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SECTION I - INTRODUCTION TO 
MHE REPORt
 

The purpose of this report is to summarize theof the design effort current statfor the Irrigation *4dvisory ServiceEgypt. The Regional Irrigation (lAS)' inImprovement Program (RIP) has
the responsibility for and 
is initiating the 
lAS.
 
As the efforts 
to improve the 
irrigation
have evolved, there has been system in,Egypt
an 
increasing understandin.g that
area of critical importance oneis the managementthe ar-mers. of the system byImproving physical structuresduce limited results. a lone can only pro -If one is really interestedthe overall irrigation system in improving

so that there can bethe agricultural an increase inproductivity of the farmersto irrigate by their who use that waterutilizing the 
water
manner, then in a more effective
there needs to be 
a combined improvement
physical structures and in both the
in the management of 
that water.
 

The Egypt Water 
Use and Management
1984, Project
was a research (EWUP), 1977-endeavor 
which focused
proving the management aspects of 
its efforts on inthe irrigation system.
the recommendations One of
from that project was that an Irrigation
Advisory Service be established. 
 The idea was that
type program an extensionbe developed wherebywould the Ministry of Irrigat ionbe able to provide information toimprove their the farmers on how toirrigation mnanagement practices.
product from What emerged as
that project 
was a brief theoretical 

a
 
discussion
the topic and some specific experiences of
 

at
the improvement involving farmers
and improved m.Lnagement in

of the system from the
branch canal 
through 
the field.
 

This idea 
was developed into 
a component of 
the
Irrigation Improvement Program (RIIP) when 
Regionai
 

focus of RIIP it began in 1985. The
centered on 
the improvements of
until 1986 when work 
the physical system
was initiated 
on
User Associations (WUA) 

the development of Water'
in the Mahras area
this time of the project. At
the idea of developing 
an IAS increased
In the summer of in priority.
1987, a process began 
to establish work plans
push the notion of IAS to
an from 
a set of ideas to an
grain to initiate actual prothis organization, 
 The present 
TO( was an
important step 
in this process.
 

The purpose of the TOY was to build on thelated to the IAS, and prior work reto provide a foundation
development. for its continuirng
Its specific tasks 

structure were to define an organizational
for the 
IAS with roles and responsibilities
level, at each
define functions b,, performed with support
to
logistics and (personnel,
facilities), 
define training for
plan the personnel,
for the implementation arnd
of the program.
Dr. Wayne Clyma Or-. Jim Layton and
were selected 
to
Layton has 

make up the initial team. or'.
worked extensively 
with the development of 
the Water
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Users Associations for both EWUP and RIIP, and Dr. Clyma has had 
extensive experience pertaining to the development of irrigation 
water management organizations. The initial team members be
lieved that due to the nature of the assignment, it was necessary

to include a management expert. Thus, Mr. Gavid Levine became 
the third member of the team. Mr. Levine has extensive experie
nce in management for organizational development including speci
fic experience with irri(qation in USAID's Command Water Manage-
ment Project in Pakistan.' 

After an initial work period in which tasks for the team 
were def;ned at Colorado State University, both Or. Layton and 
Dr. Clyma arrive in Egypt the first part of October. Mr. Levine 
arrived two weeks later. The team proceeded to visit the RIIP 
staff in the Cairo office, and relevant individuals in thre RIJP, 
MOI and MOA in the pilot area of El Minya. These visits were 
designed to obtain the input of these individuals as to what they 
saw as the purpose and fur tions of the 1AS, what they felt to be 
an appropriate organizational structure for it, and what they
viewed as possible work activities for tie organizatiorn. From 
the many discussions with these people, an initial plan for" the 
IAS has been developed. 

The plan for the IAS is described in this report. Ihe 
report is divided into seven sections. The first is this 
introduction. In Se~tion II the background of the IAS within the 
context of RIIP is discussed. Next, an overview of the pIlanned 
IAS is presented. This includes the components of the organ ziza
tion, its structure and the administra'ive requirements to set-up
the IAS. In Section IV the start-up plan to initiate the org;ini-
zation is delineated. Position descriptions for the three criti
cal managers of the service constitutes the fifth section. 1he 
sixth and seventlh sectiorns focus on the results and formats of 
the meetings which were to review the fi nal plarns. Overa I I, tle 
repor-t provides a definition of an Irrigation Advisory Service 
for Egypt and a plan for :ts initiation.
 

The team wishes to express its apprec iat ion to the many
Egyptians who assisted in the development of these p lans through
their act ive part icipat ion. Wi thout their assistance, these 
plans could not have been developed effectively. tie support and 
on-going assistance of the CID lechnical Assistance team provided 
us valuable insight arid essential logistic support.
 

While Mr. Levine has come with the team as a private conrsultant. 
the origin of the working relatiornships with management eXpertise
in irrigation is through the Ioterr),tioral Developmeort Maragement
Center', University of Maryland through the Water Management Syn
thesis II Project. Time constrairts prevented utilizing this 
forma 1 inter-organizat ionaI re ]at ionsh in. 
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SECTION II: BACKGROUND FOR TIlE 
IRRIGATION ADVISORY SERVICE
 

In this secti.on we summarize the context for which the
was designed. As indicated in Section 
IAS
 

1, the design effort was to
build on prior discussions of the 
IAS to provide an organization
which would 
support the achievemeiit of 
RIIP's purpose. As background, this 
section briefly reviews 
that purpose, RIIP's overall
approach and status, and 
the implications for the 
IAS which
 
emerge from that.
 

A. THE RIIP CONTEXT:
 

rhe overall purpose of RIIP 
is to improve the productivity
of irrigated agriculture by 
improving MOI's water, management and
farmers' management of 
water to and on their fields. The accomplishment of 
this purpose is grounded in two key concepts:
 

* The Water User Associations are 
the method for, accomplis
hing the control of 
water in improving water management, arid
the farmers are the manaqers of productivity which must be 
improved.
 

* The Water User Associations assisted by the Irrigaiion

Advisory Service theare means by thewhich success of RIIPis to be accomplished. 
 -


The strategy for achievirg RIIP's purpose 
involves the following:
 

* The carrying out of interdisciplinary problem identifica
tion field studies (Diagnostic Analyses)
 

* Feasibility planning to 
resolve the problems identified,

and system and management designs to achieve the plans
 
* The implementation of improvements (designs) accompanied
by improved management as a to
basis achieve potential

performance (productivity)
 

* The achievement of the potent ia 1 per'formance (pro(Jtc t i-vity) by improved management of irrigated agriculture, 
including an 

emphasis on organizational coordination 
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B. THE CURRENT SITUATION AND ITS IMPLICATIONS FOR IAS DESIGN
 

The above 
indicated strategy is not yet fully operational:
 

Problem identification 
studies have not been
yet completed, are not being completed by interdisciplinaryteams, and are not being directly used as an input toplanning of improvements (designs) and 
improved manage
ment.
 

As a result, design and management efforts 
are insuffi
ciently linked.
 

Although command 
areas involve 
multiple organizations
from the MOI and MOA which deal with the identifiedproblems, organizational coordination 
including the
involvement of 
farmers to deal 
with the problems is not
 
yet a reality.
 

Given these facts, it seemed important that in approachingthe IAS design work, we would first complete a draftdiagnostic analysis skeletal(DA) for the llerz Branch canal,
delivery system both for theand for organizational coordination. 2 Ilroughthis, we would be able to urder'stand the problems IASto address. We also would needmet with a range of people in Cairo andMinya to receive their input our'to plannirng, in terms of theirviews of the purpose and intended roles for WUAs arid the 1AS.also considered prior written Weinformation related thedraft DA, and to IAS. thethe input to planning from our' meetings as keyinformation for us to use in our planning for' the in itiation ofthe JAS. Based on the above, we engaged in a limited problemsolving and planning process for" the delivery system managementand for WUA support. Finally, we conducted on-going reviews
our design work ofwith key individuals, obtained their input, andincorporated their suggestions in the evolving design.
 

The following emerged as 
basic design implications, and 
were
used by us to guide our, work: 

We identified the important thrusts of the ]AS to be(1) building capable Water User Associations, (2)
developing water delivery system management, and (3)strengthening agricultural irrigation extensionimprove water- management and productivity 
to 

on farmers' 
fie lds. 

2 Clyma, Wayne arid P. 1987.James Layton. Diagnostic Analysis of
the llerz Branch Canal, Egypt. Egypt Irrigation Improvement Project, Colorado State University, Fort Collins, Co. (Draft) 
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It was clear that the IAS would require carefijl Specification of management functions for each ofthrusts. These in the aboveturn would be dependent on carefuldefinition of the management to be accomplished withthe improved designs.
 

Also, given the involvement of multiple organizations,the integration of the management functionsabove three for- thethrusts would require well-defined andeffective coordination.
 

Finally, it was clear that success in integrationcoordination would require senior 
and 

level leaders for, the
JAS, and would require them to understand and effectively communicate the IAS purpose and linkages,accomplish tothe coordination, and to manage the problem
solving required.
 

In the next section of the report, we provide an overviewIAS design of thewhich followed from these considerations. 
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SECTION III: 
AN OVERVIEW OF THE PROPOSED 
IAS
 
In this section 
of the report, we describe
design responds to the IAS. Its
the discussion 
above in Section
cludes statements II, arid in

overview of 
of the IAS' purpose and functions, as well as
an each of its 
three components.
and other resources, Required personneland their anticipated sourcesfied, and are ioentia set of organizational charts 
are provided.
 

Purpose and Functions
 

The overall purpose of 
the IAS 

of 

is to support the improvement
of the productivity 
 irrigated agriculture.
strengthening It does this by
the managemenrt 
of the water delivery system,
directly involving farmers and
in tihe management of
lture in such irrigated agricua way 
as to improve the efficiency of
tion system fhe irrigaand the productivity

the of farm units, thus increasingincome of the farmers. In order to this,do tie IAS focuseso) three major functions in helping to provide: 

(1) an equitable, depeidab le. and adequate delivery ofwater to farmers' fields: 
(2) a structure arid process by which effective farmerinvolvement and 
cooperation can 
be established with
government thearid among the farmers themse lves, to improvethe management of 
the 
irrigated agricultural system;
 
(3) the extension support 
services through which 
thi? achievement of incr eased agr icu tura I productivity on farmers' fields can be (erived from an equitable, dependable and adequate water supply, from canal rehabi iitat ion , arid f romn improved water managemen t. 

IAS Components 

These funct ions are addressed through threewill make up components whichtire heart tiheof lAS.Management Component, the 
They are the Water DeliveryWater User Associat i(ors Compomnenit,the Farm Management Component. The anr(i

purpose and responsibilitiesof these three comporients follow. 

I. 
Water Delivery Management Component
 

Purpose: To 
improve the management of 
tire delivery of water
 
from the branch canal through the mnesq.a.
 

Responsibi lities:
 

To monitor arid evaluate water deliveries 
manragement decision-mak ing. 

for 
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To improve the management of waterthe from the
branch canal through the mesgia.
 

To provide a system 
to respond to maintenance
 
needs.
 

To provide for the appropriate selection of pumps
and for adjustable, adequate 
rotations at the
 
niesqA. 

To provide a system 
of follow-up for problem

resolution to problems 
identified by WUA leaders.
 

To assess drainage needs and make the irformation 
available as input for 
their resolution.
 

2. Water Users Associations Component
 

Purpose: To develop 
and sustain Water Users 
Associations
(WUAs) 
in order to manage irrigated agriculture in cooperation with the government (MOI, MOA, 
local organizations). 

Responsibi lities: 

To identify farmer leaders, and assist in the
 
establishment of WUAs.
 

To help WUAs develop 
into effective mechanisms

cooperation among farmers to and 

for 
operate maintain

the mesgas and branch canals. 

To support the development of WUAs into effective
vehicles through which farmers can interact withthe MOI, the MOA, and other relevant local organi
zations.
 

To provide training to farmer leaders to improve
their effectiveness in guiding the WUAs.
 

3. Farm Management Component
 

Purpose: To theimprove on-farm water management and cropping practices of farmers to increase productivity. 

Responsibilities:
 

To provide information on appropriate cropping 
practices and access to agricultural inputs. 
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To provide the 
technical 
expertise and
services linkages to
such 
as PLL and 
Mechanization
farmers improve to help
their on-farm irrigation practices
as related 
to the improved water
To provide linkages supply.
to technical
services expertise andto help farmers improve their drainagepractices.
 

To provide the means by which 
management the- on-farm water'practices 
can be 
integrated
agricultural practices performed by 

with the
 
the farmers..
 

IAS Structure
 

The organizational structurefollowing charts. of the JAS is presentedThe IAS structure in thecated encompassesset of coordinative a very complirelationships.structure would Though Perhapshave all an idealof the IAS componentsunified administrative control, function unider, a
in Egypt demand joint 

existing ministerial arrangements
control
MOPWWR thr)ugh RIIP, will 
from the MOPWWR and 1OA. 
 The
be administratively responsible
Water 
Delivery Managemet)t for
Compnnerit the
 

t ions Coi;mponen t . 
and the Water Users Assoc ia-The Farm Management
agricultural Componer)t
irrigation is made up ofextension specialiststhe administrative and willcontrol be underof the MOA's Agricultural ExtensionDepartment.
 

At 
the national 
level, IAS
committees 
involving both 
guidance comes primarily
the MOPWWR and the MOA. 

from two
Unit headed by a National A National IAS
IAS Coordinator
within the will be
national established
RIIP office. 
resource The lAS Unit
center- and as will serve 
as
a coordination point a
 
ate for
level IAS units In all the governorthe command rehabilitation 
areas 
in Egypt.
 

]AS ORGANIZATIONAL STRUCTURE
 

National Level
 
1 M1I .. 
............... 
I NATIONAL 
IRRIGATION 
 I
 

I IMPROVEMENT COMMIT TEE 
 I
 
I 


I
 

I IP I.................
I TECHNICAL ADVISORY 

I 
 COMMIlTEE
 

I NATIONAL 
IAS 
 I
 
COORDINATOR 
 I
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At the governorate
including 

level, the R1IP Coordinating Committee,members of the MOPWWR,
will provide policy 

MOA and others as appropriate,guidance 
to the IAS and monitor
operations. its overall
The two top management positions for organization theare the 1AS Coordinator and the Directortural Irrigation Extension of RIIP Agricul--Services (AIES).to the MOPWWR's RIIP The former reportsGeneral Director and the 
latter to
Director of Agric.;ltural tie MOA'sExtension. 
Individuals
positions coordinate in these twothe management
of the IAS. 

of the three basic comporientsThe lAS Coordinator isWater Delivery Management Component 
directly responsible for' the

(WDMC) and the WaterAssociations UsersComponent (WUAC), and
responsible for Farm 

the RIIP AIES Director isthe Management Component (FMC). 
Reporting to these two directors are coordinatorscomponent. Their jobs for eachare to oversee and coordinatefield work the the actualon branch canals and mes(asfields. . and in the farmer' sWater Management Technicians, reporting toCoordinator, will the th~e WI.Ddo work on the delivery system:Associations Facilitators, reporting 

Water Users 
to
work the WUA Coordinator, willto support the organizational capabilitiesthe farmer leaders; of WIJA's throughand AIES Agents and SupervisorsMatter Specialists (SMS) and SubjectUnit, reportingwill work with to the FMC Coor'dirrator,the farmers in their fields.there will be a With in tihe WUA("separate Leadership Identificationto travel throughout the command 

Unit desigrled
area identifyingleade,'s for tihe mesqa farmerWUAs. This unit will cease to exis once allmesga- level WUAs are formed. 

Two additional points related to the organizationalture must be emphasized. struc--First, the AlES componentin essence of the !AS isa complete vertical 
slice of
extension the current agriculturaldelivery system. However, it will focu sand support totally its efforts 
full range 

on the PIIP program, while delivering theof extension services, enhanced by attentionfarm water management. to on--A cadre of highly competentagents, supervisors, extensionand SMSs will be selected from thestaff in the governorate 1 UOA'sto do this 
job, and theirwi 11 be exclusively direct supportfrom within this program. They integrate wiltheir assignments other extension 
other functionsthe degree that these 

with functions only to 
are directly
support of improved farmer productivity 

related to tie
 
fron irrigated agricul

ture . 

lhe second point to emphasize is that a hig h prioritybe placed on vertical mustand horizontal coordination.and mechanisms Structuresmust be developed to establishcontacts arid maintainof the different tieaspects of the organizationother . These must with eachbe not only at tire managementdelivery levels, but also 
and serv iceat the senior manaqement 
levels
MOA and MDI. Given the complexity of lAS' 

of tire 
ture. constant communication 

the role and struc
arid coordination among 
the different
units and 
levels 
is essential 
for lAS success. 
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Component Responsibilities, Personnel, and Resource Requirements
 

What follows is an outline of how each component will be
administered in terms of personnel and resources for the pilot
project area in Herz-Numaniia, which cover's about 3400 feddans. 
As farmers arid feddans served per" mes.qa in the lPerz---Numarnia area 
range from about 10 to 120 feddans, and there are about 110 
mesqas in the 3400 feddan area, an average per" mes(la far'mer' a(d
feddan sizc of 30 is used for planning purposes. Specific as.
signments and personnel numbers wi ll be based on the actual 
feddan and farmer per me_sqa numbers. Also, it should be rioted 
that other command areas are assumed to have a higher averag2
number per mesqa, and may therefore require fewer personnel per,
command area. Also, these figures are based on start-up require
merits and assumptions of a fairly high levE-l of start-up diffi
cult ies. As the !AS program continues, the resource arid peisori
nel requirements will be monitored, and reduced as possible.
 

1. Water Delivery Management Component
 

*Operational Responsibilities:
 

- Monitoring arid Evaluation 

- Water- Management Improvement 

* Personnel: 

- 1 Component Coordinator (Assist. Engr.) 

- 4 Water Management Technicians (Assignment basis 
of 1 per, branch canal, 2 people to be trained to
work in this area and 2 to be trained for the next 
command area) 

* Resource Requirements: 

- Source of personnel and salary is R1l P 

- I tems: Transportation (motorcycles) inc lid ing
operating and maintenance costs, rneasuring equip
merit a;id supplies, perdiem. 

- Training materia 1s. faci it i es, arid instr'uct ioma1 
costs 
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VI 

* Resource Requirements:
 

Source of personnel and salary 
is MOA for all
the Irrigation Engineer who 
but
 

is to be provided and
paid for by RIIP
 
Items: Transportation 
including 
operation
mainttenance and
costs, supplies

perdiem (Source and materials, and
to be determined, 
see Section 

below)
 

Training materials, 
facilities, 
and instructional
 
costs (from R£IP)
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SECTION IV: 
AN OVERVIEW OF 
1AS START-UP PLANS
 

This section provides art overview of
the start-up the plans developed forof the [AS. It cover's roughly a six month period,
form about November 
10, 1987 through April 30,
period, 1988. During this
the plans presented 
and 

in this report receive their finalreviews approval, 
key IAS managers are
and prepared identified, assignedto assume their positions,the and formal start-upJAS occurs, including ofinitial training for all 
its personnel.
 

The overview presents the activities 
in five phases:
 

Phase 1: Immediate Next Steps,
 
10-30 November
 

Phase 2: 
Pre-Training Preparations for Key IAS Managers,
 
1-15 December
 

Phase 3: Action Training Program at 
CSU for Key IAS
 
Managers, 
 4 January - 12 February
 

Phase 4: IAS 
Initiation Activities Upon Return 
to Egypt,
 
15 February - 15 March
 

Phase 5: Formal 
lAS Start-Up Activities, 
i5 March - 30 April 

Phase I - Immediate Next Steps: 
10-30 November
 

During this phase, RIIP will shareplans the agreed-to start-upwith appropriate officials 
their 

in Cairo and Minya. arid obtainconcurr'ence in those plans. They willindiViduals also inform theseabout what Kill occur in Phasebe contacted then the 
2, and that they miglitby new IAS leader-s. Dur-ingRIIP and the this phase,1,OA/Minya will also identify arid appoint the thfreekey IAS managers: (a) the National IAS Coordinator, (b) the MinyaGover norate IAS Coordinat or, and (c) the Minya Governoratetor of Agricultur'al-Irrigation Direc-

Extension Services (AIES)II1 P Command Area. (It for- thehas been suggested thatbe appointed two individualsfor each position so that a isback--up availableone leaves his/her position. If this 
if 

individual were done, the secondat the national level might function asDeputy Coordinator , while the National
second persongovernorate in each case for thelevel positions could carry theout parallelmerit in another governorate assign

as RI IP expands the rehabi I itat ionprogram. This would imply six, rather than three iodividualsthe CSU program. inOt her than this, all elements would remaindescribed.) Position asdescriptions and suggestedthe experience, skills and attitudes required for 
quidance as to 
these positionsare provided as Section V of 
this report.
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Phase 2 - Pre-Training Preparations: 
1-15 December
 
During this phase, 
the three managers will
Phase 3 training program at 

prepare for their
CSU. Guidance for
will be provided by these preparations 
Layton, in letter 

the CSU Training Program Coordinator. Dr. Jim 
November. 

form to the three individualsAmong the by the end ofincluded activities which they will
to carry-out would be: 
be asked
 

interviews in Cairo 
and Minya with 
appropriate
tive and execuoperational 
level officials 
in MOPWWR arid
to explore their MOA
current understandings of
their expectations related 
the ]AS, arid
 

to how the 
IAS will function
and what will be 
the roles of 
its managers;
 
a review of 
the current 
status of 
RIIP,
far made the progress so
on canal rehabilitation, 
arid activities which
are anticipated 
to be carried out prior 
to their return
at the end of 
Phase 3;
 
an exploration 
of the t.urrent expectationsinvolved as to theactions 
and 
likely timefraines 
for moving
forward with necessary IAS personnel assignments;
 
identifying arid 
gatherin i other 
information which could
prove useful to 
the Phase 3 program.
 

Phase 3 - Action Training Program at 
CSU: 4 January  12 February
 
The overall 
purpose


the of the CSU program will
three individuals be to prepare
for the assumption
while supporting them of their IAS roles,
in their development
month work plans for the 
of coordinated 3-6
IAS's actual
return initiation
to Egypt. The upon their
program wi 11 integrate
agement techni ca 1 and man 

each 
elements, combining activities specifically
of the three different positions tailored for
 

the three managers with others developed
as a team. for
In addition
dination to Dr. Layton's
of this program as part coor
of his
functions, Dr. Clyma would 

on-going, ElIP-related
take a
services major, support role,
of an action-training arid the
facilitator- would
support Dr. Layton be retained
in the effort. toThis individualin (a) the overall design would assistof the program, (b)start-up activities, its first week of(c) a mid-point review, 
arid (di) 
 its wrap-up
and the planning for" Phases 
4 arid 5.
 

Phase 4 - Activities Upon Return 
to Egypt: 15 
February 
- 15 tfarch
 
During this phase, 
the IAS managers would begin 
to implement
the work plans they had developed at CSU. These work plans would
involve activities such :
as 
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reviewing the work plans with key officials in Cairoand Minya, and modifying them in accordance with anyinput received and changes that have occurred or" are
anticipated;
 

identifying and assigning staff for each IAS component,and beginning to assess individual skill levels as theyrelate to position requirements;
 

developing training curricula and plans for the IAS
overall, and for each component;
 

- preparing for- the TA 
 effort in Phase 5. 

Phase 5 - Formal 
IAS Start-Up Activities: 15 March 
- 30 April 

During this phase, Dr. Layton will lead a TA 
team to address
the actual start-up 
of the IAS. In addition 
to the team leader'.
the team might include an irrigation engineer and one or more,action trainers. (This would depend on the fina' desiQt or"Phase 5 and tihe actual amount of training activity which wouldconducted during beit.) If desired, this phase could also bestructured as a Training-of-Trainer-s for RI IP, during whir:hi twoor three of the individuals who will carry out RII''s varioustraining activities in the 
future, 
would be selected to work full
time with the action trainers to develop initial skills in tihemethodologies used. Activities which might occur during this 
phase include:
 

initial overall planning sessions involving the IAS managers and the coordinators of the three components; 

establishment of initial IAS operating procedures; 

development of an overall AS management plan, based onDA results as available, which addresses the mostimportant problems identified by (a) p lanning thenecessary actions to resolve them, (b) detining rolesand responsibilities in the problem resolution processes, (c) establisiring the mechanisms at each operational and supervisory level that will enable those involved to come together to achieve the required coordination, and (d) providing a means for, periodic overall mon itoring of the management p lan and accomplisihmenrt ofwhatever replanninq proves to be required. 

IAS orientation briefings for, the national and MinyaGovernorate RIIP Coordinating Committees; 

initial training sessions for water management techni
cians, WUA facilitators, 
and AlES personnel;
 
development of work plans for the 4-6 months subsequent 

to Phase 5. 
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SECTION V: 
POSITIONS DESCRIPTIONS FOR
 
KEY IRRIGATION ADVISORY SERVICE MANAGERS
 

A. National Coordinator
 

.Purpose:
 

To provide overall 
support
norate and assistance to
level organizations the 1AS goverincludingstart-up, for on-going support for the
ating 

training staff, and for on-going operations;coordination initiand supportdepartments from appropriate ministriesat the national and
appropriate, level; assistingfunctional in evolving an 
loping an approach 

and well managed organization; and deveto 1AS start-up

based on lessons in the virious governorateslearned form the Minya experience. 

Rank, R.eortinq and Locat ion:
 
The National 
 LAS CoordinatorDirector or equivalent will be at the rank of GeneralR11P. and reports to the Under Secretary for

Cairo will be the location with frequent travel to the governorates. 

Position Functions 

* Develop support at the national level fromestablishing MOPWWR/tlOA inorganizational structure,tionships, coordinationand selection relaarid assignmentwith appropriate of effective stafffacilities and support (transportation.offices, equipment, supplies)
 
* Provide tr'aining support to the governorateCoordinator s level IASboth in management
to assist in effective job 

arid in technical functionsperformance by all staff members
* Assist the 1AS Coordinators 
estab I ish ing governorate 

at the governorate level instructures, coordirnat ionships, and selection relationarid assignmentappropriate of effective stafffacilities arid withsupport (transportation, offices,equip ment. supplies) 
* Des ign and manage act ion resear chan effective, to identify and evolvefuIctio0ill(I organiguidance in i tiO , and to PIoviIntransferr ring
in and adapt i g LASMinya LAS tie approach usedfor start-up in the other governorates 

Ke 1f ica ions
 

ie/she must be broadlymanagement, exper ienced in irrbe knowledgeable iga t ion water
believe of senior personnel inin and have a the MOI/MUA,visionpurpose of the IAS. and 

of the purpose of RlIP arid tiheproven coordinatinghave 
skills. Fluencyin English is recommended. 
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B. Irrigation Advisory Service Coordinator. Minya Goverrorate
 

Purp~ose:
 

To prov ide overal 1 leadership,governorate level vision and direction
organization. to theOperational
three components coordiiat ionof the program of the 
development of the 

will be the primary focus wh i leoverall IAS vision through withthe coo rdinationrelated MOPWWR/MOA organizations will 
be important.
 

Ran kj Rortitlqard 
 Locat ion:
 
lhe position 
 is at the Inspectorat the General Director 

rank or' higher, preferablyor equivalent
Secretary level. reportsfor RIIP, responds to the Underto the guidancelevel FI IP Coordiiiat ing of the gover'nor'ateComm ittee, andMinya R Ill' AIES works closely withDirector. thteis/her locat iontravW-I throughout is in Minya withthe goverior'ate. 

Posit ions Fu ctiops. 
* Provide leadershiip, dir'ection 
and vision 
to the
the leaders staff and
of the 
related organizations
direct ion to accomplish to give purpose andthe purposethe important of the JAS arid achiIevecoordination 
functions 
with the related organ iza t ions .
 

1 Res orns i le 
 for establ isIand courd irrat ion 
ig agn (rgaiizatior,a I strnctri.elatio slhips; e 

and a(. orlitabi 1ity 
for select ion, assinrmentof effectivefac staff; forI ities arrangingand support (transportation, for

offices equipmn
s.rpp i es) t 

Res, o ib e for tra iting of staff 
)oth in managemeent
in techn ica 1 functions to 
arid
 

ensure 
effective job per'formanice.
 

Key QuaIif 
icat ionc;:
 

He/s e heu;t broadly
agement, exper ience(Jbe knowledgeable of 
inl irriQat ion water' man

and esperia Ilv 
settior persornnel


ini in the MOPWWR/MOAMiniya, be 1ievepurpose o f in and have a visinnI?I 111 aid tlie pu of tiher -;, ocoor'dinating skills. 
i the IAS, and llve provell
Fluency 
in :liq Hish is reconnenided. 
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C. Director 
of RIIP Agricultural-Irrigation 

Extension 
Service,
Minya Governorate
 

Purpose:
 

To provide 
overall leadership,
Minya RIIP Agricultural-Irrigation vision and direction to the
 
the RIIP related Extension Service (AIES)
project in
areas, through
the Minya IAS close coordination
Coordinator, with
 
other and to provide coordination with
two components the
of the IAS and the 
MOA related organizations.
 

,Rank, Reporting and Location:
 

The position 
is at the Inspector, rank
at or
the General Director higher, preferably
or equivalent
the Director of AgricI 1tur a 1 
level. He/she reports toExtension
responds to the guidance of 

for the governorate.
the governorate level
ing Committee, RIIP Coordinatand works closely withHe/she the Minya IAS Coordinator.will be located in Minya, with travel throughout thegovernorate.
 

Position Fu)ctions:
 

Provide leadership, 
direction 
arid vision 
to the staff
of the AIES and the leaders

tions of the related organizato give purpose 
and direction 
purpose of to accomplish the
the IAS and achieve the important coordination functions 
with the related organizations.
 
Responsible 
for establishing 
an organizational structure and coordination relationships;assignment for selection.and a .countability of effectivearranging staff: forfor facilities 
and support (transportation

offices equipment, supplies).
 

* Responsible 
for training 
of staff both 
in management
and in techn i cal functions 
to ensure 
effective 
job
per formance.
 

* Responsi ib le for tfie full range of agr icu tura I extension services 
in the RIIP command areas.
 

Key Qua ifi cation;:
 

He/she must 

and 

be broadly experienced in agricultural extension
its management, 
be sensitive

agric,:Iture including 

to the issues of irrigated
awareness 

agement, of the importance
be knowledgeable of water manof senior personnel
and especially in the MOPWWR/MOA
in Minya, believe 
purpose of RIIP 

in and have a vision of the
and the purpose
coordinating skills. 

of the IAS, and have provenFluency in English 
is recommended.
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SECTION VI: 
KEY AGREEMENIS REACIED AND 
IMMEDIATE ACTIONS REQUIRED 

This section summarizes the specific decisionssteps concurr'ed and actionin by at ten,(de; at the f itla I p 1a nirtnmeeting (see Section rev iewVII). Following a general 
review of
plans, this meeting the IASfocused on specifyingactions for' a limited numiber, ofwhich timely compietion was essentialplans for if the overallthe ]AS initiation were not to be substantially changedor do layed. 1here appro priate, specific responsibilitiesantic ipated act aridion dates were includedwould be so that those involvedable to monitor the progress and identify any impacts onthe proposed overalI schedule. 

Agrepment I. The IAS p lans wh ich have been developedpr i a te, they address IIlIP's needs. 
are appro

and they provide an approachwhi,:h we wi 11 carry out. 

'',"re w - s full ccuriLir'en Qro in the proposed pidentifi cationt arts, wit theof one area of potential difficulty.the sour'e This involvesof resotr-ce,; for suppo'tirg the Aqr'icultural
Extensio , ,i:e Irr igatio lin ,!he pilot area with transpor'tatior,equipinetf suppli ,. t ,-inIinn tandO per' dien. Key itdividual,and I9Al tn a!i from NI llI ' PIt A! , v lop ,, ra s ategv to addres s t ft i is ito by 15Novyemtber , with V i a IiHoc in5 io o ( nlNovember . tho CII 
tha~t I stIra toegy art icIr iptod by PIlItloth 'elech ica I Ass istahttce leam,Under Secretary tire PI If'ill then inform Dr. Layton at CSU of the resu Itsof these moot incls. 

Agreement 2. The spec if ic plan;
the titefrailie 

for IAS start-up are acceptable,seems manageahle, and we will provide priorityaccon toishintg the required tasks on schedule. 

il iq was f lly concurre d in, with no major issues identified. 
Agreement 3. Ve w make it a priority to reviewwith key off icia s in ,,[! 

the IAS plans
arid V,0A in Cairo and Minyanext week ol so, within theto ..ek 
 .their approval and support, and
CSU to notifyof their rcacti-n :o the plans and of any changes made as aresult of these reviews.
 

Specif ic review 
 act ivit ies for Miinya ;ftd Cairo were idert if ied : 

In Minya (a) r he Gonero I Ui rec t orl/O1 4 1 ill Imee t wi it t heUtnder :ec r' otary/M )A w i th ii a wee? suppor t to obtain approva I aidof t heo p Iair . (b)
staff whto 

(n c o that i n o)h a i liel, MIitt ya M1(I-ttetded thle IAS p lannire(f , view mceti qs will meetwith senior lev& l intya I(DA staff to help them uncerstancIAS plans ail(d thet heitr implication;. (c) 0nce tire Mintya RIIPCoord ina t ing Cormni ttee is estb Iished ( in about a Ine th 'stime) a formal presentation of the !AS plans will be made toit. 
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In Cairo: (a) The meetings referred 
to under Agreement 1 will
provide for initial approval and support from MOA. (b) A
report on IAS planning will be prepared by IP for 
submission to the next meeting of the Irrigation Improvement Committee to obtain their 
formal support. (c) Anl ]AS presentation will be included at a M0I seminar which RlI[P intends to
organize within the next couple of months to update new 

officials 
on RILP status.
 

Agreement 4. Within 
the next two weeks, we will identify and
assign appropriately senior and skilled individuals 
to the two key
MOI/IAS positions, aad work closely with MOA 
in Minya to get the
AIES director assigned. 
 We will notify CSU promptly of their
selection, or of any problems that arise which delay 
the process.
 

RIIP will make the assignments of the IAS National and HinyaGovernorate Coordinators prior' to 1 December-, and through the CIOTA Team, in for-m Dr'. Layton at CSU of the names and backgrounds (f
the individuals selected.
 

The M0I General Director for Minya will Imeet with the HirnyaMOA Under- Secretary within the next week to explor'e how and whenthe MOA Director for RIIP Agcicultural-Ir'rigatio 
1 Extension willbe appointed. If possible, I December- will be the appointrnendate here also. Results of the initial 
discussions as to wheln

how will be communicated to CSU right 
and 

after the meeting, as willbe the name and background 
of the selected individual once selec
tion has been accomplished.
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SECTION VII: 
 PLANNING hcEVIEW MEETING FORMATS AND PARTICiPANTS
 
In this section 
we provide the
the two formats and participants
criticel review meetings which from
 were held
the IAS at the close of
planning activities. 
 In each
in clarification case, the meetings resulted
and adjustment 
of the plans at
report incorporates the guidance received 

the time. Thi;

in each.
 

A. 
 Minya Governorate Planning Review Meeting. 5 November 
1987
 
1. Meeting Purpose and 
intended Outcomes
 

Purp__ose: To review our- progress in planning fortion Advisory Service and 
the Irriga-to obtain guidance and suggestionsfor improving 
the plans.
 

Intended Outcomes: 

We will 
have reviewed 
how the Irrigation Advisory
vice (IAS) is intended to Serfit within the 
overall
how it i s intended RI IP, andto contribute to the overall success ofRI IP.
 

We will have reached a common understand ig ofthe IAS' intended what areoverall purpose, its basic components, arid
its overall structure.
 

We will have 
iden tified and 
discussed
remaining some of the key
issues relating to initiating the IAS. 
We will have clarified thme remaining initial
ing work to he done, and IAS plannour schedule 
for the rest of the TOY
design ass ignment. 

2. Agenda for 
the Meeting
 

We lcome 

Review of the Background for the IAS arid How it will Relate 
to RIP 

An Overview of tie Current IAS Planning 
A Component-By-Component 
Review of our 
Planning
 
Guidance and 
Suggestions for 
Improving 
our IAS Planning
 
What comes Next 
arid Follow--Up to 
the Meeting
 

Thanks and Closing
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3. Participants
 

Abdel Raouf Abu Noor, General Director, MOPWWR
Abdel 
Raouf Salahi, General 
Director, RIIP/MOPWWR
Ali Yehia, District Engineer, MOPWWRAbdulla Saber,

Gainal RIIP Sociologist
Ismail Shakr, RiIPAhmed Gad El Engin~eer Cairo, MOPWWR
Kriim, Director of Agricultural Extension, MOA
Abdul Flafar, 
Agricultural Extension Consultant, MOA
Jim Layton, 
Team Leader, 
[AS Planning Team
Wayne Clyma, 
IAS Planning Team
David Levine, 
LAS Planning 
Team
 

B. 
 RIZP Planning Review Meeting. 
 10 November 1987
 
1. Meeting Purpose and 
Intended Outcomes
 

Purpose: 
 To review the planningIrrigation Advisory Service so far accomplished
appropriate (IAS), to for the

modifications obtain guidance for anyto the plans,ment as to the 
and to reach agreenext steps to 
be taken.
 

IntendedOt1tcomes:
 

By the end of 
the meeting we 
will have:
 
Reviewed why anant to the Irrigation Advisoryoverall success Service (IAS)of RIIP, is import-butions and the specificto that success contriwhich the IAS is intended to make;
Reviewed the basic assumptions
guided our 

and procedures whichefforts havein developing 
the IAS;

Reached L. common understanding
overall of what are thepurpose, its IAS' intendedbasic components, and its overall structure; 
Reviewed aand concurred on an overallfor the initiation of strategy and approach
4-6 

the IAS, including plansmonths and for theimmediate nextnext steps to be taken;
Identified aid discussed some ofwhich, without the key remainingattention, issuescould impact negativelyplans onfor' the IAS. the 
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2. 	 Agenda for the Meeting
 

We 1come
 

Review of Purpose, Intended Outcomes and Agenda 
for Meeting
 
Review o!; 
 the Backaround 
for the IAS, How
Relate 	 it is Intended
to the RI IP 	 to
Overall, 
and 	How the IAS Development
Effort Was Approached
 

An Overview of 
the 	LAS Planning to Date: Its 
Purpose, Components, Structure, and Resource Requirements
 

An Overview of 
Proposed 
IAS Strt-Up Plans
 
Discussion of Some Key 
Issues Related 
to IAS Initiation
 
Reactions and Guidance 
for Improving the 
IAS Planning
 
What Comes Next 
and Any Immediate Follow-Up Required
 

Thanks and Closing
 

3. 	 Participants
 

Farouk Shahin, Under-Secretary 
of State, Director 
of RIIP,
MOPWWR
 
Abdel Raouf Abu 
Noor, 
General Director, MOPWWR
Abdel 
Raouf Salahi, General 
Director, RIIP/MOPWWR
Abdulla Saber, RIIP Sociologist
Gamal smail 
 Shakr, li[P Engineer Cairo, MOPWWR
Ed Stains, USAID, 
Cairo
Jim Layton, Team Leader, 
1AS Planning Team
Wayne Clyrna, IAS Planning TeamDavid Levine, 
IAS Planning Team
Susumu Karaki, Team Leader, CID/CSU
S. Sritharan, Irrigation Engineer, CID/CSU
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