unit will provide
similar assistance for the potable water projects. The Ir-
rigation Department has responsibility for maintaining and
operating the majur irrigation canal systems and will prepare
specifications and manage procurements of the proposed canal

maintenance equipment for 3VS funding.
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The Roads and Bridges

department is headed by a technician with long experience

(graduated from technical high school in 1943) and assisted

by a deputy with similar qualifications.

The department

has only one graduate engineer (1968) heading the projects

sections, and remaining staff are technicians and laborers

as shown in the organigram in Figure 2.

FIGURE 2

BEHEIRA ROADS AND BRIDGES DEPARTMENT ORGANIZATION
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During the past three years, the Roads and Bridges Depart-
ment has designed, executed and supervised execution of the

projects shown in Table 1.

The roads were designed by the Central Roads and Bridges

Authority in Cairo.

Table 2 shows the current inventory of construction and
maintenance equipment belonging to the Beheira Roads and Bridges

Department.

TABLE 1
BEHEIRA ROADS PROJECTS 1977-1979

l. Projects Performed by Governorate Roads and Bridges Unit

Cost Area % Com-
Year Type of Work Place LE Langth Coverad plete
(Pavement of City Itay El Barud 14,672 4 8000 m2 100%
{(Roads
E " Kom Hamada 12,000 2 4200 mz "
( " Abu Homos 12,003 2 4200 mz "
1977 ( i 5
( * El Delengat 12,006 2 4060 m "
( " Edkou 4,470 3 3400 m2 "
-
E " Mahmoudia 5,718 2 4260 m” "
2
( " Hogh Isa 28,667 7 14Q00 m2 "
E " Abu Matamir 23,928 5 9970 mz »
( " Rahmania 19,505 4 7600 mz "
1978 ( 2
( " Edkou 15,304 3 3830 m "
(. " Mahmoudia 41,000 8 16000 m> "
((4 meters of shoul-
1979 (ders: gravel and 465,000 42 - "

(bituminocus surface
84
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2. Projects Designed with Assistance from the Central Roads

and Bridges Authority in Cairo and Executed by Contract;

Construction Supervision Provided by the Governorate Roads

and Bridges Department

Area $ Com~
Year Type of Work Place Cost Covered plete
1977 Resurfacing Dessouk 190.536 15 km 100%
Arab Contractors Shubra Khit
1978 Pavement &rab Aly Maher 282,265 9 km "
Contractors Road
1979 Construction Abu Matamir 107.127 1.8 km "

Constr. Nile Rd.

Construction Co.

3. Asphalt Roads Currently Under

Construction by Contract;

Supervision by the Alexandria

anc Beheira Roads and Bridges

Departments
Year Cost
Started Place - LE Q00's Contractor Length Complete
July Kafr E1 Dawar - 1,180 Nile Road Co. 15 km 5 km
1976 Abou Homos
July Damanhour - 1,200 " 19 km 8.5 knm
1976 Abou Homos
Jan. Zarkun Halk 2,000 " 27 km 16.2 km
1977 El Gamal - Kafr

Ramanya - Kafr Ronim
Jan. Mahmoudia - 1,400 " 22 knm 22 km
1977 Ramanya
Jan. Damanhour - 600 Nasr Const. Co. 18 km 1.8 km
1979 Mahmoudia
Jan. Damanhour =~ 800 " 24 km 2.4 ka
1979 Hoshisa
Jan. Kafr El1 Dawar - 1,600 Nile Co. for 38 km 12.9 km
1979 Miniat E1 Said Desert Roads
Jan. Alexandria - 1,240 " 39 knm R
1979 Rashid
Jan. Damanhour - 2,500 Sami Saad Co. 39 km 0
1979 Kafr El Zayat
12,720 241 km 68.8 km




TABLE 2

ROAD CONSTRUCTION AND MAINTENANCE EQUIPMENT IN BEHEIRA

Construction Eguigmont

Asphalt Mixing Plant

Asphalt Boiler

Asphalt Tank Y4 tan

Asphalt Tank 3 bls

Asphalt Finisher 2.5 m

Steel Roller 2 wheels 6/8 ton
Steel Roller 3 wheels 6/8 ton
Grader Russian

Tipper Rumanian

Tipper Japanese

Water Tank 6 m3

Tractor 65 HP

Loader 1l m3

Road Maintenance Equipment

Grader
Water Tank Truck
Tractor

Trailer

Operational Status %

No.

1 50
2 50
1 50
2 50
1 75
2 65
1 as
2 50
2 50
4 75
1 60
1 5s
1 80
1 50
1 50
1 50
1 50
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The governor stated that expanding the rural road network
in Beheira is the top priority expressed by the village councils
and that special efforts are being made to address this need.
This was confirmed 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 capacity to execute

new projects and maintain the existing and expanded network.

Through a recently enacted user tax on locally registered
vehicles, revenues are being collected according to the fol-

lowing annual tariffs permitted under law:

Taxis : 5% of assessed ad valorem
Lorries : 1l LE per Annum
Trailers : 2 LE per Annum

Revenues collected in 1979 amount to LE 700,000 and are
expected to equal this amount in year 1980 and annually there-
after. 1In addition, LE 200,000 were raised in 1979 through a
special levy of LE 20 per feddan on prime village land. These
revenues are being used to pay salaries of 34 recently recruited
technicians/equipment operators, and in addition 73 laborers and

nine graduate engineers now being recruited.

Procurement is currently undex way for the new equipment

listed in Table 3.
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TABLE 3

ADDITIONAL ROAD CONSTRUCTION EQUIPMENT
BEING PROCURED IN BEHEIRA

Quantity Equipment Estimated LE

1 Integrated asphalt mixing plant,

output 60 t/hr., imported 200,000

Graders 45.000

Apparatus for spreading out asphalt,

width 3 metars, with two flexible 90,000

covers
6 dump trucka 15 tonslocad 150,000
3 Iron crushers, 3 wheels, 12 tons 60,000
1 Iron shaking crusher, 1Q/2Q tons 45,000
1 Double digging crusher lo,000
1 Rubber crusher, 8 wheels 25,000
1 Tractor for transportation of equip-~-

ment 65,000
3 Agricultural trw.~tors 65 HP 189,000
2 Lorries (wagon 1 m3) 80,000
1 Bulldozer 80,000
3 Trailers, surrace 24 m3 15,000
1 Trailer with benzene tank, cap. 6000 1lt. 6,000
3 Asphalt sprinklers, 7 bls, on rubber

wheels 14.000
2 Sprinkler cistern trucks, cap. 6 m3 34,000
3 Pick vp trucks, 1,5 ton 18,000
2 Water machines moving on rubber wheels 2,000
1 Taest laboratory 5,000
1 Electrical welding workshop 2,000

Egquipment Related to Bridges Works
3

Concrete mixer ¥ m 0,400
Machanical shaker 4,000

Total 968,400
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The rural road network in Beheira is not adequately main-
tained. The high incidence of rainfall in winter, together
with frequent high velocity winds, causes considerable bed
erosion, washboarding and washouts. At present, nearly all
the maintenance performed is labor intensive. One laborer
can perform needed spot maintenance on approximately one
kilometer per year. This is done by hauling dirt and gravel
on the backs of draft animals and filling in washouts and
gullies by pick and shovel. As there is no soil compaction
or grading used in the process, fills are temporary at best
and usually require refilling after each rain or wind storm.
Figure 2 shows a total of 1,342 laborers and foremen in the
Roads and Bridges Department, distributed throughout the 12
markaz of the governorate. This is barely adequate to perform
rudimentary maintenance on the existing 1,550 km. of existing
dirt roads, and is insufficiaznt to prevent gradual degradation
of the existing network; this level of maintenance is totally
inadequate for the proposed new additions under BVS. As labor
availability is declining rapidly because of recent migratory
trends, capital-intensive maintenance methods would appear to

be needed to solve this growing problem.

The engineering documents for completed and ongoing proj-
ects prepared by the Roads and Bridges Department personnel

and those prepared by temporarily recruited external engineeriné
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personnel were found to be complete and technically sound.

The following technical material was specifically examined:

® Weights and measures;

 J Detailed section drawings;
L D Stress factors;

® Bills of quantities;

o Special preparation procedures (e.gq., precast
concrete, prestressed concrete);

' ] Scheduled activity diagrams for proposed
construction plans; and

o Bid. tender documents.

The governorate reported that the road consiruction ca-
pacity of the Roads and Bridges Department is 40 km. of
asphalted or 90 km. of unpaved roads per year. A rough calcu-
lation of total dirt road construction capacity of the Beheira
Roads and Bridges Department was made from basic productivity
data. The department can reportedly move 60 MT. of earth per
hour using a combination of labor- and capital-intensive
methods. After procurement of the additional equipment listed
in Table 3, productivity should increase to 100 MT. per hour.
Minimum construction time for the 400 km. BVS road program, as-
suming all resources of the Roads and Bridges Department are

committed to BVS construction, is therefore calculated as:
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400 km x 1000 meters x 0.50 m x 6 +
100 + 1.60 (specific gravity of road construction
material) = 7,500 hours, or 7,500 + 6 (working
hours/day) + 280 (working day/year) = 4.46 years.

As the majority of the Beheira Roads and Bridges Depart-
ment capacity shall be assigned to the paving of city streets
and rural network maintenance during the period of BVS imple-
mentation, it is expected that most proposed new road construc-
tion will be implemented by contract. This assumption was

confirmed during meetings with the governor.

The Water and Sewerage Unit and Abou Homos Water Plant.
Most of the technical design and engineering work for village-
level potable water systems is prepared by the Water and Sewer-
age Unit of the Beheira Housing Department. This organizational
unit is now staffed by 13 graduate engineers, who prepare de-
signs, drawings and specifications from standarc! plans prepared

by the Cenctral Water Authority in Cairo.

The histories of several projects were traced from incep-
tion to completion and various files, drawings, specifications
and tenders were reviewed. One completed project at the village
‘of Zbieda, 12 km. from Itay El Barud and 45 km. from Damanhour,
was inspected. The engineering work was found to be complete,

and the finished project was of satisfactory professional

quality.

The Organization of the Water and Sewerage Unit is shown

in Figure 3.
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FIGURE 3

ORGANIGRAM OF THE WATER AND SEWERAGE
UNIT OF THE BEHEIRA HOUSING DEPARTMENT
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Sewverage Water Potable Watar
Section Section

l2 engineers with
B.Sc.E., § years
experience
Salary range to
80 LE/month

28 assistant engineers

Kom Hamada
Markaz

It is responsible for water system designs and construction
supervision. The Water and Sewerage Unit is currently oper-
ating and maintains 80 potable water systems in the southern

sector of the governorate.

In addition, the Abou Homos Water Treatment Plant has
extensive professional engineering capability, which is used
by the governor in potable water system design, construc-
tion supervision and system maintenance. The Abou Homos Water
Treatment Plant currently serves 70 percent of the population

of Beheira. 1Its organization is set forth in Figure 4.
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ORGANIZATION OF THE ABOU lIOMOS WATER TREATMENT PLANT
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The engineering designs and specifications prepared by the
Water and Sewerage Unit and the Abou Homos Plant were reviewed
and found to be of adequate professional quality and complete-
ness to provide sufficient technical support to village councils.
As the level of funding for this activity is a modest LE 300,000,
and involves mainly extension of existing networks, there is
no need to recruit outside technical personnel for design and

supervision of the proposed BVS water program in Beheira.

A review of the documentation and history of previously
completed projects revealed that files are complete and well
organized. The projects inspected were in good condition and

operating.

The existing potable water system was generally found to
be adequately maintained. In some areas, particularly in the
southern part of the governorate served by the 80 wells under
the sup=2-v-sion of the Water and Sewerage Unit, some faucets

and pipes were found to be leaking.

Irrigation Department. The primary task of the Irrigation
Department is to design and maintain the hundreds of kilometers
of primary and secondary canals serving the 700,000 feddans of
El Beheira (one-tenth of the total cultivated land area in
Lgypt). The department is currently understaffed and overworked
in relation to its primary responsibilities. A skeletal orga-

nization of the Irrigation Department is shown in Figure 5.
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FIGURE 5

ORGANIZATION OF THE BEHEIRA IRRIGATION

DEPARTMENT
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The role of the department in the BVS program will be to
prepare bid tender specifications for the procurement of
proposed canal maintenance equipment. The department has ex-
perience in procuring similar types of equipment and has

actually procured some of the types scheduled for purchase.

As the department staffs are already preoccupied with
their primary duties, no assistance can be provided for equip-
ment maintenance. This will have to be parformed by the markaz
and village maintenance personnel in various private sector
workshops. These facilities appear to be adequate for routine
maintenance of engines, but specialized facilities will be
required for maintenance of the hydraulic systems and major

overhauls.

Markaz-Level Planning and Implementation Capabilities

The markaz administrative unit has traditionally been
actively involved in the planning and execution of projects in
its jurisdiction. With the promulgation of Decree Laws 52 of
1975 and 43 of 1979, there has been a clear direction of policy
toward administrative and fiscal decentralization to the village
level. Beheira Governorate and village-level officials have
taken substantial measures to implement the provisions and
spirit of the law as decentralization has proceeded at a rapid

pace.
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During site interviews with markaz officials, it was
observed that markaz administrations within the governorate
have relegated some of their previously exercised responsibil-
ities to the village councils. According to officials contacted,
the markaz currently provides backup technical support to vil-
lage councils and monitors progress as required for successful
project planning and execution, but does not directly supervise
the councils. 1In fiscal affairs, the only vestigial authority
retained by the markaz is approval of village-level contracts

exceeding LE 5,000.

The role of the markaz, then, is one of coordinating
technical support and monitoring progress. Village councils
enjoy the same degree 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.
Village officials state that they submit their lists of BVS
projects directly to the governorate, and an information copy

to the markaz.

Villages now have the authority to communicate directly
with the governorate on all administrative and technical matters.
In Beaeira, this authority is widely exercised by the village
councils. The markaz officials contacted stated categorically

that they had no authority to alter project proposals prepared
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by the village councils. 1In 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.

The markaz is generally endowes with a high degree of
engineering and technical skills for providing technical sup-
port to village projects, but there is some limitation on the
degree and level of support that can be provided from markaz
units as they are understaffed and allocate a large proportion
of staff time to technical servicing of projects in the towns
where the markaz offices are located, and in markaz area proj-
ects. Organizationally, the markaz usually has a full range
of service offices in the various infrastructure areas, similar
to those of the governorate hut on a smaller scale. The basic

organization of the markaz is shown in Figure 6.

The villages will probably have to rely on the governorzte
technical offices for some of the external technical support
required for BVS-funded projects. Typically, the markaz in
Beheira have five or six mechanical and civil engineers. 1In
addition technical personnel are assigned by the Roads and
Bridges Department, Water and Sewerage Unit and the Abou Homos
Water Plant to provide assistance in engineering designs and
maintenance. These externally provided personnel are listed

in Table 4.
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FIGURE 6

MARKAZ ORGANIZATIONAL STRUCTURE IN BEHEIRA

Chairman

ORDEV e e

Elected
Council
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Unit

Unit

‘Administration Unit

Financial Affairs Unit




Markaz
Rashead
Kafr E1
Dawar

Abu Matamir

Mahmoudia

Abou Homos

Hosh Isa
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Itay El-

Barud

Xom Hamada
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TABLE 4

ADDITIONAL TECHNICAL MARKAZ PERSONNEL

Roads and Bridgas

1l tahnician, 1 fore-
man, 70 laborers

1l technician, 22
foremen, 82 laborers

1 techanician, 16
foremen, 61 laborers

1l tachnician, 10
foreman, 49 laborers

1l technician, 21
foremen, 146 laboraers

1 technician, 123
foremen, 32 laborers

1l technician, 15
foremen, 32 laborers

1l technician, 18
foremen, 135 laborars

1l technician, 5
foremen, 54 laborers

1l technician, 32
foremen, 234 laborers

1l technician, 38
foremen, 250 laborers

a

Water and
Sawarage

Abou Homos Plant

10 engineers
26 tachnicians
243 laborers

a

technicians
laborers

technicians
laborers

technicians
laborers

engineer
technicians
laborers

tachnicians
laborers

technicians
laborers

eng., 6 tech?

laborers

eng., 3 tech?

laborers

tech.,
laborers

Technical assistance and maintenance for water systems in Rasheed Markaz
is provided by the Fawwa Water Plant in Kafr El Sheikh Governorate.

As

this governorate was not visited, the extent of water system personnel
availability is not known.

b

c

d

The workshop at Kom El Akhdar se.ves the Hosh Isa and Abou Matamir Markaz.
The workshnp at Damanhour serves the Damanhour arnd Mahmoudia Markaz.

The workshop at Lacane serves the Shubrakhit and Ramanya Markaz.
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Markaz chairmen are involved extensively in monitoring
project progress as they participate in governorate-level
meetings and hold biweekly meetings of village council chair-

men and flag implementation problems for higher level attention.

At the present time there are no accepted criteria for
project ranking and evaluation, such as benefit/cost and
internal rate of return analysis employed by markaz person-

nel in project planning.

Village-Level Planning and Implementation Capabilities

Several village council areas in Beheira Governorate were
visited, and officials of the village executive and elected

councils participated in extensive discussions.

There are 62 village council areas within the governorate.
All currently have functioning councils and operative wvillage
banks. The villages are divided into two basic categories

according to the level of services currently available.

Category I, including 26 council areas having a complete

range of services (education units, social affairs units, health

units, agricultural and animal production units), includes:
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El Negila Kom Zamhran
Kishn Sheist El1 Anaam
Dawad Hosny Shabour

Nabira Mehallet Beishura

Mehallet El Amir

Saf. El Hareiya

El Kom El Akhdar El Wafaya
Manya Sidi Razi
Zawiyat Rahzel El Brigaat
Monshaad Damisna Tobayba

El Dahrya Armania

Dest El Asraf Nekla El Reneb
Sharnub Aizab Defshu

Mehallet Franawi

Category II, including 36 council areas, has functicnning

Kom Sherik

village councils but not a full range of services so far:

Desouynis Omdinar Batrous Zahran
Kom El Kanater Anemrya El Sahel
Zawiyat Sakr Dayrout Saft El Enab
Lacana Rom El1l Birket Morcos
El Omarat Rafr Boulil

Altoud Al Rardoud

El Rhatartyba Sanour

Nadiba Besentouai

Samokhrad Al Masin

Balkatr Al Gharbiya Menshaad Bouli

¥om Al Farag Edfina

disheir Warket

Kom Baneit Abu Kir Bouait

Rafr Dawud El Abaidya El Gedida

Abu Sheikh Hof Aridan

Birket Rataas

Kom El Nasr

All villages surveyed were organized according to Figure 7,
and the governor stated that villages not surveyed are similar-

ly organized.
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FIGURE 7

ORGANIZATIONAL OF VILLAGE EXECUTIVE COUNCIL
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The duties and responsibilities of the various village

organizational units are described briefly below.

The Chairman. Directs implementation of all village-
level projects and supervises the general planning effort.
Presides over biweekly council meetings, arranges for tech-
nical support when required, and manages the planning and
technical support of projects approved by the elected village
council. Approves general administrative and technical plans
for proposed development projects and formally presents annual

development plan to the governorate.

The Engineering Division. Issues building permits and
business licenses and is responsible for maintaining building

facilities.

The Economic Development Division. Develops a list of
proposals for income-producing projects and exercises implemen-
tation authority over those projects. Maintains status records
and financial records for each of the approved projects. Pro-
vides for regular ongoing evaluation of income-producing proj-

ects and prepares progress reports,

The Village Secretary. Coordinates activities of various

council technical units and maintains records.

The Service Unit. Prepares project designs and technical
specifications. Responsible for site selection and implemen-

tation supervision of infrastructure projects, since villages
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councils have no professional engineering personnel at

present.

The Secretariat. Schedules committee meetings, notifies
members, keeps minutes of meetings and maintains current orga-

nization charts.

The Finaneial Affairs Divieton. Maintains all village
accounts according to legal and fiscal requirements, maintains
disbursement ané income records and inventories, prepares
balance sheets and books and maintains village financial rec-

ords. Prepares budgets.

The Persomnel Divigion. Prepares budget for salaries,
administers social insurance program, and maintains personnel

files.

The Administrative Division. Determines office space and
equipment requirements, provides cleaning, telephone service

and general facilities security.

In the villages surveyed, key officials of the executive
and elected councils were interviewed collectively and indi-
vidually. There appeared to be a close working relationship
between the executive and political decisionmakers, as both
sides offered identical views and understandings of the BVS
program, funding levels available to the village council area

and development priorities to be financed by BVS. Council
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offices were clean and orderly, and all had comprehensive
wall-mounted charts showing some basic economic data for 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
the major financial records, balance sheets and current status
of all accounts. The banking offices were neat, with accounting

records maintained and displayed in an orderly fashion.

Interviews went into detail about the project identification
and approval process, and a number of points emerged that should

be highlighted.

Village councils in Beheira are familiar with the BVS pro-
gram. The governorate has informed all village councils of
the nature of the proposed AID project. In Beheira, the gover-
nor held a meeting of all village council chairmen and briefed
them. This was followed by a formal letter requesting that
each counéil submit a list of prioxity infrastructure projects,
and giving guidelines for unit costing. General project pri-
orities established by the governorate included canal mainte-
nance, road maintenance and new construction, potable water
systems and biogas facilities. Starting from the governorate's
mandated guidelines, the village executive councils drew up

a list of proposed projects for the review and approval of the
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elected councils. It appears that the elected councils
generally accepted without change the lists drawn up by the

village executive councils.

While the village councils were not given the option of
selecting projects outside the parameters of the general
priorities mandated by the governorate, they were granted the
latitude to decide which projects and what priority ranking

they desired for their own specific zrea.

All village councils were informed of the magnitude of
funding that would be made available for their areas. The
basis for determining hcw much each council area would receive

was a formula that allocated a specific amount per person.

The lists of village priority projects were submitted
in pro forma fashion to the governorate by category (i.e.,
canal maintenance, equipment, water system), and included the
rationale for selection and total cost, As the governorate fur-
nished unit cost data in its general guideliﬁes, no detailed
cost estimates were required from the village councils. The
most common criteria used for selection were numbers of bene-
ficiaries and, in some instances, the cost per beneficiary.
No other evaluation critera appeared in the submissions. The
village councils stated that they had sent their approvec
project listings directly to the Planning and Follow-Up Depart-

ment of the governorate, with an information copy to the markaz.
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When asked whether the markaz migihtv revise their project
listings, both executive and elected 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 whatsocever to make any
amendments. Both elected and appointed officials also stated
categorically that the governor had no authority to make any
changes in the list of projects or priorities approved by the
village councils. The same general comments régarding village
approval autonamy within the guidelines were echoed by various

officials of the governorate.

Village officials stated and reiterated provisions of Law
43 of 1979 that the village has sole discretion to select its
development projects and let contracts for their execution.
Village officials acknowledged, however, that they would
probably require technical assistance in preparing specifica-~

tions and engineering designs for more sophisticated projects.

When asked where they could obtain such assistance, the
officials responded that they could request help from the
markaz and governorate when required. They preferred to design
and implement projects using their own technical resources
and standard plans and specifications prepared by the gover-
norate for similar projects, but admitted that they needed

considerable guidance from the markaz and governorate technical
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offices in preparation of engineering and bid tender documen=-
tation. They were quick to add, however, that they required
no outside help for income-producing projects, and were per-
fectly competent to plan and organize common projects such as
carpet weaving, woodworking and furniture manufacture. There
were numerous projects of this sort, so these comments seem to
be essentially correct. It should be noted that the technology,
profitability, and marketing structure of these traditional
cottage industries are well understood at the village level.
For income-producing projects of a more sophisticated nature,
such as tile manufacturing, considerable outside assistance

in feasibility study preparation would be required.

Finally, village officials indicated that the Village
Services Account would provide maintenance funds as required
from locally generated revenues to cover these costs and
that they could also request funding assistance from the Gover-
norate Service Accounts when required. Current regulations
and procedures governing the Service Account at all levels

allow for use of account funds for maintenance.

It should be noted that considerable progress has been
made in implementing the spirit of Law 43 of 1979 in the area
of project planning and administration at the village level in
Beheira. The basic nucleus of an administrative and fiscal

apparatus has been formed in all villages. Village councils
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appear to be well motivated and focused on the development
tasks ahead. The functional job descriptions of the various
organizational units are misleading howevar, as they reflect

a more desirable level of organizational capability than what
is actually available. Most of the various technical units

are staffed with single individuals with somewhat limited
experience. fhe financial affairs divisions are the most
capable, and staffed by relatively experienced government
.accounting personnel who have received regular training and
guidance from the governorate finance unit in the requirements
and techniques of maintaining the village accounts. The senior
accountants and the managers of the village banks are graduates
of the Faculty of Commerce with 10 to 15 years of experience.
In other functional areas of the village councils, skills are

less well developed.

The village councils surveyed have only three or four
technicians with on-the-job experience with small-scale projects
rather than formal engineeriﬁg education. An abundance of
agronomists are working at village level (sometimes as many as
50 to 100 per council area). These personnel provide guidance
and training to farmers for income-producing projects such s
beekeeping and basic agriculture. No objective planning criteria
such as benefit/cost or internal rate of return analyses are

used in project identification. There is little capacity to
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prepare engineering work for small-scale BVS type projects,
such as farm-to-market roads and potable water systems. Coun=-
cils will need extensive help initially 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 monitoring after contracts have been let
and work has commenced. The proposed level of BVS financing
for each village council area is sufficiently small that, with
guidance, villzge councils should have little difficulty

monitoring project performance.

In the area cf routine equipment maintenance, there is
a sizable reservoir of mechanical talent at the village level
for dealing with basic engine and pump repair in both the
public and private sectors. Most of these skills have been
acquired through the apprentice system, whereby local young-
sters receive practical on-the-job training at private and

government-operated workshops.

The major government cwned workshops serving Beheira
Governorate are the Damanhocur Training Center (located in
Damanhour), the Technical Workshop for Maintenance and Repair
(also in Damanhour), and the Ministry of Agriculture Training

Center in Kafr El1 Sheikh.
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The first two of these facilities were visited. A broad
range of functions are being performed there, such as foundry
work, welding, engine repair, body work, agricultural machinery
and spare parts manufacture, lathe work and blacksmithing.

In addition, the Tractor and Engineering Company in Damanhour
has a complete shop for repair and maintenance of excavation
and earth moving equipment. There are also numerous private
entrepreneurial workshops operating at all levels. The quality
of maintenance skills throughout the governorate is high, and
most village council areas support 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 equipment
maintenance is not the availability or quality of personrel,
which is judged sufficient and competent, but the lack of
adequate shop tools and equipment to perform required tasks.

Tools examined were cbsolete, degrzJed and in short supply.

Methods of Appointing or Removing Project Personnel

Government personnel are appointed to positions and per-

form throughout the civil service in the same fashion.

University and technical school graduates are guaranteed
and must accept employment with the government upon graduation
from their respective institutions. The choice of assignments

is usually arbitrary on the part of each respective government
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agency. There are many to place each year and they are placed
throughout the system where they can be squeezed in. Once
appointed, a person cannot be arbitrarily removed for any reason

whatsoever. Personnel are sometimes transferred between posts,

but never dismissed.

Often there is little correlation between a person's train-
ing and the job he is ultimately required to £ill. Civil engi-
neers are often assigned to fill posts requiring mechanical
engineers, and arts majors are assigned to perfom planning and

managerial tasks.

In theory, personnel must serve in government positions
for a minimum of ten years. 1In practice, many disappear into
the domestic market or gravitate toward more lucrative job
noportunities in the Arab world without notice or explanation.
Retaining highly qualified technical personnel for any length
of time is difficult because of the low salaries paid by the
government and the attraction of higher salaries offered in

the private sector and abroad.

Less qualified and less motivated personnel tend to hang
on to their guaranteed low salaries paid by the government as
insurance of a monthly income, but must also work on the out-
side to secure an adequate living. As they are not required
to perform to retain tenure, their office hours tend to be

shorter than the theoretical working day and more tire is spent
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socializing and drinking tea than in actual job related work.
As their primary income is from outside jobs, their real
talents are displayed there rather than in government employ-
ment. These are general observations, but there are exceptions
as some employees whose family situations offer additional
income in Beheira are dedicated to their work. Officials
contacted generally stated that they would be more willing

to werk harder and longer on their assigned government tasks

if their current sélaries (which are low) were doubled.

Village officials must originate from the villages where
they sexve. This is a possible explanation of the higher level
of motivation found among the village councils than in other

organizational sections observed.

BVS Program Execution Capabilities in Beheira

Role of the Govermor

The key <actor for the ultimate success of .the planned BVS
program in the governorate is the supervisory role that
will be played by the governor in directing technical planning
and periodic problem solving. As the governor has personally
taken charge of the program, he is able to direct the input of
available technical staff and ensure that work is performed on
schedule. Past history of village-~level income-producing

projects clearly demonstrates that the personal role played by
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the governor has been crucial in ensuring that projects are
completed expeditiously and correctly. Should any lower rank-
ing official take charge of the program, it is doubtful that
coordination and follow=up of implementation activities could
be maintained with the same degree of thoroughness and
expeditiousness. The governor is aware of the importance of
his role in village development and commented that these
activities would not proceed effectively without his direct
and personal intervention at all levels.
Adequacy of Technical Ezpertise for Project Engineering
Planning

Should the engineering planning for the proposed dirt
road construction be left entirely to the available Roads and
Bridges Departments of the governorate and markaz, it is doubt-
ful that the necessary site surveys, materials quantification
and construction supervision of the 400 km. proposed for BVS
could be accomplished expeditiously, as there is only one
graduate engineer in the department, and the numerous tech-
nicians appear not to have sufficient education or experience
to prepare detailed engineering drawings and specifications
for the proposed work program. Since engineers can be and
have been seconded from outside public and private sector
sources on a temporary basis, and there is adequate funding
provided for these services in the proposed budget, adequate
engineering support will probably be available for the planned

road program.
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The Irrigation Department has considerable experience
in writing specifications and bid tender documents for the
type of equipment to be procured for engineering support
to the proposed canal excavation program. There should be
little difficulty in initiating the necessary procurement.
A number of units of the types being proposed have already

been procured in Beheira.

The majority (95 percépt) of the activities planned for
BVS water systems consist of extending existing systems by
adding pipes, booster pumps and public fountains. There are
44 graduate engineexs available from the Water and Sewerage
Unit and the Abou Homos Water Plant to participate in design-
ing the proposed system expansion. As the governor exercises
the authority to assign engineering pPlanning tasks to these
org;nizations, and the total project level is a modest
LE 300,000, it is believed that there will be little diffi-
culty in completing the design work for this part of the

program.

The remaining program elements are biogas and solar desal-
ination projects, and the levels contemplated are a modest
LE 150,000 for each. Projects to be funded will be experimental
and constructed from existing prototype designs that have been
implemented successfully in Fayoum Governorate and elsewhere

in developing countries. There should be no problem with
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these projects in Beheira, as the engineering work has been

done and the current governor pioneered this work when he

was governor of Fayoum.
Project Implementation Timing and Capabilities

A total of 178.5 km. of paved roads has been completed
in Beheira, using public and private sector facilities during
the past three yvears. The ratio between paved and unpaved
road capacity is 1:2.28, based on past experience. Using
the Roads and Bridges Department, expanded through cri:ation
of the public sector company described earlier and a com-
bination of private contractors, the governorate should
easily be able to complete 2.8 x 178.5 = 406.99 km. of dirt
roads over the next three years. No additional roads are
contemplated during this period, but four major national con-
tractors currently work in Beheira and could conceivably
expand their volume of work if more funding became available
through BVS. Furthermore, many of the proposed road projects
consist of putting soil and rock on existing road beds to
raise the road level 50 cm. above the agricultural land.

This type of work can be done by the villages, using labor-
intensive methods with draft animals for transport, which is
the plan of some village councils. For these reasons, past
performance probably does not provide an accurate assessment

of capability for the proposed program. The best estimate
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at this time for completion of the proposed road program in

Beheira is 18 months to three years (See Table 5}.

It is expected that the design work for water system
extensions and actual construction of the proposed infrastruc-
ture can be completed in six to twelve months. Ten public
and private sector contractors in Beheira are looking for
work and, while previous program history is not extensive due
to lack of funds, it is believed that the available capacity
is sufficient to complete the small program proposed in one

year or less, as shown in Table 5 (page 61}.

Procurement time for the proposed equipment for canal
maintenance is currently 12 months from advertisement to
receipt, outlined in Table 5. Local public and private sector
firms are fully capable of constructing units for the proposed
biogas and solar energy programs from locally available mate-

rials using the already prepared phototype designs.
Program Management

There are 53 engineers and 334 technicians available to
the governorate departments and local government units, who
will be directly involved in the BVS program. There is good
and frequent communication among all responsible echelons,
and the governor receives constant feedback on progress. Vil-

lage governments in Beheira are well organized and motivated.
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TABLE 5

PROJECT FUND DISBURSEMENT SCHEDULE FOR
MAJOR ACTIVITIES IN BEHEIRA

Roads (in LE)
1st 3 Months 2nd 3 Months| Next 6 Months| iNext 6 Monthsj |Last 6 Months
A&E Preparat. Mobilization Construction | IConstruction | [Completion
135,000 8% 337,600 20% 523,280 31% E?3,280 31ls 168,800 10%
Canal Excavation Equipment
lst 2 Months 2nd 2 Months 3rd 2 Months| [Next & Months] [Next 2 Months
Specifications| |Invitation for| |Bid analysis Delivery Inspection
Bid and Award and Acceptance
(0] 0 0 756,900 90% 84,100 10%

Water Systems

1st 2 Months Next 3 Months Next 3 Months Next 3 Months
Design Mobilization Construction Construction
15,900 5% 68,200 20% 101,050 32.5% 101,050 32.5%

[Completion 10%

[Last 2 Months

31,800
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Infrastructure and Equipment Maintenance

Roads. The planned expansion of the rural dirt network
will exceed the goverﬁbrate's current maintenance capacity,
which relies on labor-intensive methods. If the existing and
planned network is to be maintained satisfactorily, mechanical
methods are required. The Governor is proposing that, in
addition to the LE 3.5 million proposed for projects, funds
be made available for purchase of enough new graders, costing
LE 50,000 each, and sprinkler cistern trucks, costing LE 20,000
each, so that one grader and one truck can be assigned to each
markaz. The current inventory of road maintenance equipment,
shown in Table 2, lists one grader and one tank truck on hand.
In addition, two more graders and two tank trucks are now being
procured as shown in Table 3. As there are 12 markaz, nine new
graders and nine additional cistern “rucks will have to be
procured to ensure satisfactory maintenance of the existing and
pPlanned new network for BVS. Without this equipment, it is
unlikely that any maintenance will be performed on the expanded
network, as all available personnel are fully occupied in per-
forming spot maintenance on the existing network and the avail-
able labor forxce is dwindling. Capital-intensive road mainte-
nance methods have been shown to be more economical and more
efficient than labor-intensive methods. There are enough
operators and funding at both the governorate and village levels

to cover costs of operating the proposed new equipment,
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Therefore it is likely that the proposed program will be
managed effectively to ensure reasonably timely and quality

execution.

Improvements could be made in the monitoring format to
include information concerning actual project execution
status in addition to information on project funding disburse-
ments currently submitted. Also, project documentation could
be standardized. Low morale and personnel turnover are endemic
in the governorate technical cffices. Some consideration
should be given to providing cash incentives to personnel
working directly with BVS, to further ensure that required

work is completed in a timely and professional manner.
Financial Administration

Fiscal personnel are well trained, in place and have four
years of experience in administering village-level development
projects. Procedures are streamlined and involve basically one
echelon (the village government for contracting, disbursements
and record keeping). As the law requires that all contracts
above LE 5,000 be approved by the markaz, it would be desirable
to raise the level of the village councils' approval authority
as most proposed projects fall in the range of LE 10,000 to

15,000.
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Canal Maintenance Equipment. Routine engine maintenance
is and can be perfurmed by local public and private sector
workshops. As there is only one private sector distributor
(Tractor and Engineering Company in Damanhour) with workshop
facilities and spare parts for the proposed hydraulic exca-
vators, one of the governorate workshops would be upgraded
with a full complement oJ shsp tools and spare parts to ensure
a full range of maintenance services for the proposed new
equipment. Thke governorate would like to upgrade the Damanhour
Training Center for this purpose, which is appropriate since
the center is fully staffed with a broad range of skilled
personnel. There are some trained operators for tiais type of
equipment currently working throughout Beheira, but it is
evident that some additional operator training will be requirsd

. to work the new machires to the fullest capacity.

Road Maintenance Equipment. The Roads and Bridges Depart-
ment has enough trained staff to maintin the proposed new
equipment, but tools and spare parts are inadequate. The
procurement should be complemented with 10,000 working hours
worth of spare parts, so that maintenance can be performed
2L the markaz and department workshops and at the upgraded

Damarhour Training Center.

Water System Extensions. The level of effort I oposed
represents an insignificant addition to the existing systems,

which were found to be adequatély maintained by the Water and
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'Sewerage Unit and the Abou Homos Plant. There should be no
difficulty in maintaining the proposed pipe extensions and
booster pumps, and both organizatioral units have good pro-
grams of preventive and overhaul maintenance for all existing
networks. Taps and faucets in most areas are and will be

maintained by the village councils.

Biogas and Solar Energy Projects. The level of engineer-
ing required in the construction of these pilot projects is
simple, unsophisticated and virtually maintenance free. The
requirements for patching mud walls and metal conduits used
in the system designs are fully within the capabilities,of

the village public and private sectors.

Project Planning and Identification Capabilities

None of the organizations involved in village development
programs have any experience or knowledge of objective criteria
such as discounted cash flow, benefit/cost, or internal rate-
of-return analysis for project evaluation and ranking. The
Planning and Follow-Up Department personnel contacted and the
governor are aware of these deficiencies and anxious to develop
these more sophisticated capzbilities in the future. While
all projects proposed for BVS have obvious econowmic merit,
the actual impact these projects will have on the rerqgional
economy of the governorate or on national income has not been
evaluated in the current planning and selection process.
Training in the use of these concepts would be beneficial and

successful.
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MINYA GOVERNORATE

Governorate-Level Planning and Implementation Capabilities

Project Planning and Evaluation

The responsibility for planning and evaluation rests with
the ORDEV and the Planning and Follow-Up Department. The
basic organization of these two units in Minya is similar in
composition and quality to those in Beheira. Planning criteria
used in preparing guidelines for villages are population served
and least cost per beneficiary. No other criteria, such as
benefit/cost or internal rate-of-return analysis, are presently

us=d or understood.

General governorate priorities such as roads and water
systems are determined from surveys of village council areas
and discussions with local officials. Project documentation
on file with the governorate contains simple pro forma infor-
mation such as brief project descriptions, i.e., construction
of 5 km. of unpaved road in village council area "X," cost
per kilometer, numbers of people served, cost per beneficiary
and engineering designs. There is no attempt to rank projects
according to an objective quantification of economic merit.
Personnel in both ORDEV and the Planning and Follow-Up Depart-
ment are bright and trainable in the use of these more sophis-
ticated criteria. ORDEV also prepares physical plans of all

villages and assesses the environmental impact of projects.
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Technical and Engineering Support of Approved Village-Level
Projects

Basic responsibilities for providing technical assistance
irn. the preparation of drawings, bills of quantities and bid
specifications for approved BVS projects is shared by the
Roads and Bridges Department and the Mechanical Division of

the Governorate Housing Department.

The Roads and Bridges Department. The Roads and Bridges
Department of the governorate and its extended sub-units at
the markaz level prepares all designs and technical specifi-
cations for village-level roads according to standard plans
and specifications used throughout Egypt. These standards
have been developed by the Central Roads and Bridges Authority
in Cairo. Major road maintenance is performed by the Roads
and Bridges Unit at the markaz level, and minor maintenance

is performed by laborers assigned to the village council areas!

Organizationally, the Roads and Bridges Unit is established

along the lines in Figure 8.

! some 1,300 laborers are alsoc on the permanent roles of the roads
and bridges unit. Laborers are assigned to the village councils
areas to fill in holes and perform routine surface repair for
unpaved roads. Salaries of these employens are paid from the
villlage budgets.
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ence at monthly salary of LE 100

Same as above, salary LE 60-90/Month

PROJECT
uNIT
CUIEF

TECHNICAL
DESIGN

PROJECT
ENGINEERS

CONSTRUCTION
SUPBRVISORS

OFFICE

6 Bngineers with BSCE, 4 Engineers with BSCE
TECH L

10 years experience. HAINTENANCE Balary Range LE 60-90/ INICA

SECTION DESIGN
10 Technicians with 1EF Moath OFFICER
Tectullcal High School cu ]
Diploma. Salary LE 0/
Houth and 5 years
experience

ASSISTANT I 11 Technicians

CUIEF LE 30/50 Month

HMAINTENANCE

ENGINEER
NORTHERN VEIICLE PAVED PLANNING SOUTHERN
SECTOR? OPERATIONS ROADS FOLLOW-UP SECTOR*
5 MARKAZ VENICLE 4 MARKAZ
UNITS . REPAIR SIOPS UNITS
. |

* Responsible for road waintenance in five northorn markaz and four southern markaz.
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Discussions were held with managerial and technical person-
nel of the Minya Roads and Bridges Department, and engineering
designs and specifications of previous projects undertaken by
the department were examined. The quality of the engineering
design work prepared for these projects was of adequate pro-
fessional caliber. Personnel interviewed were well informed

and gave in-depth technical answers to the questions posed.

over the past five years, the Roads and Bridges Department
designed and completed 34 roads projects throﬁghout the gover-
norate. Projects completed are shown in Table 6. The two
limiting factors observed are equipment and labor for both
construction and maintenance. Table 7 shows a list of current-
ly available Roads and Bridges Department equipment. As most
of this equipment is old and frequently down for maintenance
and repair, a large part of the ccnstruction work planned will

have to be implemented by contract.

TABLE &

HISTORY OF PREVIOUS ROAD CONSTRUCTION IN MINYA

Completed (Est.) Amount in
Year Planned (km.) (km.) LE 000's
1979 lel 120 1,585
1978 37 3?7 368
1977 38 38 380
1976 35 35 350
1975 20 20 197

291 250 2,880



70

TABLE 7

CURRENT ROADS AND BRIDGES DEPARTMENT EQUIPMENT
IN MINYA2
TYPE NUMBER OF UNITS

Motorcyclas 14
Pickups 3
Trailers 10
Trucks

Dump Trucks

Water TanXs 11

Track Tractors 2
Wheelaed Tractors 13
Asphalt Tanks 1
Boilers (Asphalt) 2
Mixers (Asphalt) 2
Rollers 3
Scrappers 1l
Bulldozers 3 b
Graders 5

All units have 60% sexrviceahility.

One new and twe undergoing completa overhaul.

In the markaz where agricultural production is aigh, there
is an extensive rural feeder road network and there has been
a strong push in recent years for mechanical road maintenance.
Labor is in generally short supply throughout the year because
of extensive labor-intensive farming practices, rural-urban

migration, a growing tendency toward schooling for children
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(particularly sons), and labor migration to neighboring Arab

countries, following the lure of high wages and other benefits.

The consequence is that village councils have asked for.
mechinization of road maintenance in order to devote the
available labor force to the land. Almost all proposed BVS
road projects will be put up for bid to private cont:ractors
who have the equipment, technical skills and labor force

required.

The major deficiency is in the area of equipment
for road maintenance. The Roads and Bridges Department, as
shown in Figure 8, has a subdepartment for road maintenance
in each of the nine markaz. ‘‘he subcepartments appear to be
adequately staffed for the requirements of the BVS program,
but lack sufficient equipment, particularly in four of the
markaz. The five motor gradefs belonging to the Roads and
Bridges Department are currently deployed to five of the
markaz subdepartmenits, and there is an urgent requirement for
four additional machines so tha” each markaz will have a
grader department at its disposal to maintain the existing and
planned new roads. In addition, nine water trucks (one per
markaz) are raquired to complete the maintenance equipment

package.

In discussions with Roads and Bridges Department personnel,

it was determined that the department will prepare complete
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engineering designs and specifications for all projects sub-
mitted in the village priority lists and provide technical
supervision of the construction. Once the projects are
completed, the maintenance subdepartment will maintain the
network, as the village councils do not have sufficient ex-

pertise, personnel or equipment to carry out these functions.

Mechanical Divigion of the Department of Bousing. Design
and construction supervision of the proposed village potable
water systems for BVS will be under the jurisdiction of the
Mechanical Department. The principal offices of the depart-
ment are located within the governorate compound with sub-
sector offices in each markaz. Aall engineering designs are
prepared by the governorate-level office, with responsibility
for mairntenance relegated to the markaz offices and village
councils. The Mechanical Division of El Minya is organized

according to Figure 9.

The Mechanical Division prepares all engineering des@gns
and :pecifications for the proposed village water systems,
using standard plans prepared by the Central Potable Water
Authority in Cairo, and the markaz subsectors are responsible
for their maintenance. A mechanic is assigned to each of the
villages, but the training and experience of the village-level

mechanic 1s judged inadequate.
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FIGURE 9

ORGANIZATION OF THE MECHANICAL DIVISION IN MINYA

Division Chief Engineer with B,Sc¢c. E.
and 10 yrs, exp. Salary
92 LE/month

Northern Each sector has two Southern Sector chiefs

Sector graduate engineers Sector graduate engineer
and two technicians with 10 yrs. exp.
with tech. high school Salary LE 60 :

certificate and five
years experience

5 Markaz Subsectors 4 Markaz Subsectors

four of the markaz subsectors
are headed by graduate engi-
neers; five are headed by
technicians., 1In addition,
each markaz subsector has six
junior engineers and 40 tech-
nicians
As with the Rcads and Bridges Department, the quality of
the design and construction of the completed water projects
implemented by the Minya Governorate's Mechanical Division is
adequate to the needs of projects proposed under the BVS program.
Two areas of deficiency were noted however. Village water
systems are not satisfactorily maintained, and the markaz sub~
sector worliishops lack even the most basic tools and transport
equipment for carrying out field maintenance. Most of the

maintenance of the diesel prime movers for pumps is contracted
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out locally under the supervision of the markaz sub=-depart-
ments. Taps and pipelines are generally not maintained at

all.

The maintznance issue was discussed with senior officials
of the Mechanical Division, who are aware of the problem and
proposed a plan for remedial action. DPrevious systems had been
designed with too few public taps and, as a consequence, toco
many people crowd around existing taps with full buckets,
causing damage to tap stems and valves, In addition, the en-
gineers noted that the village-level mechanics have insuffiéient
training in basic plumbing to be of value in maintaining the

water works.

Plumbing skills are in short supply due to the growing
demand for such skills in other areas of Egyrt, where salaries
and benefits are more attractive. Markaz subsectors have
enough skilled personnel, but lack tha tools and transport for

regular inspection and routine maintenance of the prime movers.

To correct these deficiencies, the Mechanical Division will
incorporate in plans for future projects provisions for increas-
ing the number of available taps; the outlets will be fitted
with automatic spring-operated faucets of sturdy construction
to minimize water wastage and overworking of pumps, and the

village-level mechanics will be trained in basic plumbing at
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the two new Ministry of Development and New Communities tech-
nical training centers at Minya town and in Mallawi. Costs
of the training will be borne by the governorate, and the
proposed self-clcsing faucets can be procured locally. Tools
and mobile workshops are proposed under BVS funding to enable
the subsectors to provide regular maintenance of the electric
prime movers that will replace éxisting diesel engines and be
installed at new sites. A letter of intent concerning this
plan was prepared and given to the ORDEV representative, and
was to be followed by a detailed plan that would be sent to

ORDEV in Cairo.

Once contracts are let by the village councils for a new
BVS Project, the Mechanical Division subsector at the markaz
level will provide construction supervision and maintain prime
movers through a regular system of inspection and spot repair.
They will also monitor the work of the village-~level mechanics

and plumbers to ensure regular maintenance of taps and lines,

The Mechanical Division hopes to upgrade general plumbing
skills through training at governorate workshops, training at
the two new training centers at Minya and Mallawi, and on-the-

job training at project sites.

Positive steps are being taken to support village councils
in the implementation of the proposed water projects. With

the implementation of the proposed design changes, provision
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of shop and transport equipment, training of village-level
mechanics and regular inspection by the markaz, maintenance

of the new systams may be bettar than in the past.

Over the past five years, some 39 water supply projects
have been implemented ir Minya under the direct supervision

of the Mechanical Division (see Table 8).

TABLE 8
VILLAGE-LEVEL WATER PROJECTS COMPL'ETED

IN MINYA
Year Number cf Projects Gross Value in LE 000's
1979 5 13
1978 10 125
1977 9 113
1976 4 32
1975 .11 116

39 399

Markaz-Level Planning and Implementation Capabilities

Unlike the situation in Beheira, the markaz in Minya plays
a pivotal role in the Planning and implementation of the BVS
program. This is due to several fundamental differences in
administrative and technical capacities and traditions between
the two governorates. 1In Beheira, the village councils are
generally well organized and have had several years of experi-

ence in planning and implementing numerous village=level
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income-producing projects. As the process of administrative
decentralization to village level in Beheira has been under
way since 1975, the role of the markaz as a planning, admin-
istrative and coordinating unit for village development activ-
ities has gradually eroded with the growing organizational
strength of the village councils. During visits to Beheira,
it was observed that markaz level technical departments did
not generally have sufficient staff for technical assistance
to both markaz and village-level projects. In Beheira there
is far more direct communication between village council and
governorate, in both planning and coordinating of technical
support inputs to village-level projects. The markaz function
in this instance has receded to one of providing 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 Minya, the village councils there were less
sure of their roles and responsibilities and less well 2rg:uized
than in Beheira. Conseguently, the markaz chairmen an< . -muin=-
istrative and technical departments in Minya are mare involved
in providing day-to-day guidance and coordination for village-
level project and :Fiscal management. This general observation
should not be construed, however, to suggest management of

village affairs by the markaz, as all markaz officials who were
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contactaed specifically confirmed the authority of the villages
to select and administer their own development activities.

In no instance did markaz officials alter or modify village
dacisions or usurp village authority and prerogatives. Vil=-
lage councils frequently ask the markaz for guidance in proj-
ect planning, contract administration and fiscal management,
as the village olfficials appear to recognize their limitations
and appreciate the technical and administrative assistance
provided to them by the various markaz departments. The
relationship is similar to that of a parent guiding a child

in the initial awkward attemps to walk.

While there is considerable guidance in planning and
administration of projects from the markaz to the village, vil-
lages with this assistance do exercise their prerogatives of
fendering, contract award and funding cisbursements. Markaz
administrative departments are making a conscious effort to
promote organizational capabilities at the village level by
providing on-the-=job training to village administrative and
financial personnel during this period of transition from a
highly centralized administration to the intended decentralized

village-level responsibilities and capabilities.

As a coordinating and supporting entity, the markaz in
Minya are able to provide the acministrative and technical
support required by the village zouncils in their initial
attempts at self-government. Typically, the markaz in Minya

is organized along the lines of Figure 10.



FIGURE 10

TYPICAL MINYA MARKAZ ORGAHIZATION

CHAIRMAN
SECRETARIAT FINANCIAL
MANAGEMENT
PROFERTY SUPPLY HHOUS 1NG ANIMAL AGRICULTURE EDUCATION SOCIAL HEALTH
TAX UNIT HUSBAHDRY AFFAIRS
1. FKcads and Bridges
2. Mechanical
REVENUE PROCUREMENT PLARNING ARD ORDEV PERSONNEL ACCOUNTS

FOLLOW-UP

6L
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The markaz cvrganizational entities most directly involved
in assisting village councils with BVS projects are the chair-
man, who ensures that village officials understan. the intent
and planning parameters of the program; the housing units,
whose rcvads and bridges and mechanical secticns prepare tech-
nicaf designs and specifications and supervise construction and
maintenance of approved village councils projects; and the
finance departments, who guide the council in fiscal adminis-

tration and service fund account management.

Each housing unit has a roads and bridges maintenance
section and a mechanical divisjion subsector, which provide
engineering design and maintenance services for roads and water
systems. Technical staff of the housing unit of the markaz of
Beni Mazar are divided into two sections. Each has the fol-
lowing sfaff components, which is fairly typical of the other

markaz visited.

ROADS AND BRIDGES MECHANICAL
2 Civil Engineers 4 Mechanical Engineers
3 Technicians 5 Mechanical Technicians

5 Electrical Technicians

As the program BVS planned for Beni Mazar is extensive,
the markaz chairman recently assessed his technical support
requirements, concluded that two additional technical staff

would be required and forwarded his request to the governorate.
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One additional civil engineer has already been made available
to the markaz housing unit, and arrangements are being made
for the assignment of another technician. This type of re-
quest and response between government levels in Minya is
illustrative of the working linkages between various local
governmental institutions and the support and flexibility

that decentralization allows.

Each roads and bridges department hac a section for the
maintenance of 150 to 200 km. of road, except for Mallawi,
which has two sections to maintain the 220 km. of that partic-
ular markaz. All maintenance sections have adequate buildings
and some tools, but graders and water trucks are required to
upgrade the capability of all markaz to assure maintenance of
the proposed new BVS funded roads. The mechanical sections
appear to have sufficient staff to design ana provide construc-
tion and supervise the planned BVS funded water program, but

they require shop tools.

The markaz chairman and planning and follow-up departments
satisfactorily communicate planning guidelines and priorities
to the village councils and ensure that the general guidelines
issued by the governorate are followed, but have no capability
in project planning criteria s;ch as ranking projects accerding

to benefit/cost, internal rate-of-return and other objective

measures of project worth. Markaz planning officials could be
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trained in the use of these techniques and encouraged to use
such measures in project planning, with the establishment of
adequate collection of basic village-~level economic and proj-
ect costing data that are not currently available or recorded

to any substantial degree.

As village councils do not yet have functioning financial
affairs divisions, the markaz finance departments in these
areas administer village accounts and countersign funding
disbursements authorized by the village executive council chair-
men. The finance departments of the markaz were found to be
staffed with trained and qualified accountants, and were making

progress in training of village financial affairs division

personnel and in setting up new divisions where none exist.

Village-Level Planning and Implementation Capabilities

Altogether there are 57 village council areas in Minya
Governorate. The village council organizational structure in

the governorate is similar to that in Beheira.

All areas have functioning executive and elected councils
and village banks. Although the managerial and some fiscal
elements required for successful implementation of the BVS pro-
gram are currently in place, the organizational capabilities
at the village level within the governorate appear to be less

well developed than in Beheiru. Offices visited were run down,
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floors in many offices were strewn with cattle and donkey
droppings and records were poorly maintained. 1In the vil-
lage banks it was observed that records, while available,
contained erasures, and ledgers were not stamped and signed
by responsible authorities as required by GOE fiscal regu-

lations.

In contrast village councils demonstrated awareness of
the BVS program, as they acknowledged receipt of program
guidance from the governarate and the markaz and had already
prepared and submitted their lists of priority prdjects.
Village officials understood their authority to select, ap-
prove and administer projects within their respective areas
without having to seek approval from higher echelons. They
acknowledged, however, that they required technical assistance

from the markaz.

As the village councils visited did not yet hawve function-
ing financial affairs divisions, all disbursements from local
accounts in these particular villages are madz on the signature
of the elected council chairmen after covntersignature of the

markaz finance department head.

At present there is little technical capability in the
village council areas. Many village councils have one or two

technicians (technical high school graduates) with limited
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practical experience. Mechanics assigned by the mechanical
division to maintain water systems lack training in basic
plumbing, and the road personnel assigned by the roads and
bridges department from the governorate or markaz are usual-

ly unskilled and semi-skilled laborers.

With present organization and staffing, the majority of
the villages in Minya will require extensive assistance from
the markaz in the preparation of engineering drawings and
specifications for approved projects and will require assis-
tance from the governorate technical departments for project
implementation and supervision. It is also probable that
technical personnel of the markaz will have to assist the

village council in the bid evaluation process.

Several village councils in Minya demonstrated relatively
poor administrative capabilities, and the field team asked
markaz officials to explain the criteria for selecting village
executive council officials and to indicate what steps could

be taken to replace officials whose performance was inadequate.

General qualifications for selection include number of
years in government service, and years of service in one of
the specialties of the council (i.e., education, social af-

fairs, finance).
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Well motivated but undertrained officials receive
on-the-job training from the markaz or the National School
of Administration or both. In instances where the level of
ability and motivation are both considered inadequate, the
officials can be transferred to less critical positions in

the local government structure.

Analysis of BVS Program Execution Capabilities in Minva

In general the proposed BVS program consists of projects
with which the governorate departments and local contractors
are thoroughly familiar, as they have had extensive experience

with similar projects over the past several years,

The Potable Water Prcjects

The proposed potable water projects have four basic com-

ponents:

° Well digging;

[ Pump housing and storage towers;
° Pipes, valves and taps; and
] Pumps, prime movers, switch boxes and transformers.

These systems are designed from externally prepared stan-

dards adar+ted to specific work, sites, with minor modifications
to suit local conditions. The actual enygineering design work

required is minor, consisting mainly of surveying network

layouts and calculating lengths and diameters of pipes, pump
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Capacities and horse power requirements, and cement sand and
reinforcing rod quantiti¢s needed for buildings and towers.
As standard plans are used, most of the quantity and cost
calculations have already been completed and only require
simple multiplication to arrive at total quantities to be

procured.

Currently the mechani~al division organization in the
governorate and the markaz has nine graduate engineers and
seven technicians, who will be available to work almost
exclusively on BVS projects as there is iittle funding
available for additiomal prujects outside of BVS. From 1975
to 1979, the division has designed and supervised the execu-
tion of some 39 small village water projects of the types
proposed, costing some LE 400,000. There are currently 25
private sector water contractors working in the governorate,
who are judged to have greater capacity that could not
previously be utilized because of limited funding for water
projects in Minya. 1In addition contracts for the proposed
new projects will be let for components (i.e., water towers,
well digging and pipe laying) rather than for individual
projects. This will mean that all 82 wells required for the
BVS program will be combined into a single tender. The same
procedure is expected for the other components of the water
projects, greatly simplifying project preparation tasks and

reducing personnel time for engineering, specifications
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writing ané tendering. All equipment and material procure-
ment for the projects, including motors, pumps and construc-
tion materials will be detailed in the preparation of a common
bill of materials for all projects. Procurement will be on
a governorate-wide basis to supply all program needs for the

planned BVS water activities.

In light of these considerations, there is reason to
believe that Minya has adequate and sufficient professional
staff within the various levels to design, tender and super-
vise the planned BVS potable water projects within 12 to 18

months of approval.

With respect to the endemic maintenance problem, the
contemplated upgrading of the maintenance capabilities through
the addition of more public fountains of the self-closing type,
training of village-level plumbers, and equipping the markaz
maintenance centers with shop tools and mobile repair will,
if implemented, largely solve previous prime mover and pipeline
maintenance difficulties. t.would also be desirable for vil=-
lage council chairmen to use village-level service account
funds for maintenance of taps and outlets. Continuous follow-

up to ensure that this is done is important.
Roads

Most of the proposed roads prog:ram consists of making

substantial improvements to already existing links. These
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include consfruction of bridges where none exist, improving
foundations, raising the road beds above the agricultural

land, compacting and grading. This work is also prepared from
standard designs with essentially no new engineering tech-
nology required. 1In the previous five years, the Roads and
Bridges Department, with contractor assistance, has successful-
ly campleted scme 230 km. of roads with bridges of the type

to be built under BVS. Over 100 km. of this number have al-
ready been completed in the 1979 program. There are now 17
graduate engineers and 1l technicians of the department at

the governorate and markaz levels, who will be making inputs

to the BVS program. In addition the governorate will be
executing some 163 km. of village dirt roads, funded from other

sources, during the BVS execution period.

While it is conceivable that the 17 road contractors cur-
rently working in Minya will be able to expand their activities
to cover both the planned BVS and governorate road programs for
1980, this would require that they execute a total of 263 km.
(120 for BVS and 163 for other funding sources], The maximum
amount of work completed in any one year (1979) is some 100 km.
In light of past performance, it is conceivable that the total
planned program, including BVS and other roads, could take two
and one-half years to complete. It is likely that external
engineering support, hired on a temporary basis from outside

sources (universities, local consulting firms, construction
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companies), will be needed for design work and Supervision

if this timetable is to be accelarated.
Road Maintenance

Thé 1,392 km. of existing dirt roads fully absorb the
maintenance caracity of the 1,300 laborers assigned to the
Roads and Bridges Department markaz units. One laborer, as
in Beheira, can perform routine spot maintenance such as
filling in holas and gullies for one kilometer per year.

This type of work is expedient at best, and does not address
the long-term problem of keeping the network in good general
repair. As the supply of labor is short and getting shorter,
capital-intensive methods will be needed to ensure adequate
maintenance of the existing network.and all maintenance of

the planned BVS expansion. Without inputs of equipment, it

is unlikely that there will be any maintenance of the proposed
road infrastructure. The governorate's request for the nine
graders and cistern trucks to be deployed to the markaz is in
line with this need. Operators for this equipment are avail-
able and the departments can be maintained by the markaz
maintenance centers with an appropriate infusion of required
shop tools and equipment. Preparation of specifications and
tender documen“s for the required road maintenance and éhop
equipment should pose no problem, as Roads and Bridges person-

nel have previous experience in these matters.
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The most important aspect of the governorate's real
capacity for BVS program execution is not so much the numbers
and technical ability of available professional staff, but

the integrated coordination and management of all of the var-

ious inputs and procedures that are required. Unless all

those responsible are aware of their assigned tasks and respon-
sibilities and given specific deadlines, it is unlikely that
the program will proceed expeditiously, as departments will
have to contend with conflicting priorities and may be inclined
to devote time and energy to activities they consider important

from their own perspectives.

In Beheira the governor personally and systematically
provides the necessary supervision and coordination of village~-
level project acitivities. 1In Minya there is no single indi-
vidual performing this function. During two separate field
team visits to the governorate, the governor was not present.
Discussions with key officials revealed that the day-to-day
administration of the guvernorate is left to the general
secretary who, in addition to having overall coordination
responsibilities for projects, also supervises all functions
performed by this level of administraztion. It appears that
the general secretary is too preoccupied with other adminis-
trative matters to devote sufficient time and attention to
BVS, and the governor is either unavailable or unable to
involve himself in the level of detail required for effective

program management. None Jf the other personnel contacted
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have the personal prestige, authority or overview required for
this important function. Nor is there any regular follow=-up
and project monitoring system to determine progress or to sclve

identified problems.

Pvesent capabilities for project evaluation at all levels

of government are generally weak to nonexistent. Objective
criteria for project ranking and evaluation are not used. Per-
sonnel of the Plznning and Follow-Up Department are aware of
these deficiencies and are willing to receive training in the
use of these techniques and standardization of feasibility doc-
umentation. Personnel who would be assigned to dc this work
appear to be trainable, and this process could be institution-
alized through outside technical assistance. A more simplified
training program stressing basic methods of henefit and cost
quantificatiop, discounted cash flow analysis and calculation
of the benefit/cost ratio of proposed village-level projects
could be successfully provided at the loca". level and produce
measurable improvements in the quality of project evaluation
and selection upon completion. Planning personnel at the local
government level appear eager to learn and use new technigues

in their work.
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KENA GOVERNORATE

Governorate-Level Planning and Implementation Capabilities

Planning and Follow=Up

There is little evidence of planning and none of follow=-up
in Kena Governorate. This function is theoretically the re-
sponsibility of the Office of Planning and Follow=-Up, organized
into planning, follow-up and monitoring and statistics units.
The head of the office is an agronomist recently transferred
from a city management position in one of the markaz. He is
unfamiliar with even rudimentary requirements of BVS type
planning, and his assistant, who has some experience, lacks
technical education. Within the office there is an additional
. gronomist with college training and some 15 clerks, draftsmen
and tea servers. None of these personnel have had any experi-

ence with project planning and activity progress monitoring.
Technical Support

All phases of technical management, from engineering and
specifications preparation to construction supervision for
BVS projects in Kena, will be managed by the Roads and Bridges
Department, the Utilities Department of the Housing Directorate,
and the Irrigation Department. The extent and quality of tech-
nical expertise in Kena are more limited and less adequate than

in either Beheira or Minya.
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Many of the technical staff personnel contacted were
aged technical assistants with poor motivation and little
interdepartmental coordination. Decisions were based more
often upon political exigencies than on technical realities.

Existing staff and capabilities are summarized below:

Housing Directorate. This office also is responsible for
rural and urban drinking water and, as such, is the crucial
or¢cznization in the Kena BVS program, which has a sizable
potable water component. The organigram of the directorate,
as well as the number of personnel and their qualifications,

is presented in Figure 1l1.

The Water and Sewerage Division of the Utilities Depart-
ment within the Kena Housing Directorate consists of a division
"head with long experience but no university degree, and two

qualified engineers with limited experience.

The division also has seven engineers, 129 technicians and
452 laborers performing maintenance work in five markaz units,
The Utilities Department has been in charge of all drinking
water project identification, preparation, execution and opera-

tion.

During the past two years, the Utilities Department in

Kena has implemented 13 small water projects, costing a total
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FIGURE 11
URGANIZATION OF KENA HOUSING DIRECTORATE
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Mechanical Engineer
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of LE 287,600. These are listed in Table 9. When compared
with the 128 separate projects costing LE 2.3 million proposed

for BVS, the level of previous effort is decidedly small.

TABLE 9

WATER PROJECTS COMPLETED IN KENA, 1978-1979

Type Amount LE
Network expansion 40,000
Well digging 24,000
Replacement and reconstruction of wells 12,000
Completion of Tramsa project 14,000
Network expansion 10,000
Network expansion 50,000
Replacement and renewal of wells 25,000
Expansion of wells and pumping units 15,000
El Elikat Project (Markaz Koos) 13,000
Well digging and pump unit purchase 25,000
Purchase of two vehicles 12,000
Expansion and network maintenance 23,500
Pump unit purchase 6,000
Network maintenance
Purchase of spare parts and pipes 2,500
Network maintenance, including equipment and

pipes 5,Q00
Purchase of tools 3,000

Purchase of spare parts and maintenance of
diesel engines 7,500

LE 287,500

Maintenance facilities and tools belonging to the Utilities
Division in the markaz are primitive and degraded. Tools and

mobile workshops are urgently needed for maintenance of the
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proposed BVS water projects. The numbers and quality of
department personnel assigned to maintain water systems are

considered adequate for periodic maintenance of the proposed

new projects.

Roads and Bridges Department. This unit is responsible
for engineering design, speciiications and construction manage-
ment for the proposed 3VS road program. At present the depart-
ment has only three qualified engineers. The department head,
who is an engineer, has ten years experience. The three engi-
neers are assisted by 22 technicians and 1,570 laborers, only
42 of whom can be classified as skilled. Thn personnel of the
department have identified village-level road needs and priox-
ities after little or no consultation with the village councils.
The projects proposed are standard dirt roads, which can be
prgpared according to standards Plansg developed by the Central

Roads and Bridges Authority in Cairo.

The previous level of road construction effort in Kena has
consisted of shoulder preparation and some upgrading of road
beds using draft animals and labor-intensive methods. The
budget for 1979 was LE 1.6 miilion with LE 2.5 million proposed

fcr 1980 in addition to BVS.

Altogether there are 712 km. of rural dirt roads in Kena,
which are poorly maintained as the department labor force is

inadequately managed and the department has little serviceable
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road construction and .aintenance equipment. The organization

chart of the department is shown in Figure 12.

FIGURE 12

ORGANIZATION OF THE KENA ROADS AND BRIDGES

DEPARTMENT
Department Head B.Sc. E. with 10 yrs
experience
Secretariat Road Maintenance Project
4 Clerks e .. NP
Divisions at Division
Markaz
.. . All Markaz Units 1 B.Sc. E. 10 vrs
Technician Egu%pgent are headed by 6 Technicians =
1.5 yrs. ex- Division .
riance technicians,
pe 10 Technicians and

1455 Laborers

Moving Division

2 Technicians

34 Operators

Supply Division Maintenznce Division
1l Technician 3 Technicians
2 Mechanics

8 Assistant mechanics

5 Guards

Irrigation Department. This organization will be respon-

sible for specifications and bid tendering for the proposed

canal maintenance equipment. As the department is seriously

understaffed, with only three engineers for the entire
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governorate, it can provide little assistance in the manage-
ment of the equipment. This responsibility will be under the
Jurisdiction of the markaz, whose engineers and workshops will
provide routine maintenance. Major overhauls will be performed
at a governorate-level workshop to be upgraded. The department
has adequate capacity and talent to preparc the procurement

specifications.

Markaz-Level Planning and Implementation Capabilities

The majority of markaz level technical capabilities and
operations in support of BVS in Kena are limited to infra-
structural maintenance. All available technical staff, in
addition to those assigned by the governorate Roads and
Bridges and Utilities Departments, come under the general
supervision of the Engineering Department. The organizational
Sstructure of Kena Markaz is typical of the Markaz Armant,
shown in Figure 13. A summary of the technical staff current-

ly available to each markaz is provided in Table 10.

Markaz have workshops for both roads and utilities de-
partments, but thev are poorly equipped and badly managed,

There is little available transport and maintenance equipment.



99

FIGURE 13

LOCAL COUNCIL FOR MARKAZ ARMANT IN KENA GOVERNORATE

ORGANIZATION CHART

!CEAIMN OF MARKAZ

COUNCIL SECRETARY

} 1
' IPLANNING AND FOLLOW-UP DIVISION , SECRETARIES DIVISION No. 3
| E—
' 1 Agronomist
1 High Agriculturs School
1 High Agriculture School PUBLIC RELATIONS DIVISION No. 2
1l Secondary School
2 Faculty of Law LEGAL AFFAIRS DIVISION
3 Clerks
' ———— |
- 2 i b
1 Bachelor of e FINANCTAL Bachelor of Science ENGINEERING Faculty of Azhar PERSONNEL
2 Clerks High School CONTROL 9 Technicians DEPARTMENT 19 Secondary School SECTION
4 High School BALANCE BUILDINGS 3 Bachelor or Commerce |, nymeree
SHEET 26 Bigh School SECTION
3 Technicians WATER NET 3 High School ‘PURCE\SIKZ
ismou
2 Tachnicians MAINTENANCE S5 Bigh School INVENTORY
29 Technical Workers CENTER SECTION
4 Technicians AGRICULTURE 7 High School FILING
8 Workers ENGINEERING SECTION
1 Technician MECHANIC 12 #igh School REVENUE
21l Technical Workers GROTP SECTION
1 Clerk
5 wos:rs l
1 Ugh School ORGANIZATION
SECTION
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TABLE 1la

MARKAZ LEVEL TECHNTCAL STAFP IN KENA

Number of Nomber of Technical

Council Engineers Technicians Workers

(Tech. Bigh

School)
Abu Tesht 3 29 81
Naga Hamady 4 93 46
Farshoot 3 32 29
Deshna 4 48 34
Koos 4 51 73
Kaft 46 40
Nakada 1 46 4qQ
Luxor 4 2Q 143
Armant 2 39 39
Esna 3 64 117
Total 28 538 642

Village-Level Planning and Implementation Capabilities

In general there is very little technical ability at the
village level. The chairman of the executive council is
usually an agricultural engineer; a few are aware of the
economics of their villages, including sources of funds and
fiscal requirements, but that is an exception to the rule.

Most have never handled sums such as those that may be granted
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under the BVS program. There are some educated people with
college degrees in the elected councils, but they are not
expected to be involved in BVS as their time is counted on
for management of income-producing projects. A well or-
ganized village council in Kena Governorate is structured

along the lines of Figure 14.

FIGURE 14
TYPICAL VILLAGE COUNCIL STRUCTURE IN KENA
GOVERNORATE
B.A. Art V.C. CHIEF
Secretary B.A. Commerce
Social Affairs | * Health * |village Council| | Housing 'Education *
Administration Agriculture Secretarial
All High School
Graduates
Agricultural Technical
Inspection Assistance
Nacations .
jJand Leaves Payroll Pension Collecting
Library of Water Files
Dues

These are appointed officials at markaz level that attend only
periodically. All others are high school graduates.
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Approximately half of the villages in Kena do not have

functioning village banks and keep their accounts at the

nearest branch of Banque Misr.

Analysis of BVS Program Execution Capabilities in Kena

The most critical deficiency in +he ability to execute the
planned BVS program is the virtual :Lsence of any organized
management and coordination structure in Kena. The governor
is occupied with other activities and appears unahble to become
involved in details of scheduling activities and monitoring
progress. There are currently no other officers or offices
performing this function. This lack of management attention
to project Planning and evecutive detail is considered thg
most serious impediment to a successful program. It is not
clear which officials of organizations will be able to assume
this impori 7le of coordination and management overview

of the progran.

The proposed level of program activity is considered
technically feasible using existing technical staff, available
contractors and externally procured consulting services. Pql-

lowing is an analysis of requirements by functional area.
Water Projects

The Utilities Department will encounter difficulty design-

ing and executing .ie proposed level of activity without
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substantial outside assistance in the preparation of en-
gineering designs, specifications, tender documents and
construction supervision. They wiil be attempting to im-
plement some 128 separate projects séread throughout the
governorate, which is substantially more than has ever been
undertaken in the past. However, some 60 percent of the
proposed program funding is for prccurement of pumps, pipes
and electric motors. 1If procurements are handled on a gov-
ernorate-wide basis in single contracts for similar commod-
ities, rather than on a project-by-project basis, the level
of effort required can be reduced considerably cud limited
techrical staff time can be devoted to design, specifications
preparation and shgervision. The department will require
assistance from extern;ily supplied engineers, and will need
reliable means of transport for supervising this extensive

project area.

Maintenance of the water system has, in the past, been
sporadic and incomplete. This responsibility is currently
vested in the markaz utilities department units and funded
through the governorate housing directorate budget (Bab

Thany) .

The LE 48Q per year allocated during the past three years
indicates that this is more symbolic than real. Directorate

officials often had to reprogram funds from other budget line
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items to cover their real maintenance needs, amounting to some
LE 3,000 per year to cover minimum requirements. They indicated
that their needs after implementation of planned water projects
tader BVS might come to LE 5,000 per year. LE 8,000 per year

is likely to be a more realistic figure.

The markaz utilities department units are also severely
hampered by lack of adequate transport and basic shop tools to
carry out their assigned responsibilities for maintenance of .
the water systems. An appropriate solution to this problem
would be provision of four-wheel drive pickup trucks and tools
for mobile workshops. The trucks would alsc serve as basic
transport for construction supervision personnel during the

project implementation stage.

Finally, water quality surveys will be needed in each of
the proposed project areas to determine the most suitable

locations for wells and pumping stations.

Recads

It currently takes about one person-week per kilometer
to prepare necessary engineering drawings and specifications
for road projects of the type to be funded under BVS. As
there are 19 engineers and technicians available to “he Roads
and Bridges Department, or 988 person-weeks per year, to
design and write specifications for some 157 person-weeks
required for the program, the level of technical support

available should be adequate.
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However, the level of skills and motivation of the
department are visibly lacking in that LE 1.6 million in 1979
and LE 2.5 million in 1980 for road construction from GOE
resources are currently planned over the next two years., For
this reason it is doubtful that the Roads and Bridges Depart-
ment will be able to plan and execute the BVS program without

outside assistance.
Maintenance of the Existing and Exzpanded Road Network

The existence and expanded road network will not be
maintained if responsibility is lzft to the discretion of the
understaffed and poorly eguipped maintenance units of the
markaz. As with the other governorates surveyed, the Roads
and Bridges Department of Kena should move from current inef-
ficient labor-intensive to mechanical methods of network
maintenance. Equipment, consisting of graders and cistern
sprayer trucks, should be provided and deployed to each of the
markaz for this purpose. 1In Kena, there are 34 trained equip-
ment operators with little eguipment to operate. Twenty of
this number could be usefully employed if detailed to the
markaz to operate the graders and cistern trucks needed to
solve the maintenance deficiencies. Maintenance of the pro-
posed equipment can be carried out at a centrally located
workshop, upgraded through provision of modern shop tools and

equipment. As elsewhere, there are sufficient numbers of
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experienced mechanics in both the private and public sectors

to provide basic vehicle and equipment maintenance.
Canal Maintenance

There should be no difficulty in management of the procure-
ment proposed for canal maintenance, but training of the regquired

20 operators is essential for effective equipment utilization.

SUMMARY AND CONCLUSIONS

Among the three governorates, a wide range of technical
and administrative abilities have been observed. In Beheira
the governorate-level Roads and Bridges Department, Water and
Sewerage Unit and the Housing Department can be expected to
provide adequate technical assistance to the BVS program. The
Irrigation Department can be relied upon to prepare specifica~
tions and to manage procurement of the proposed canal mainte-
nance equipment. The degree and level of support of the markaz
units is expected to be limited as they concentrate their ef-
forts in towns. Village councils visited indicated that they
needed considerable guidance in preparation of engineering and

bid tender documentation.

In Minya Governorate the responsibility for provision of

technical assistance for the proposed BVS projects will be
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shared by the Roads and Bridges Department and the Mechanical
Division of the Governorate Housing Department. However,
substantial problems exist in provision of maintenance for
current facilities, and steps are being taken to remedy the
situation. On the other hand markaz units are expected to
provide far more guidance and assistance to the proposed vil-
lage-level projects. At present there is little technical
capability in the village council areas, and the majority of
the village councils in Minya will require extensive assistance
from the markaz units in the preparation of technical documents

and supervision of construction.

In Kena Governorate, the Office of Planning and Follow=Up
is theoretically responsible for providing technical and
administrative assistance to the BVS program. However, none
of the personnel interviewed appeared to have .adequate exper-
ience with project planning and management. There is also
little technical ability at the village level in Kena, making
the prospects for a successful program totally dependent upon

formation of an active ana complete BVS team, the members of

which must likely be drawn from outside the governorate.
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CHAPTER THREE

ASSESSMENT OF CONSTRUCTION CAPACITY

Meetings were organized in the three governorates studied
with small groups of private and public sector construction
companies to explain the BVS program construction needs and
to invite comments regarding the companies' readiness to han-

dle such needs.?

In general the local contractors were considered familiar
with BVS-type projects, having performed them in the past.
According to the contractors, with the governorates cooperating
in securing some of the material currently in short supply,
such as water pipes, there would be no difficulty in completing
the projects planned in the timespan desired. However, none
were willing to provide a detailed list of equipment, staff

and material resources currencly under their control.

It was suggested that whatever equipment was necessary
could be brought into the governorate from outside and that
their technical staff reguirements could easily be met. The
governorate officials generally corroborated such claims,

indicating that, with advance planning, crucial materials in

1 fThis chapter is presented in response to Part C of the Statement of

Work.
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short supply can be ordered through government supply channels

with a good chance of having them available when needed.

The follcwing data were collected on construction capac-

ity in the three provinces.

BEHEIRA

. There is considerable unused Private sector water system
construction capacity within the governorate of Beheira and
nearby areas. Previous invitations to bid have usually elicited
five or six technical offers from this sector. Engineers of
the Water and Sewerage Unit and with the Abou Homos Plant man-
agement revealed that local contractors regularly visit the
governorate_to inquire about new Projects. As funding for new
projecﬁs has been limited Strictly in the past, contractors
report that they have far more capacity than the volume of avail-
able work. Table 1l is a partial listing of the major available
Private sector contractors specializing in potable water sys=-
tems. Projects are usually completed on time and take approxi-

mately one year fron date of start-up to completion.
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TABLE 11
WATER SYSTEM CONTRACTORS CURRENTLY WORKING IN BEHEIRA
Size of Projects
Name Address Undertaken Remarks
Awad Mahmoud Kobou 42 Abu Rish LE 100,000 Specializes
Den Damanhour in tanks and
pipes
Abd Samot E1 Ostr Abu Homos LE 100,000 Pipes only
Beheira
Abdel Moneim Abdel Mazgid Wasf LE 200,000 Pipes only
Kader Ibrahim Tanta
Samir Suiden 3 Biblos St. LE 200,000 Tanks, pipes
Alexandria
Ali Abdel Hamid Morsi Damanhour LE 100,000 Pipes only
Meguid Tolba
Ibrahim Mohamed 32, Abdel Ha- LE 50,000 Pipes only
Eassan lim
El Mazon,
Damanhour
Philippe Wassef 30 Midan Ram- LE 2,000,000 Offices in
sis Cairo but
Ramsis Bl4., works ex-
Cairo clusively in
Lower Egypt.
Specializes
in tanks.
Dessouki Abdel Damanhour LE 100,000 Tanks only
Moneim Ahmed
Zoukil
Mahmoud Ramadan Midan Sidi LE 100,000 Tanks and
Ahmed El-Ba- pipes
dawi
Tanta
Mahmoud Ahmed Haret E1 Be- LE 50,000 Tanks only
lasi

Tanta
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MINYA

There are 17 contractors who have worked and are currently
working on roads and bridges projects in Minya. These contrac-
tors have more capacity than current and projected requirements
for road construction, and it is believed by the Roads and
Bridges Department and several contractors interviewed that the
level of proposed BVS activity can be absorbed without diffi-
culty by the locally available construction industry. The
Roads and Bridges Department at the markaz and governorate
levels will supplement the private sector with equipment inputs
to the extent of its limited availability. A list of roads
and bridges contractors currently working in Minya is shown

in Table 12.

Private and public sector construction capacity in the
governorate is more than adequate to handle the proposed level
of BVS financing, as there are 25 contractors specializing in
water system construction currently working within the gover=-

norate (see Table 13).
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TABLE 12

ROADS AND BRIDGES CONTRACTORS WORKING IN MINYA

Annual Volume of

Name Status Business in LE 000s
El Nil Road Const. Co. Public 800
Helwan Contracting Co. Private 500
Hassan Mohamed Hassan Private 500
& El Manairi
Abdel Aziz Mohamedine Ali Private 500
Gamal Abdel Rahman El1 Magdi Privace 500
Regay Abdel Malik Private 500
Tamir Salim Mikhai Private 300
Aédly Youssef Darwish Private 300
Vagi Abdel Faril Abdel Ghani Private 300
Mohamed Mohamed Said Habibi Private 300
Mohamed Hamid Ali Private 200
Motobal: Mohamed Nasr Private 200
Youssef Nasim Hendy Private 200
Ali Mohamed Ali Fl1 Din Private 100
Sabet Fam Scliman Private 100
Mahmoud Abdel Azim Private 50
Maurice Daniel Gris Private 50
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TABLE 13

WATER PROJECT CONTRACTORS IN MINYA

Specialty and Contractor Names Annual Volume of Business
l. Pipelines

Mahmoud Saber Saad LE 250,000

Ahmed Esmail Dasoughi 20,000

Abdul Aziz Abdul Jarad 50,000

2. Wells

Nassef Beyarec & Kamel Masglahee 700,000
Abdul Hadi Mohamed Sadaree 20,000
Hejko Engineering Company 100,000
3. General Construction for Pumphouses
Abdul Rahad Hamed 1,000,000
Saad Ghandeel 50,000
Naser Construction Company Large
Hejko Construction Company Large

4. Wells, Pumphouses, Pipeling&

Kamel Abdul Rahman 100,000
Hamdi Mohamed Saleh 250,000
Esmail Mohamed Daher - o 50,000

5. Engines or Electrical Units, Pumps

Mchamed Mahmoud Salama 200,000
Anwar Ghods Beharee 1,000,000
Mechanical Company 200,000
Haj Hussein Gaber & Sons l100,0qQ¢C
Etco Egyptian Engincering Co. 100,000
Middle East Electrizal Works Co. 100,000

Technical and Engineering Centractors 100,000
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KENA

There is a large supply of contractor capability available
to the governorate of Kena for water system construction.
These contractors, shown in Table 14, have more capacity than
was needed by funds available in the past, and it is expected
that most of the proposed BVS projects will be implemented by
contract and that there is sufficient contractor capability in
Rena. Intervicws with some of the contractors fully support

this conclusion.

Table 15 sets forth the roads angd bridges contractors
currently working in Kena. Road contractors that were avail-
able for interviews stated that they would have no difficulty
in completing the modest program proposed of 30 km. of new

construction and 127 km. of upgrading of existing roads.
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TABLE '4

CONTRACTORS SPECIALIZING IN WATER SYSTEM WORK IN KEN2

Project Size

Name Type __Undertaken in LE
Arab Contractors Public Sector No limit
Egyptian Construction Co. Public Sector No limit
Indus?rlal and Engineering Public Sector No limit
Project Co.
Zafhlool i >uad and .

Mohamed Abd El Mageed Private Sector LE 500,000
Abd Alla Khalaf Private Sector LE 500,000
Mohamed Abd E1 Naby Youssef Private Sector LE 200,000
Hassan Osman Private Sector LE 200,000
Thabet Gragyous Private Sector LE ZO0,00d
Abd El Aziz Abd E1 Gawad Private Sector LE 200,000
Fayez Tanyous Private Sector LE 200,000

TABLE 15

ROADS AND BRIDGES CONTRACTQORS WORKING IN KENA

Name Tyée

Arab Contractors Public Sector

Nile Co. for Roads and Public Sector

Bridges
Nile Co. for Construction Public Sector
Abou El1 Magd Ibrahim Private Sector
Yehya Ibrahim Ahmed Private Sector
Mohamed Abd El1 Latif Private Sector
Sayeed Mohamed Ali Private Secto:

Gad E1 Karim Abd El Rady Private Sector
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CONCLUSION

Construction capacities and work sites in all three gover-
norates were investigated by visiting contractors. An
asphalt making setup was visited in Beheira, where sand,
gravel and tar were being mixed and transported to nearby
sites. A well construction project was visited in Minya.
However, construction companies were generally reluctant to
open their records or show their shops and equipment. Local
- officials of the governorates explained that BVS construction
requirements are often met by shifting capacities from other
areas when necessary, and that contracts can be broken into
components, thus bringing in still other contractors not
listed. Many contractors present at the meetings claimed
that BVS needs are not so extensive as to create any short-

falls.

The field team concludes that existing construction ca-
pacity, if not overtaxed by beginning BVS programs in all
governorates simultaneously, is adequate to perform the core

village-level infrastructure projects proposed by this project.
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CHAPTER FOUR

FINANCIAL ARRANGEMENTS, CONTROL AND AUDITING

Fiscal procedures for handling public funds are followed
uniformly in all governorates, and in the three governorates
studied no significant deviations was observed. Fiscal controls
were observed and necessary audits were conducted regularly.

At all levels of local government, books were checked and docu-
ments and vouchers were found to be in order on items of expen-
diture investigated at random. The team visited many village
banks where BVS funds are expected to be deposited to village

council accounts.

FISCAL PROCEDURES

Procedures and requirements for the fiscal administration
of village-level development projects are established in Law 43
of 1979.! According to the statutory provisions of the law
(Article 70), a special account shall be opened in each village
bank, called the "Account for Services and Local Development"
(to be referred to as the service account). Deposits to this
account are derived from local fees collected by the village

council, revenues derived from village income-producing projects,

1 raw 43 supersedes Law 52 (1975), Article 73, which required village
councils to obtain approval of the markaz and the governorate for
projects to be funded by the services account.

PREVIOUS PAGE BiriiK
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revenues derived from village-owned buildings, revenues of the
village cooperative association, and grants to the village

from all sources.

According to Article 72 of Law 43, funds deposited into
this account may be used for:
° Financing productive projects and local
services that have been approved by the vil=
lage council;
° Compieting village-level budgets of the go-
vernorate projects requiring additional
funding; and

° Raising the standard of local services.

Funds deposited into and disbursed from the service account
are subject to the general audit system of the Arab Republic of
Egypt, and all funds so deposited remain at the village level
until disbursed. Accerding to Article 72 of Law 43, the chair-
man of the village council is invested with full discretionary
powers for the fiscal administration of the village accounts,

similar to those powers that are exercised by a department head.

In accordance with the legal base established in Law 43,
and actual practice in Beheira, the chairman of the village
council is empowered to advertise, negotiate and execute con-
tractswfor village-level service projectc that have been ap-
proved by the elected village council. Under current limitations

the village council chairman is authorized ﬁp negotiate and
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disburse monies in payment for services financed from the
service account, up to LE 5,000. Contracts between LE 5,000
and LE 50,000 require approval of the markaz chairman. The
only general restriction on disbursements is that payments are
limited to the total amount available in the fund. Project
selection and disbursement approvals are not regquired from any
higher authority. Funds from the account are released from
the village bank upon the signature of the village council
chairman, with the countersignature of the village financial

affairs division chief.

As the village bank is only authorized to keep up to
LE 10,000 in cash on hand at the village level, required dis-
bursements exceeding this amount must be drawn from the village
account in the bank at the markaz level. To withdraw funds
from village accounts outside the village, 24 hours advance
notice must be given. Funds can either be drawn in cash or by
check from the external banks upon signature of the village

council chairman and endorsement of the village bank.

Prior to initiating disbursements, the village finance
unit prepares Form 50 (ﬁp. 122-123),cettifying avail;ﬁility of
funds in the accounts, correctness of the invoice to be paid,
entry of the disbursement in the village account books, and

showing check number and date.
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FISCAL CONTROL AND AUDIT

Audits are of the post-audit rather than pre-audit type,
so there are no audit constraints to disbursement. At the
village level, payments are reviewed for correctness and
conformity to contract; no pre-reviews are required at higher
levels prior to disbursement. xudits are performed at three
levels. These are the governorate finance unit, the Ministry
of Finance governorate representative, and the Central Orga-
nization for Accounts of the National State Council. Auditors
review the budgets, all records of receipts and disbursements,
invoices and vouchers and bank statements of all accounts to
check for accounting errors, legality of disbursements and
correctness of procedures followed. The finance unit of the
governorate prepares a monthly audit and provides continuing
guidance to the village financial affairs division in pPreparing

and maintaining records.

The Ministry of Finance representative conducts frequent
and annual audits, and the General Organization for Accounts
conducts an annual audit. Copies of all audits and findings
are provided to the village council and to the governor. Any
errors detected must be examined and corrected at the gover-
norate level. 1In the event of discovered malfeasance, the
village council and governorate must provide a full report and

legal action is taken as appropriate. Financial regulations
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governing contracts and procurements for the Arab Republic of
Egypt are detailed in the GOE Handbook on Procurement and
Contracts, prepared by USAID/Cairo. All financial records

remain at the village level.

These fiscal controls and auditing procedures have been
reviewed for their applicability to the proposed AID-financed
Basic Village Services program in the governorates. The ser-
vices account meets the fiscal administration needs of the BVS
program. The system is understood and used by the village
councils of the governorates, and provides for expeditious
disbursement of program funding while offering an adequate
system of safeguards and controls. Use of the services ac-
count for AID-funded programs offers the added advantage“of

promoting fiscal management autonomy at the village level.

Discussions with officials of the govermorates and vil-
iages, and with ORDEV at the central and governorate levels,
revealed that AID-supplied BVS funds would be deposited in
the Central Bank of Egypt. Funds earmarked for each gover=-
norate would be allocated by the Interagency Committee to
the governorates' Accounts for Services and Local Development
and reallocated in check form by the governorate directly to
the services accounts in the village banks. It is clearly
understood, both in statutory regulations and according to the

officials involved, that funds will pass directly to the
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villages and be administered by the villages without super-
visory overview from the markaz, except for the audits already

described.

While AID funds will be managed concurrently with other
funds in the village Services Accounts, transactions involving
these funds will be listed separately in the village financial
records. Village councils have full authority to advertise
and let contracts for approved projects costing up to LE 5,000.
For projects exceeding this level of funding, approval from the
markaz is required prior to contract award. All contracts,
once approved by the village council, and the markaz for larger
projects, are negotiated and signed by the village council
chairman and administered directly by the village executive
council. Payments for all jobs, small and large, are disbursed

directly from the village bank.

In the case of intervillage council area projects (i.e.,
roads serving several council areas), contracts are usually let
at the governorate level through the appropriate technical of-
fice. Disbursements to the contractor are then made by each
of the concermed village banks for the segment of the project
within the council ar=a boundary. In the proposed road pro-
grams to be financed by BVS, approximately 15 percent of the
projects are in the intervillage council area category, and

85 percent are in the intravillage areas.
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SUMMARY OF MONTHLY AUDIT PROCEDURES

The audit procedures established at the governorate, markaz
and village levels for maintaining accountability of funds dis-

bursed under the BVS program are:

) all expenditure vouchers are examined to ensure
that quantities purchased are consistent with
bills of quantities in engineering designs, and
that vouchers have been stamped and contain no
erasures, in accordance with legal requirements.

® Village account books are reviewed to ensure
that all expenditure vouchers have been entered

and that books are serially numbered and all
pages are officially stamped.

° all project records are reviewed, including the
contract, start-up dates, previous dicbursements
and disbursements during current month, as well
as consistency of expenditures with project
budget and percentage of completion to date.

] The cash book is examined to determine cash on
hand, verification of this amount, and general
review of expenditures and receipts.

any deficiencies or questions are noted in the report and

require response and/or remedial action on the part of the vil-

lage council.

CONCLUSION

The review of existing fiscal regulations, controls and

audits shows that the procedures and their implementation are
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satisfactory for proper handling of BVS funds. The only re-
striction that needs modification is the limit on the village
councils' contract approval authority, which should be raised

from LE 5,000 to LE 20.000 to correspond with typical contract

values for the BVS projects.



129

CHAPTER FIVE

PROJECT BUDGETING AND IMPLEMENTATION

This chapter provides the outline of a simple system,
based on forms and procedures already used in Egypt, for iden-
tifying, appraising, reviewing, approving and implementing
village infrastructure projects. The steps outlined were
submitted to USAID and ORDEV officials in Cairo, and their
comments were incorpcrated in this version. In addition, the
standard practice used previously in Beheira Governorate for
village-level projects was examined, and those initial project

start-up steps are given as a format that seems to work well.

PROJECT SELECTION, BUDGETING, IMPLEMENTATION
AND MONITORING FOR BVS IN GOVERNORATES

A flow diagram showing procedures for planning and finan-
cial management of village-level projects is presented in

Figure 15. The steps that are followed in the process are:

1. The governorate sends priority parameters
and funding levsl baced upon pounds per
person to the wvillage executive council.

2. The village executive council prepares a
list of proposed village priority projects
and submits it to the elected village coun-
cil for approval.

3. The elected village council approves and
communicates its approval to the executive
council.
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FIGURE 15
PROJECT SELECTION IMPLEMENTATION AND

MON!TORING PROCESS FOR BVS IN GOVERNORATES

v @
. . &
CENTRAL |INTERAGENCY conmrT TEE {cenraL Bk |
T @
[ ] -
e (&
L\ 4 y
3
GOVERNORATE (=l GOVEPNCRATE OFFICES ;:T GOVERNORATE TREASURY
{ |
PLANNING & FOLLOWUP TECUNICAL UN TS hmmem
UNITS L-
s
> P @ P el |o
L d
0 MARKAZ
D b 9 _"@'—:
VILLAGE VLLAGE ELECTED VILLAGE EXECUTIVE VILLAGE BANK
COUNCIL T COUNCIL {service occount).
]
@
@)

[conTacor | ® -’EJ.ECTS l

EGYPT:BASIC VILLAGE SERVICES
PROGRAM ME EMENTATION DIGRAM

LHR




10.

1

12.

13.

14.

131

The village prioritv list is sent to the

Planning and Follow-Up Unit of the gover-
norate, with an information copy going to
the markaz.

The governorate consolidates all village
Priority lists and sends them to an inter-
agency committee under the chairmanship

of ORDEV. The committee and USAID/Cairo
approve.

USAID deposits the needed funds in the
Central BRank.

ORDEV authorizes the Central Bank to trans-
fer approved BVS funds to the governorate
service account and formally notifies the
governorate of approval.

Funds are transferred from the Central
Bank to the governorate service account.

The governorate officially notifies the
village executive council of interagency
approval.

The village council requests markaz as-
sistance in preparing engineering drawings,
bills of quantities and tender specifica-
tions as required.

The markaz passes on requests for technical
assistance to governorate-level technical
units as required.

Technical documents are prepared.by gover-
norate or markaz technical units and sent
back to the village executive council.

Upon completion of engineering documents

and bid specifications by the designated

technical unit, the governor authorizes a
transfer of funds to the service account

in the village bank.

The village executive council advertises
the tender, evaluates bids with assistance
from the markaz or governorate as required,
and awards the contract.
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15. The contractor mobilizes and executes the
project.

16. The village council authorizes progressive
payments against contractor invoices.

17. The village bank disburses funds to the
contractor.

18. The village executive council monitors
construction progress.

19. The village executive council sends month-
ly status reports to the governorate Plan-
ning and Follow-Up Unit showing details of
fund disbursements for each project and
percentage of completion.

20. Monthly and quarterly status reports are
sent by the governorate to the interagency

committee.

21. The interagency committee transmits copies
of monthly and quarterly status reports to
USAID.

Basing allocations on pounds per capita as the guiding
formula for BVS programs has to date been agreed upon by ORDEV,
USAID and governorate staffs as a simple, easy and "fair"
method of allocations. It is simple to apply and theoretically
allows the program benefits to spread to everyone in the rural
areas of the governorates that are select2d for BVS. The role
of the interagency committee in this process is somewhat
contrary to the decentralization attempt and is expected to
slow the process. However, the committee seems to fulfill the
needs of USAID and the GOE to be actively involved in the pro-

gram and was thererore left in the process.
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Implementation of the BVS program in the governorate is
expected to follow the sequence outlined in Figure 15, with
coordination of the program by the governors. The coordina-
tion procedures in Beheira, vhere the governor is expected to
be actively involved, can be useful in other governorutes a§

well, and is detailed below.

COORDINATION PROCEDURES WITHIN GOVERNORATES

It is useful to remember that the Nile Valley is compact,
distances are short, and continuous communication exists among
villages, markaz, governorates and Cairo. Upon notification by
the Interagency Committee of BVS project approval, the governorate
might follow the standard practice used previously for village-
level projects in Beheira. Village council and markaz chairmen
are convened at a general meeting at governorate headgquarters.
Technical division heads (i.e., housing, roads and bridges, water
and sewerage and irrigation) also attend. The ¢ vernor (or his
appointed representative) chairs the meeting and coordinates all
phases of project planning and execution. The convocation assesses
the technical requirements of all approved projectes and deter-
mines which level of local government should be responsible for
preparing the engineering designs, bills of guantities and bid
tender specifications for all approved projects. The village
councils are encouraged to prepare their own technical documen-
tation with assistance as required from the markaz and governor-

ate technical staffs. Village council chairmen identify their
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technical assistance requirements and the governor orders the
appropriate technical unit of the markaz or governorate to
complete the technical studies for each project, specifying

a deadline, usually the shortest possible. When a designated
unit does not have gufficient qualified personnel to accomplish
its assigned technical support work, the governor obtains
personnel for the tasked units from one or a combination of

sources:

® Mandating a detail of engineers and tech-
nicians from other governorate offices;

° Asking the chairmen of central authorities
(i.e., roads and bridges, and potable
water) to assign engineers temporarily to
work under the direction of the counter-
part governorate technical units for a
specified time to complete specific tasks;

° Temporarily hiring full-time employees of
Arab Contractors, Nasr Construction Company,
Sami Saad Company or Hassan Heba Company.
All of these public sector construction
firms are giants in the Egyptian construc-
tion industry, with over 500 to 1,000 full-
time professional employees, and do.an an-
nual volume of business ranging from four
million to several hundred million pounds.

° Temporarily hiring engineering professors
from the universities in Alexandria and
Cairuw.
° Letting short-term contracts from among the
several hundred nationwide Egyptian consult-
ing firms.
The governor of ! ‘heira states that, because of the favor-
able central location of the governorate between Cairo and

Alexandria, he has no difficulty in obtaining all of the
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technical assistance he requires to prepare documentation for
specific projects. The only constraint is the availability

of funds for procuring help from these sources of professional
expertise.! Wwhile temporary technical help is available in
unlimited numbers, subject to the availability of funds, the
governor stressed that it is a difficult problem to obtain

additional permanent staff from central organizations.

In the process of executing village-level projects, gover-
norate or markaz technical units, temporarily augmented from
external sources, are instructed to go to the villages and
work directly with the village councils in their preparation
of the reguired technical documentat;on. Monitoring of proj-
ect progress is close and involves all levels of local govern=-
ment. All markaz chairmen are required to meet every two
weeks with the village council chairmen to discuss project
progress and implementation problems and find solutions where
required. The governor also meets biweekly with all markaz
chairmen to discuss the status of each project and to £ind
solutions to problems that require governorate-level inter-

vention.

Five days prior to the end of every calendar month, each
village council is required to submit a project status report
to the governorate Planning and Follow-Up Unit. The report

is submitted in the format shown in Figure 16,

! Cost estimates for all proposed BVS projects in Beheira include 2 iy
percent of construction costs for temporary engineering consulting services.
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PROJECT STATUS REPORT CURRENTLY USED IN BEHEIRA
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At the end of the month the governor convenes a meeting
of all markaz chairmen, village council chairmen and technical
division chiefs, and reviews the status of every project. In-

structions for speeding up the work are issued as appropriate.

CONCLUSIONS

The steps outlined here have been taken from procedures
now used within the Beheira governorate. Other governorates
are neither staffed nor organized to pursue this level of
coordinated effort, and will need both time and training
before the implementation of the identified procedures will
be possible. However, the model is now working in Egypt.

Given resources and staff a team working under the authority
of the governor, with a clearly defined set of tasks, as well
as training, and backstopping by technical assistance, should
be able to maintain the necessary coordination that is critical

to the success of the BVS program,
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ANNEX A
PROPOSED BVS PROGRAM IN THE STUDY AREA

INTRODUCTION

Prior to the arrival of the study team, other consultants
under contract to USAID/Cairo had approached the governorates
and asked for lists of projects under the still-to-be-designed
BVS program. When the present team arrived, village lists were
available, which provided a basis for the team to assist the
governorates in formulating an overall program. This annex

reports on the details of the program by governorate.

THE PROPOSED BVS PROGRAM IN BEHEIRA

Proposed BVS Projects

The Governorate of Beheira has made a detailed assessment
of its village development needs and has compiled a list of
five major categories of projects.. These are unpaved rural
roads, canal dredging, potable water systems, solar energy

and biogas projects.

Roads

El Beheira has 1,030 km. of paved roads (including the
Cairo-Alexandria road and roads to new irrigation projects),
1,550 km. of unpaved rocads, and 100 km. of canal berms used

as roads. Climatic conditions (winter rains) make it necessary
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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 are urgently required to pre-

vent unpaved roads fron degrading. Unit cost estimates used

in the governorate are as follows:

e Road elevating to 50 cm. above field level,
LE 6,500/km.

e Road elevating and widening to 6 m., LE 7,000/
m.

° New access roads LE 8,500/km. (including LE
2,000/km. right of way).

° Lining canal sides to prevent erosion of adja-
cent roads LE 8/m<.

Altogether 410 km. of new unpaved roads are proposed for

BVS funding at a cost of LE 1,688,000 plus LE 630,000 for

graders and water trucks to be used in maintaining the new

roads.

Maintenance of Farm Canals and Drains

tion

Itil

After a review of canal maintenance, the following descrip-
of maintenance requirements in Beheira as described by Dr.

Asmon was applicable.!

Beside the 3,200 km. of main canals and drains in El
Beheira Province, which are mzintained by the Ministry
of Irrigation, there are about 20,000 km. of farm
canals and drains. The latter need an annual cleaning
plus an annual grass cutting. The canals are dried in
January - February and the cleaning performed by hand;

Loy

Asmon, "Extension of the Basic Village Services Program to Qena, Minya

ané 1 Seheira Governorates," report prepared for USAID/Cairo, May 1979.
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the grass cutting is carried out during the ir-
rigation season in June - July. At present, there
reportedly exist difficulties in finding labor for
the comparatively difficult work of canal cleaning
at the current wages of about LE 1.50 per day, since
local labor has alternative agricultural employment.
Many canals and drains are poorly maintained owing
to labor shortage. Consequently, government offi-
cials and elected village council members place a
high priority on the acquisition of implements for
mechanical clearing of farm canals and drains.

Public canals and drains are maintained by the Gen-
eral Irrigation Company for Mechanical Clearing and
by the Beheira Corporation, under contract with the
Ministry of Irrigation. The former company has a
volume of operations amounting to about 20 million
m3 dredged annually in Egypt, of which 3.5 million
m3 in El Beheira Province. The (Alexandria-based)
Beheira Company has a volume of operations total-
ling about 5.5 million m3 annually, mostly in
Beheira Province. 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, maintenance
and capital costs of 0.10 LE/m3), pay high incen-
tive wages (on the order of 150 LE/month per oper-
ator, compared with a base salary of about 30 LE/
month) , keep their equipment in good condition and
are able to import additional eguipment as neces-
sary. Farm canals and drains are maintained by

the village level agricultiral cooperatives

(which hire the labor and charge the members'
accounts LE 1.5 per feddan), or by the farmers
individually. Cost of hand clearing: estimating

an average of 3 m3 daily per worker at a daily
wage of LE 1.5, the cost of hand cleaning is on

the order of 0.50 LE per m3,

The public canals and drains are maintained with
heavy equipment, such as the Pocling excavator with
a 0.65 m3 bucket or crawler mounted equipment. For
the larger farm canals (over 2 m2 section) the Soil
Improvement Service of El Beheira has introduced
eight months ago three JCB excavator/loader units,
with satisfactory results. They are 2.45 m. wide,
have a 5 m. long arms with an approximately 0.20 m3
bucket, and can excavate to a depth of 3.5 m. Por
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the smaller farm canals and 4rains, the Agrarian
Reform Directorate of El Be. .ira has recently
imported two McConnel "power arm 6" backhoe
excavators. This backhoe is mounted on a 50 to
65 HP agricultural tractor and is powered by the
tractor engine. Its current cost is about LE
5,000 (including attachuents for canal clearing,
trenching and ditching). The arm is 4.2 m. long
(a 4.9 m. long arm is available) and can reach to
a depth of 1.7 m. The "power arm" backhoes are
robust all-hydraulic implements which require
comparatively little maintenance; they are mountad
on agricultural tractors, which have existing
maintenance systems. On the other hand, the
excavator/loaders require specialized maintenace;
their satisfactory operation will necessitate a
special maintenance workshop at the governorate
level.

Of the 20,000 km. of farm canals and drains in E1l
Beheira Province, about 15,000 km. can be mechani-
cally cleaned. Estimating an average cleaning
requirement of 2000 m3 per km. every three years
implies an excavation volume of 10 million m3 an-
nually. Unlike hand clearing of canals, mechani-
cal clearing can be carried out year-around. It
is expected that the bulk of canal clearing will
be performed by backhoes mounted on existing
agricultural tractors, which at present are em-
ployed only about 4 months of the year. At the
rate of 100 m3 per day, a backhoe-equipped tractor
couléd excavate about 15,000 m3 if it works 6 mcnths
annually. Thus, the potential reguirement for a
fairly complete mechanization of farm canal main-
tenance In El Beheira Province amounts to over 500
machines. Consequently, deployment of 57 units,
s currently proposed, will have a perceptible but
only a partial effect on the problem of canal
maintenance.

It is proposed that control of the implement be at
the markaz level: this is scale-appropriate for the
tractor-mounted backhoes. However, ownership of
tractors by local government units has often been
beset by problems of ineffective management, ir-
adequate maintenance and low profitability.
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A recent study prepared by Louis Berger International,
Inc.,! to evaluate the technical and economic feasibility of
providing canal maintenance equipment to the public sector
dredging companies has shown a direct correlation between
agricultural productivity and water availability in caltivated
areas. In light of the conclusions in the Berger report,

USAID has signed a $30,000,000 loan agreement with the Ministry
of Irrigation (AID Loan 263~k-040) to upgrade the general
maintenance of primary and secondary canals throughout Egypt.
Since the tertiary and quarternary canals are not included in
this program adequate maintenance of the farm-level network is
essential if full productivity is to be realized. Labor-inten-
sive cleaning practices are no longer adequate as the rural
labor supply is dwindling due to rural-urban and interregional
migration. Capital-intensive canal cleaning at the village
ievel would appear to be a viable solution, provided that tools,
workshops and operator training complement any procurement
package. Altogether 41 track-type backhoes, costing LE 18,000
per unit, and 16 hyiraulic bucket attachements costing LE 5.000

per unit are proposed for BVS funding in Beheira.
Potable Water Supply

From the Asmon report, it is noted that 1,863,834 of the

2,517,292 inhabitants of Beheira Governorate (1976 census), or

! Louis Berger International, Inc., Canal Maintenance Project, report to
the Ministry of Irrigation, Arab Republic of Egypt, under AID Loan # 263=-k=040,
May 1977.
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74 percent, are rural dwellers. These reside in 414 villages
belonging to 63 village councils, which are organized in 12
markaz. Of the 285,737 rural families, 75,953 families, or

27 percent, do not have access to piped water. Groundwater is
potable only in the southernmost corner of Beheira Governorate.
Thus over 79 percent of water consumption depends on filtration
of surface water. The northern part of the governorate is
served by three systems in the General Organization of Potable
Water (Abou Homos, Fawwa and Buseili), with a total capacity
of 98,000 m3/day. Three other systems (Shubra Khit, Mahallet
Abu Ali and Rafr El Dawar), with a total capacity of 79,000
m3/day, are under construction. There are also three municipal
systems (Damanhour, Kafr El Dawar, and Kom Hamada) with a total
of 32,000 m3/day. The rural areas of sguthern Beheira ase
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 consulting
firm of Binnie and Taylor, as a basis for future water supply
projects in Beheira and Rafr El Sheikh.! As the governorate
expects considerable IBRD investment in potable water projects
in Beleira, the program for BVS funding is a modest LE 318,000
to extend existing systems to include service to outlying at-

atachment villages that can be reached economically through

! Binnie and Taylor, "Provincial Water Supply in Egypt," preliminary
report prepared by IBRD, March 1979.
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installation of branch pipelines and installation of simple
booster pumping units. For a few areas not reachable by ex-
tension of existing networks, pilot projects in solar desal-

ination of brackish water, costing a modest LE 150,000, are

contemplated.

The solar desalination projects proposed are small-scale
units located in the northern sector of the governorate. The
targeted populations live in small isolated villages without
fresh water and too far away to be served by the extension of
existing systems. These 60 settlements are located about
three to five kilometers from each other. Table A-1 gives

the proposed basic parameters of the solar desalination units:

TABLE A-l

BASIC SOLAR DESALINATION PROJECT PARAMETERS

Number of Settlements 60
Houses per Settlement 10
Number of persons per house 8
Fresh water required for household
facilities in liters 80
Solar energy desalination module type Greenhouse
Area cf the saline basin of the still
m2 25
Estimated average production of fresh
water per module in liters per day 75-100
Place of manufacture Egypt
Design of the prototype Sel and others
Material used for the project available in Egypt
Maintenance and repair for each will be financed

module by village councils
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Biogas

The final category of projects proposed in Beheira will
allocate LE 150,000 for small village-level biogas units to
generate energy for lighting and cooking. Project models
for these units were developed from prototype designs used in
the People's Republic of China and India, composting animal
and human wastes to generate methane gas, which in turn is
distributed from small collection centers to individual house-
holds. Composted material from which methane has been extracted
is then added to agricultural soil for fertilization. The
basic cost of a unit is LE 5,000 and can be constructed from

readily available local materials.

The proposed budget for BVS financing in Beheira is shown
in category in Table A-2. Details of the proposed road and
water projects are included in the Arabic language material col-

lected by governorate and turned over to USAID/Cairo.

BVS Project Selection Procedures in Beheira

The governor convened a meeting of all village executive
council chairmen in May 1979, and briefed them on the broad out-
lines of the program and general priorities of the governorate.
The governor then circulated a letter to all village councils,
reiterating the general priorities, informing them of the

funding level available to each village council area.! and

Funding is based upon a per capita distribution of the LE 3,5 million
to be allocated to the governorate.
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TABLE A-2

LIST OF PROPOSED BVS PROJECTS IN BEHEIRA

T L] L T TP (e e s
nance ay
Damanhour 6 227 224 108 20 15 15
Kafr El Da- 7 268 297 105 - 20 15
war
Itay Barud 8 197 139 a5 40 25 15
Rashig 3 71 60 15 120 5 10
Delengat 4 124 110 54 43 10 10
Shubra Khit 4 120 124 64 20 5 15
Hosh Isa 3 55 50 28 - 5 10
Abou Homos 7 199 l68 126 - 15 15
Rahmania 7 56 €0 36 20 5 10
Abu Matamir 3 116 110 33 - 5 10
Mahmoudia 3 102 69 54 20 5 10
Kom Hama 11 319 277 123 35 35 15
l,688 841 318 150 150

providing unit cost guidelines. Village councils were asked to
formulate their requests and priorities from among the general
guidelines and forward them to the governorate with estimated
costs. Village executive councils prepared the tentative list
of council priorities and submitted them to the councils for ap-
proval. The approved village council priority lists were sent

directly to the governorate with an information copy to the markag.
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THE PROPOSED BVS PROGRAM IN MINYA

The Basic Village Services program proposed for Minva
Governorate has two main components. LE 1,964,500 have been
programmed for village drinking water projects, and LE 1,241,500
for village roads. It is proposed to allocate LE 380,000 to
purchase graders and water trucks for road construction and
maintenance, and LE 240,000 for procurement of trucks and tools
to be used in maintenance of the water projects. These general
priorities have been established by the governorate through
a survey of existing potable water infrastructure and road
requirements within nine markaz and 57 village councils units

of the governorate.

Proposed BVS Projects

Roads

The current roads system in Minya Governorate includes
110 km. of paved roads (excluding the Cairo-Aswan link) and
1392 km. of unpaved roads. Many rural ares of Minya are cur-
rently without adequate intravillage council area and farm-to-
market communications. Altogether 120 km. of new unpaved rural
roads are proposed for BVS funding. Current unit costs calcu-
lated by the Roads and Bridges Department of Minya Governorate
are LE 10,000/km. for unpaved roéds constructed to 50 cm. above

field level with a width of 6 meters. For asphalt roads
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constructed to a width of 5 meters, at a thickness of 25 cm.

with a double asphalt layer, the current cost is LE 30,000/km.

In prior years road construction and repair have been
labor intensive, but increasing trends in migration of the
productive rural labor force to urban areas or to other Middle
East countries have so depleted the available labor force that
labor-intensive construction and repair methods are no longer
efficient or practical. Construction is currently carried out
by motor graders and the use of tractor-driven tank trailers of
3to4m3 capacity with pump and sprayer. The current cost of
the motor graders of the type used in Minya is LE 50,000 while
the cost of the tank truck is between LE 15,000 and .20,000.

The amount of funding requested from BVS for rural road projects
is LE 1,241,500 and LE 380,000 for four motor graders and nine

water trucks.
Potable Water Projects

The Asmon survey noted that 139,320 rural families out of
a total 329,269, or 42 percent lack potable water. The gover-
norate has 216 rural water systams in various states of repair,
with a total delivery capacity of 147,000 m3/day. The existing
systems, two of which were examined by the field team during
its field visit to Minya, are of the standard Government of

Egypt design prepared by the Central Water Authority. These
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consist of elevated concrete storage tanks into which ground-
water is pumped by diesel driven units, and from which water

is distributed by means of steel and concrete pipes and drawn
from public taps at various points along the network. The
condition of the existing rural water systems in Minya is
visibly poor. Many of the taps are broken and permanently
running, while some taps are missing altogether. Most of the
diesel prime movers are old and experience frequent breakdowns
requiring stopgap overhaul and parts replacement. The total
level of requested BVS funding for rural water systems in Minya

is LE 1,964,500 plus LE 240,000 for transport and workshop

equipment.

A complete list of the proposed BVS program is shown in

Table A-3.

BVS Project Selection Procedures in Minva

On May 14, 1979, a circular letter was sent to all village
councils requesting them to rank in descendinj order of priori-y
their proposed BVS projects according to the governorate prior-
ities of potable water systems and unpaved road. The governorate
priorities were determined from an earlier survey of village
needs, which showed that 60 percent to 70 percent of the vil=
lages require potable water and that 30 to 40 percent require
unpaved roads. In the same circular, villages were provided

unit cost information and information concerning the level of
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TLBLE A~-3

SUMMARY OF PRNPOSED BVS PROGRAM IN MINYA
GOVERNORATE

(in LE 1000)

Village Village Markaz

Markaz Water Projects Road Projects TOTAL
El Adwa 119.0 5.0 124.0
Beni Mazar 258.0 114.0 372.0
Maghabha 158.5 114.5 273.0
Mataee 126.0 61.0 187.0
Samalu 261.0 216.0 477.0
Minva 281.0 150.0 431.0
Abu Qurgas 256.0 . 188.0 444.0
Malawi 344.0 242.0 586.0
Deiramoos 161.0 151.0 312.0
TOTAL 1964.5 1241.5 3206.0

Note: The details of each markaz projects are provided in the file
that has been left with USAID/Cairo.
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funding that each village council area would receive. The
budget formula was determined by dividing the LE 3,000,000
to be allocated to the village by the total village popula-
tion. The per capita allocation for each village thus ar-

rived at was LE 1,847.

Concurrent with the dispatch of the circular, the BVS
program priorities and general parameters were discussed in
meetings of the governorate's elected council (in which all
village councils are represented). The markaz executive coun-
cils also held their own meetings of village Eouncil chairmen

to explain and discuss the BVS program.

Village elected councils prepared lists of project prior-
ities from among the general guidelines and parameters and sub-~
mitted them to the village elected councils, which forwarded
the village lists and costs to the markaz chairmen. The markaz
chairmen convened a second meeting of the village council chair-
men to review the village project lists to <nsure that the pro-
posed projects were within the general governorate guidelines
and priorities as presented in the circular and explained during
previous meetings of the governorate elected councils and the

village council chairman at the markaz.

During this entire process, the ORDEV chief in the gover-
norate attended all meetings and visited village council areas
to ensure that local officials understood and adhered to the

general priorities and guidelines.
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Completed lists were forwarded by the markaz chairmen to
the general secretary of the governorate for final review and
approval. The markaz and governorate officials tended to ap-
prove all projects that were within the general guidelines and

governorate priorities.

THE PROPOSED BVS PROGRAM IN KENA

Proposed BVS Projects

Potable Water

According to statistics compiled in 1976, of the 264,328
rural families in the governorate, 57 percent are without
piped potable water. Of the families receiving piped water,
many have unreliable supplies because the systems serving them
are overloaded due to inadequacies in the number and condition
of available wells, pumping equipment and storage tanks. New
wells fitted with pumping equipment have to be added to existing

networks in many areas to satisfy existing system demands.

Another problem facing Kena is the difficulty in finding
suitable groundwater sources and water of satisfactory guality.
At present there are no maps of the groundwater table and no

available water quality analyses.

In recognition of the critical need to extend the potable

water supply throughout the rural areas, the governorate has
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developed a list of projects for BVS funding totaling LE 2.3
million which, when completed, will satisfy 26 percent of tne

rural water needs.

Details of the program, which were provided by governorate
officials, have been left with USAID/Cairo and include the

following basic information:

° Project location (markaz, village and at-
tachment) ;
® Description of engineering needs (i.e., pipes,

pumps, wells, pump housing, motor):;

° Numbers of people expected to benefit from
the project; and

®  Approximate cost of the proposed work based
upon estimated unit costs provided in Table A-4.

TABLE A-4
UNIT COSTS USED IN DETERMINATION OF PROJECT COSTS

Cost in LE

Sinking ¢ deep well, with steel casing

10" diameter, up to 65 meters deep 4000.
Supply and installation of electric

borehole pump, and accessories 6000.
Supply and installation of power trans-

former 2000.
Construction of a pump room and control

panel 3000.

Supply and installation of cables and
accessories as connectors between the
motor, the control panel, and the trans-

former 5000.
Supply and installation of one km. of
Pipes 5000.

Contingencies =-- normally 10 percent
of costs
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The proposed water projects consist of 128 separate
systems. Many are simple and require only replacement of
existing diesel engines with electrical units. However, many
of the projects require more engineering and yeological inves-
tigations than similar pPrograms in Minya or Beheira, mainly
due to the less certain groundwater situation of the Kena

Governorate.

Requests have been made to map the groundwater availabil~
ity and quality, but much of such information is not likely
to be available in time for BVS Planning. Accordingly, the
technical staff will be required to examine each separate proj-
ect carefully to establish feasibility of proposed engineering

work before expenditure of funds.

Roads

The proposed BVS program for roadwork included 29.6 km. of
new dirt road construction plus rehabilitation of 127 km. of
existing rural roads. This level of effort represents 22 per-

cent of the total dirt road network in Kena.

The proposed road projects are typical of village road
links throughout Egypt, consisting of bed elevation, grading and
surface compaction. The majority of projects cover short dis=-
tances of 1 km. or less. There are relatively few bridges
required. Details of the Projects are included in the material

left with USAID/Cairo, which includes:
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e Project location;
e Lengths and widths; and

° Cost estimates by project.
Canal Maintenance

Included in the proposed BVS package is a program for
cleaning and dredging of tertiary and quarternary irrigation
canals, which require regular attention. 1In 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 accomplishied manually. The
neglect of this job, due to increasing unavailability of
labor, has caused a shortége of irrigation water and loss of
crops. It is now proposed to perform the cleaning of such
canals by mechanical arms attached to tractors. Equipment
of this kind commonly used in Egypt is the McConnel Power
Arm 5, which is priced at about LE 5,000. It is proposed that
two power arms be assigned to each markaz to perform regular
maintenance work of these canals. The purchase price of the
equipment and the cost of training operators has been estimated
at LE 200,000. Presumably, the maintenance and operation costs

are to be borne by various local government entities.

The proposed BVS program had not been clearly formulated
at the time of the field team's visit to Kena. The visit itself

was a catalyst for clarifying both the nature and scope of the
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elfort to be undertaken. Project proposals from the village
councils reflected gen~ral 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.

A circular was forwarded to all village councils on March
1979, asking them to set up their own priorities in the area
of basic village infrastructure development. The circular

presented only a guideline for basic unit costs of rehabilitation

of village roads (LE 4,000/km.], establishment of new dirt roads
(LE 7,000/km,), and the cost of an electric unit, i.e., motor
and connection to replace old diesel engines used for pumping
water (LE 15,Q00Q/unit). The village councils' replies to this
circular were received by the governorate and subsequently by
various technical departments (roads and water) before May 10,
1979. No evaluation or analysis was carried out on these
replies. It was during the mission's visit that these responses
were discussed and examined and found to be at variance with

one another and with existing cost estimates. It was then
requested that an examination of each case be made by the Roads
and Bridges Department and the Water and Sewerage Unit, focusing
on the feasibility of the proposed work, and on estimation of
approximate costs using the departments' current data. It was
decided to use simple per capita aliocations for BVS financing

of projects, to be applied uniformly. Together with village
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replies, the general distribution of BVS projects in the

governorate began to emerge.

The team helped to make order out of what had been hasty
planning process, and the Housing Department arranged for
analysis of all proposed potable water projects. The costing
of these proposed projects is based upon data collected for
an IBRD study of rural and urban drinking water needs of
Kena Governorate. The estimates are specific, taking into
consideration the requirements for expansion of capacities of
existing systems, as well as extension of the lines. The cost
estimates are still rough, but are far more reliable, reflecting
actual needs, than the village-generated cost data. For example,
the drinking water project for the village council area of Abu
Shoosha was estimated at LE 177,000 by the council. This was
subsequently revised to LE 72,000. The latter set of estimates,
prepared during the team's visit, were almost consistently lower
and more detailed. The cost estimates finally arrived at are

shown in Table A-5.

The final section of BVS road projects, also formalized
during the visit, were based upon replies received from various
councils. The head of the Roads and Bridges Department for Kena
incorporated all such requests and arrived at a global cost
fijure. 1In doing so, he eliminated all major works that are
currently handled under the governorate budget and limited the

BVS projects to those dirt roads serving villages and attachments.
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TABLE A-5

OVERALL FUNDING REQUIREMENT FOR PROJECTS TO BE
EXECUTED UNDER BVS PROGRAM IN KENA

Dirt Roads| Drinking .
No. [Name of Markaz in the Water in C:::ingzln Remarks
Villages the vil-
lages
1 Abu Tesht 82,000 227,500
2 Farshoot )}
) 144,300 407,000
3 Nag Hamadi )
4 Deshna 990,100 264,000
5 Kena )
) 179,600 312,000 o
6 Gheft ) =
=
7 Ghoos ) S
) 179,600 391,000 N
8 Naghada )
S Luxor 123,100 280,000
10 Armant 73,500 106,000
11 Esna 93,600 320,000
TOTAL 974,800 12,307,500 200,000




160

BVS Project Implementation Procedures in Kena

Complementing the unsystematic planning process, personnel
at all three governorate levels had no clear idea of the imple-
mentation and financial procedures that were to be used in vil=-
lage-level projects. Some thought the funds would be given
directly to the governorate; others thought the markaz would
receive the money. Almost no one understood that BVS is sup-
posed to be a village-level program, selected and administered
by the village councils. As with the planning, the team helped
governorate officials to understand the methods and procedures
that could be used in BVS implementation. A detailed explana-
tion was provided of the procedures required by law and current-
ly followed in Beheira for village-level projects. The officizls
were unaware of these, but indicated a willingness to follow
the system described in the Chapters Four and Five of this

report.
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ANNEX B

TRAINING, TECHNICAL ASSISTANCE AND PROJECT SUPPORT

TRAINING OF GOVERNORATE-LEVEL BVS TEAMS

An expatriate consultant team should be contracted to train
governorate-level BVS teams before the program is initiated, and
to help the teams in the early stages of their actual work. The
technical assistance personnel might consist of a development
economist, a project engineer, a groundwater hydrologist and

one equipment specialist.

Training would be oriented to the particular circumstances
of each governorate and would concentrate on those actions thart
must be taken at the governorate level to ensure the forward
progress of the BVS program. The steps in the procedure have
been outlined in Chapter Five. The training would focus on
means for identifying ahd overcoming obstacles to the system-
atic movement through those steps. This would call for informa-
tion flow 2=md schedule tracking, regular coordination meetings
and management systems that would define and solve problems as
they arise. While some governorates would have minor training
requirements, others would need lengthy introductory work
before the staff of the BVS team could internalize the concepts

and techniques necessary to make the program viable.
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In keeping with the differences among governorates, it
might be possible for ORDEV or some other national-level organi-
zation to develop.several categories of training program needs.
Since some.village councils are active and capable and some are
just getting organi;ed, the assistance needed from the BVS team
and the interactions between the team and the markaz and between
the team and the village councils might be significantly differ-

ent. This would call for tailored training curriculae.

The best training might involve observation sessions in
governorates where the BVS program is operating smoothly, if
such visits are acceptable to all parties. In this way, prior
to having to undertake their own organization and systems plan-
ning, officials would have seen operating models, and identi-
fied problem-solving mechanisms and feedback loops to and from

village councils, contractors, and accounting and review bodies.

Training should also include instruction in cost and bene-
fit quantification, methods of equilibrium pricing, discounted
caﬁh 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 statements. Each
governorate BVS team may be provided with a Texas Instruments
Model 58 programmable calculator, costing about $80, and a Busi-

ness Decision Module costing $35. With this equipment, which
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is simple to use and maintain, the governorate BVS teams will
be able to perform quickly and simply all of the mathematical

calculations required for project analysis and demand forecasting.

The basic texts to be used in the training for the latter
subject matter will be left behind as ready reference materials.

These include the World Bank Manual on Economic Development

Projects and the IBRD Economic Analysis of Agricultural Projects.

Both of these texts have been used successfully in previous

training programs in Egypt.

With the training programs, the BVS teams would collect,
collate and assemble basic socioceconomic data and project unit
cost information to be used in analysis of future projects.
These data weculd be organized in metal filing cabinets in an
easily retrievable manner according to subject headings,
together with detailed written instructions for periodic update
of the material collected. Training in data collection methods

and statistical sampling would also be provided.

The BVS teams would physically inspect each publicl& owned
facility in their gouvernorate, recommend a layout plan and
develop comprehensive manuals for preventive maintenance schedul-
ing and workshop procedures to be followed for the type of equip-

ment to be procured.

An important task of the technical assistance team will

be to train and encourage the BVS teams to standardize project
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documentation and to develop a degree of uniformity in project
activity tasking and reporting. It is recommended that stand-
ard document formats be used throughout. These formats, appear-
ing in the followihg section, would be institutionalized by the
BVS teams, which would receive training in completing these
recommended forms for all projects currently proposed for BVS

funding.

PROGRAM DOCUMENTATION, COMMUNICATION FLOWS
AND PERMANENT RECORDS

Recommended program documentation, which should be stand-
ardized in each of the three governorates, consists of a Project
Identification Form (Form I), an Activity Assignment Form (Form

II) and a Project Monitoring Form (Form III).

In the initial project identification and evaluation stage,
village councils would complete Items 1 through 5 of Form I and
forward them to the markaz chairman for reviaw and signature.
They would then be sent to the governorate BVS teams for prep-
aration of Items 6 through 11, and then to the governor for
final review and endorsement. When completed, this document
would provide the basis for rank ordering of project priorities
according to economic merit. Final selection of projects pro-
posed at the village level would be made from those that show
the highest benefits to the regional economy, incur the lowest

cost per beneficiary and benefit the largest number of people.
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Following the phase of project identification, the governor,
in general meetings of the village council chairmen, technical
fivisior chiefs, and markaz chairmen, wculd assign all required
executive activity tasks to appropriate agencies and complete
Form II (Items 1 through 4) to serve as a basic tasking order.

As activity managers proceed through the various steps from
engineering designs to tender awards, they would £ill in Items
5 through 12 and this form, together with Form I, would become

a permanent part of the project file.

Project monitoring and Follow-Up Forms (Form III) would
be prepared monthly by the village councils and forwarded to
the markaz and to the governorate BVS team for review and sig-
nature. The governor would convene monthly meetings of the
village council chairmen to reviev implementation status and
assign actions for accelerating progress as required. P¥Form III,
- when completed after the monthly meetings, would also become

a permanent part ¢’ the project file.

It is proposed that complete files for all projects be
maintained at the village, markaz and governorate levels.
These files, identified by project name and number, would con-

tain the following:

e Form I

Form II

o Form III

® Environmental Impact Statement
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Engineering Drawings

Bid Tender Specifications

Invitation for Bid Notice

Actual Bid Tenders Submitted

Notification of a ward

Copy of Awarded Contract

Copies of Monthly and Annual Audit Reports

Copy of Final Project Acceptance Notification
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PROJECT IDENTIFICATION FORM
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Brief Description of Project:

A o)
!+ project i+ Name of Village:
Identification
Number ' Name of Markaz:
*+ Number of 5. Initial ¢.  Cost/ ]
Baneficiaries Cost Beneficiary
Etinass. ————
7. Benefits:
‘. Banefits ‘. Prasent 1°.  present
Beneficiary Value of Value to
Banefitx Cost
1. Benefit '3. Internal
Cost Ratio Rate of
Return
__ — -
Remarks:
Prepared By: Reviewed By:
village Zxecutive Counci. vi.iage zlected Council
Chairman Chairman
Marka:z Chairzan

Governorate LEVS Team i
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Fora II
ACTIVITY ASSIGNMENT PORM

Name of Project:

'+ project ID NWD 2. Location:

!+ Organization “+ Dats

Responsible Rasponsibility

for Engineering Assigned

Documants and

Specifications .
S« Due Date . Date Actually

For Completion Completad
7+ Dus Date For ‘. rB

Issuancs of Issued

Invitation For On

Bid

| S—
Y. Bids Due On 1%. Due Date For
Completion of
Evaluation

Y. Evaluation 2. pate of

Cumpleted On Tender Award
iMobilization Award:
L — — ———

BVS i

Signed: Taan i

Goveraor

ﬁcsponquLQ Techoicar

Departz:ent Chier

Village Executive Councii
Chairman



http:Locati.on
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Form III
PROJECT MONITORING AND FOLLOW-UP FORM

Month Covared in Report:
Name of Projec:: Project ldentification Number:
!+ fTotal Budgeted Cost ‘[
: |
i. Contracter: '+ Date of Mobilization
'+ Cumulative Disbursements '+ Disbursements During
To Date . Current Month
* F e EEE———————— ]
‘. Parcent of Work 7. Percent of Work
Completed To Date Completed During -4
A Current Month
'. Planned Completion '+ Planned Completion ;
To Date Zi During Coming Month ]
(Percent) (Percent) ——— e ——

Reason for Delays:
(I£ Appropriate)

Action Assigned to
Accelerate Projact
(What and Agency
Respongible)

Signed: BVS Team:
Govarnor

ﬁsponlEIe Technical

Division Chiaf

Markaz Chairman

VilTage Executive councii
Chairman
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FISCAL PROCEDURES AND AUTHORITIES

The fiscal procedures and level of decisionmaking authority
for village-level projects, as described in Chapter Four, should
be used in all of the governorates as they are workable, simple
and further the Government of Eqypt's policy of fiscal and adminis-

trative decentralization.

The only current requirement that should e modified is the
limitation on the *illage councils' contract approval authority,
which is set at LE 5,000. As most projects fall within the range
of LE 7,000 to LE 15,000, it is recommended that village councils
be authorized to approve contracts up to LE 20,000. The exercise
of obligation authority is inherent in the process of strengthen-
ing v.llage administrations sirce village council chairmen cannot
fully exercise their intended responsibilities unless given the full

legal base to do so.

COORDINATION AND MANAGEMENT

When village-level planning and project execution management
requirements are regularly brought to the attention of a senior
official with authority to command and direct required activities
(the govermor i. the case of Beheira), projects are implemented
more expeditiously and with greater guality than in other

instances. Consequently, it is strongly recommended (when feasible)
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that other governors assume the same sort of periodic project
management role that is currently performed in Beheira by the
governor. 1In the absence of regular personal attention by a
senior official with the stature and command of a governor,

the BVS team.must have well defined responsibilities and auth-
ority or it is doubtful that consulting services and recommended
documentation will have much impact on the manner in which
projects are executed. Improving governorate-level attention
to village project planning and execution will not hinder per-
formance of village councils, bhut will ensure that all required

inputs are made in a timely manner.

EQUIPMENT

The following items are recommended for immediate procure-

ment to support the proposed BVS program (see Tablé B-1).

Shog Tools

All governorates lack adequate shop tools for maintenance
of the recommended equipment procurement package. It is pro-
posed to equip one workshop in each governorate with a full
complement of shop tools to allow for regular maintenance of
all of the new and existing equipment. 1In Beheira, the tonls
would be allocated to the Damanhour Training Center, which would

have sufficient equipment after allocation to maintain the canal



TABLE B-1

RECOMMENDED EQUIPMENT PROCUREMENT FOR THE STUDY AREA

ZL

Quantity
Item Beheira Minya Kena Purpose

Crawler Excavator with

hydraulic, back hoe attach- :

ment and 1/2 yd.? bucket. 41 - - Canal maintenance

Back hoe excavator arms

with 0.20 m? bucket capacity 16 - 2¢ Canal maintenance

Pickup truck, 4 x 4, 1T - 4 5 For mobile workshops and project
construction supervision to main- -
tain water systems.

Flatbed truck, cargo,

29,000 GVW 2 - - Transport of canal maintenance
equipment.

Wheel tractor scrappers,

9 cy struck 9 4 10 For road maintenance,

Cistern sprayer truck with

5 m? tank capacity 9 9 10 For road maintenance.
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excavating equipment, graders and water trucks. The shops to
receive equipment in Minya and Kena have not yet been designated.
The tools recommended for each governorate are presented in

Table B-2.

TABLE B-2
SHOP SUPPORT AND FIELD MAINTENANCE EQUIPMENT

_ Quantity
Item Beheira Minya Kena

Air compressor, 85 c.f.m. 1 1 1
Valve refacing machine 1 1 1
Valve seat grinding set 1 1 -1
Automatic welding machine 1 1 1
Portable jet-steam cleaner and

pressure washer 1 1 1l
Tire demounter 1 1 1
Battery charger, 8 to 24 volt 1 1l 1
Brake drum lathe for drums up to 30"

diameter 1 1 1
Hydraulic in-liine tester 1 - -
Hydraulic gear and bearing puller,

capacity 17.5 tons 1 1 1
Transmission repair stand 1l 1 1l
Universal motor repair stand 1 1 1
Lubrication unit stationary, electric

drive 1 1 1
Portable sprocket puller and installer

for track type tractor with attach-

ment, capacity 40 tons 1 - -
Hydraulic engine cylinder sleeve puller ,

and installer, capacity 12.5 tons 1 1 1
Universal fuel injector tester and pump

calibrating stand for diesel erigine,

2 to 12 cylinder engine 1 1l 1
Fuel pump tester for diesel engine 1 1 1

(continued)
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TABLE B~-2 (contirued

_ _Quantity _
Item Beheira Minva Xena

Water pump tester for diesel engine 1l 1 1l
Torque wrench, 1/2 inch square drive 1 1 1
Torque wrench, 3/4 inch square drive 1 1 1
Air impact wrench, 1/2 inch square

drive, with impact socket set and

50-foot air houses with each wrench ? 1 1
Air impact wrench, 3/4 inch square

drive, with impact socket set 1l 1 1
Shop master tool set for general auto-

motive service, and tool chest 1l 1l 1
Mechanic general purpose tool set,

chest 1 1 1l
Heavy duty socket wrench set, 3/4

inch square drive, and box 1l 1 1l
Band hoist ratchet-action type, cap

1.5T with 10-foot 1lift 1 1 1
Ignition timing light 1 1 1
Swivel grip oil filter wrench 1 1 1
Ring compressor piston engine rebuild 1 1 1l
Ring spreader piston enginer rebuild,

2 -5 inch 1 1 1l
Giant adjustable wrench, 24 inches long

jaw capacity 1-3/8 to 2-15/16 inches 1l 1 1l
Giant adjustable wrench, 36 inches long,

jaw capacity 2-35/16 to 4-3/4 inches 1 1 1

Heavy=-duty surface grinder disc, minimum
7-inch diameter, with 100 coarse grit
and 100 fine grit disc with each grind 1 1 1l

Electric drill 1/4 inch, with 2 sets
drills in 64ths, and index case with "
each drill 1 1 1

Electric drill, 1/2 inch with 2 sets
drills in 64ths, index case with each
drill 1 1 1

Electric drill, 3/4 inch with 2 sets
drills in 64ths, index case with each

drill 4 3 7
(continued)
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TABLE B-2 (concluded)

— Quantity _
Item Beheira Minva Kena

Easy tool socket wrench, 7/16

straight, retap l1/8 inch 8 8 16
Wire metal spraying machine single

head type for crank-shaft rebuild

with two ton wire 1 1 1
Cylinder honing machine for vehicle

hydraulic brake repair with 3 sets

of stone fur each machine 1 1 1l
Portable cylinder boring machine for

cylinder 2 to 5 inches diameter 1 1l 1
Connection rod honing machine 1l 1 1l
Heavy-duty hydraulic cylinder honing

machine for cylinders 3 - 6 inches

diameter, 48 inches long, with 4

extra sets of stone, expanding type

honer 1 1 1
Ridge reamer enginer cylinder for

2 - 5 inch diameter cylinder 1 1 1
Fluid lubricant gun with hydraulic

coupler 1l 1 1
Llectric welders, 400 amp, with

electric drive skid mounted with

leads 100 feet. 1 1 1
Dynamometer engine tester, 60 -~ 250

HP, single-head unit 1 1 1
Bench grinder, minimum 6 inch diameter,

grinding wheels 60 and 36 _grit, 3

each extra 6 and 36 gric grinding

wheels with each 1 1 1
Heavy-duty hock spanner wrench 1 1 1
Power hacksaw, minimum 10 inch 1 . 1l
Gear cutting machine with attachment 1 1 1
Motorite for diesel and gasoline engines

compression tester with adapters Tl 1 1l
Radial drill press with 72~inch arm 1 1 1
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Spare Parts

Sufficient spare parts for 10,000 hours of operation should
be provided with each item of eguipment purchased. The appro-
ximate cost of these spare. - 6 percent nof the equipment's CIF

value.

Operator Training

Additional trained operators are required for the new canal
excavation egquipment proposed for Beheira and Kena. Altogether,
training of some 71 operators will be needed. The Egyptian
Dredging Company in Cairo and the General Irrigation Company

for Mechanical Excavation at Delta Barrages train operators for

their own equipment and are willing to train governorate-level

operators for BVS-financed egquipment. The governors of Beheira

and Kena showed their regquests for training and lists of trainees

to _Engineer Ahmed Gaber Barakat, Chairman of the Egyptian Dred-
ging Company.

VILLAGE ZUDGETS AND MAINTENANCE

To correct the enc....c problem of inadequate maintenance of
infrastructure at the village level, the team recommands that
each of the governorates make a great effort to explain regula-

tions governing use of the service accounts. Many villages
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have accumulated sizable balances in their accounts, acecruing
from income=-producing projects. Village officials tend to
believe that these funds must be used on the same projects that

generated the revenues, or on similar projects. Few village

leaders understand their authority to use these funds for any
and all purposes serving the public good. A considerable

amount of infrastructure maintenance failures could be corrected

through management attention and modest expenditures at the vil-
lage level. These amounts, in most instances, would not exceed
10 or 20 pounds to weld a leaking pipe, replace a tap or rewind
an electric motor, and would be sufficient to prevent major

breakdowns from developing.

Each governor might consider issuing the following instruc-

tions to all village council chairmen:

To: (name)

Chairman of: (name of village)

Your are hereby advised of your responsibility to
ensure that village infrastructure such as water
systems, roads, electric networks and public build~
ings ére kept in good working :rder and clean. This
means that you will have to establish a program to
inspect all of the infrastructure in your village
council area on a periodic basis. It is desired

that this be done once a month.
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When, in the course of your inspections, you
observe that water pipes are leaking, pumps are’
liot operating, buildings need Paintaing, roads

are developing holes, etc., you must take im-
mediate action to correct the problem. You can
either use personnel and equipment belonging to
Your council area to undertake this work or you
can hire private individuals ang companies within
your area to do this work for you. 1In instances
where you require funds to pPay for the maintenance
services, you are authorized under the 1. to dis-
burse funds from the village service account for
this purpose. 1In the event that an item of mainte-
nhance exceeds your available funds, vou should re-
quest additional funding from the governorate
service account. To nelp you in carrying mnt these
instructions, you are request to complete the fol-
lowing form and sent it to the Planning and Follow-

Up Department of the Covernorate every month.

The BVS team should review reports from each village on a
monthly basis. Reports from village councils showing no activ-
ity should be examined in greater detail with a site visit to

the village council.
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VILLAGE INFRASTRUCTURE MAINTENANCE REPORT

Month

List of Infrastructure Insp.cted* Describe Describe Mea- Funds
problem, sures taken Spent
if any t0 correct

" problem

A) Roads

3) Water Work

C) Buildings

D) Electric Networks

E) Other

* Put an "X" next to each infrastructural item inspected during month.

Signed: (village council chairman) Date:




