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SECTION I - INTRODUCTION TO THE REPORT

The purpose of this report is to summarize the current state
of the design effort for the Irrigation Advisory Service (TAS) "in
Egypt. The Regional Irrigation [mprovement Program (RIIP) has
the responsibility for and is initiating the IAS.

As the efforts to improve the irrigation system in Eqypt
have evolved, there has been an increasing understanding that one
area of critical importance is the Management of the system by
the farmers. Improving physical structures alone can only pro-
duce limited results. If one is really interested in improving
the overall irrigation system so that there can be an increase in
the agricultural productivity of the farmers who use that Water
to irrigate by their utilizing the water in a more effective
manner, then there needs to be a combined improvement in both the
physical structures and in the management of that water .

The Egypt Water Use and Management Project (EWUP), 1977-
1984, was a research endeavor which fecused its efforts on im-
proving the management aspects of the irrigation system. Qne of
the recommendations from that project was that an Irrigation
Advisory Service be established. The idea was that an extension-
type program be developed whereby the Ministry of Irrigation
would be able to provide information to the farmers on how to
improve their irrigation management practices. HWhat emerged as a
product from that project was a brief theoretical discussion of
the topic and some specific experiences at involving farmers in
the improvement and improved mMenagement of the system from the
branch canal through the field.

This idea was developed into a Component of the Regionai
Irrigation Improvement Program (RIIP) when it began in 1985. The
focus of RIIP centered on the improvements of the physical system
until 1986 when work was initiated on the development of Water
User Associations (WUA) in the Mahras area of the project. At
this time the idea of developing an IAS increased in priority.
In the summer of 1987, a process began to establish work plans to
push the notion of an IAS from a set of ideas to an actua) pro-
gram to initiate this organization. The present T0(¢ was an
important step in this process.

The purpose of the TOY was to build on the prior work re-
lated to the IAS, and to provide a foundation for its continuing
development. Its specific tasks were to define an organizational
Structure for the IAS with roles and responsibilities at each
level, define functions to b. performed with support (personnel,
logistics and facilities), define training for the personnel, and
plan for the implementation of the program. Dir. Jim Layton and
Dr. HWayne Clyma were selected to make up the initia} team. Or.
Layton has worked extensively with the development of the Hater
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Users Associations for both EWUP and RI1IP, 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 idirrigation in USAID's Command Water Manage-
ment Project in Pakistan.

After an initial work period in which tasks for the team
were defined at Colorado State University, both Dr. Layton and

Or. 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 the RI1IP,
MOI and MOA in the pilot area of El1 Minya. These visits were

designed to obtain the input of these individuals as to what they
saw as the purpose and furctions of the [AS, what they felt to be
an appropriate organizational structure for it, and what they
viewed as possible work activities for the organization. From

the many discussions with these people, an initial plan for the
IAS has Dbeen developed.

The plan for the IAS is described in this report. The
report is divided into seven sections. The first is this
introduction. In Section Il the backgrcund cf the 1AS within the
context of HKHIIP 1s discussed. Next, an overview of the planned
IAS is presented. This includes the components of the organiza-
tion, its structure and the administra“ive requirements to set-up
the IAS. In Section 1V the start-up plan to initiate the organi-
zation is delineated. Position descriptions for the three criti-
cal managers of the service constitutes the fifth section. The
sixth and seventh sections focus on the results and formats of
the meetings which were to review the final plans. Overall, the
report provides a definition of an Irrigation Advisory Service
for Egypt and a plan for !ts initiation.

The team wishes to express its appreciation to the many
Egyptians who assisted in the development of these pftans through
their active participation. Without their assistance., these
plans could not have been developed effectively. The support and
on-gcing assistance of the CID Technical Assistance team provided
us valuable insight and essential logistic support.

1 white Mr. Levine has come with the team as a private consultant,
the origin of the working relationships with management exnertise
in irrigation is through the Internitional Development Management
Center., University of Maryland through the Water Management Syn-
thesis Il Project. Time constraints prevented utilizing this
formal inter-organizational relationshin.



SECTICN Il: BACKGROUND FOR THE IRRIGATION ADVISORY SERVICE

In this section we summarize the context for which the IAS
was designed. As indicated in Section I. the design effort was to
build on prior discussions of the IAS to provide an organization
which would support the achievement of RIIP's purpose. As back-
ground, this section briefly reviews that purpose, RIIP's overall

epproach and status, and the implications for the IAS which
emerge from that.

A. THE RIIP CONTEXT:

The overall purpose of RIIP i¢ to improve the productivity
of irrigated agriculture by improving MOI's water management and
farmers' management of water to and on their fields. The accomp-
lishment 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, and
the farmers are the managers of productivity which must be
improved.

* The Water User Associations assisted by the Irrigation
Advisory Service are the means by which the success of RIIP
is 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 basis to achieve potential
performance (productivity)

* The achievement of the potential performance (producti-

vity) by improved management of drrigated agriculture,
including an

emphasis on organizational coordination


http:secti.on

B. THE CURRENT SITUATION AND ITS IMPLICATIONS FOR IAS DESIGN
The above indicated strategy is not yet fully operational:

- Problem identification studies have not yet been com-
pleted, are not being completed by interdisciplinary
teams, and are not being directly used as an input to

planning 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 identified
problems, 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 approaching
the IAS design work, we would first complete a draft skeletal
diagnostic analysis (DA) for the Herz Branch canal, both for the

delivery system and for organizational coordination. Through
this, we would be able to understand the problems IAS would need
to address. He also met with a range of people in Cairo and

Minya to receive their input to our planning, in terms of their
views of the purpose and intended roles for WUAs and the [AS. HWe
also considered prior written information related to the IAS. the
draft DA, and the input to planning from our meetings as key
information for us to use in our planning for the initiation of

the IAS. Based on the above, we engaged in a limited problem
solving and planning process for the delivery system management
and for WUA support. Finally, we conducted on-going reviews of

our design work with key individuals, obtained their input, and
incorporated their suggestions in the evolving design.

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

- He identified the important thrusts of the [AS to be
(1) building capable HWater User Associations, (2)
developing water delivery systen management, and (3)
strengthening agricultural irrigation extension to

improve water management and productivity on farmers'
fields.

2 Clyma, Wayne and James P. Layton. 1987. Diagnostic Analysis of
the Herz Branch Canal, Egypt. Egypt Irrigation Improvement Pro-
ject, Colorado State University, Fort Collins, Co. (Uraft)



It was clear that the IAS would require careful speci-
fication of Management functions for each of the above
thrusts. These in turn would be dependent on careful
definition of the Management to be accomplished with
the improved designs.

Also, given the involvement of multiple organizations,
the integration of the management functions for the
above three thrusts would require well-defined and
effective coordination.

Finally, it was clear that success in integration and
coordination would require senior level leaders for the
ITAS, and would require them to understand and effec-
tively communicate the IAS purpose and linkages, to

accomplish the coordination, and to manage the problen
solving required.

In the next section of the report, we provide an overview of the
1AS design which followed from these considerations.



SECTION IIl: AN OVERVIEW OF THE PROPOSED IAS

In this section of the report, we describe the [AS. 1Its
design responds to the discussion above in Section Il, and in-
cludes statements of the IAS' purpose and functions, as well as
anh overview of each of its three components. Required personnel
and other resources, and their anticipated sources are identi-
fied, and a set of organizational charts are provided.

Purpose and Functions

The overali purpose of the IAS is to support the improvement
of the productivity of irrigated agriculture. I't does this by
strengthening the management of the water delivery system, and
directly involving farmers in the Mmanagement of irrigated agricu-
Tture in such 4 Way as to improve the efficiency of fthe irriga-
tion system and the productivity of farn units, thus increasing
the income of the farmers. In order to do this, the IAS focuses
on three major functions in helping to provide:

(1) an equitable, dependable. and adequate delivery of
nater to farmers' fields:

(2) a structure and process by which effective farmer
involvement and Cooperation can be established with the
government and among the farmers themselves, to improve
the management of the irrigated agricultural system;

(3) the extension support services through which the achie-
vement of increased agricultural productivity on farm-
ers' fields can be derived from an equitable, depend-
able and adequate water supply, from canal rehabilita-
tion, and from improved water management .

IAS Components

These functions are addressed through three components which

Will make up the heart of the [AS. They are the Water Delivery
Management Component, the Water User Associations Component, and
the Farm Management Component. The purpose and responsibilities
of these three components follow.
1. HWHater Delivery Management Component

Purpose: 7o improve the management of the delivery of water

from the branch canal through the mesqa.

Responsibilities:

To monitor and evaluate water deliveries for
management decision~making.
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- To improve the management of the water from the
- branch canal through the mesga.

- To provide a system to respond to maintenance
needs.

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

- To provide a system of follow~-up for problen
resolution to problems identified by WUA leaders.

- To assess drainage needs and make the information

available as input for their resolution.

2. Hater Users Associations Component

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

Responsibilities:

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

- To help WUAs develop into effective mechanisms for
cooperation among farmers to operate and maintain
the mesyas and branch canals.

- To suppert the development of WUAs into effective

vehicles thiough which farmers can interact with
the 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 improve the on-farm water management and crop-
ping practices of farmers to increase productivity.

Responsibilities:

- To provide information on appropriate cropping
practices and access to agricultural inputs.



- To provide the technical expertise and linkages to
services such 1as PLL and Mechanization to help
farmeis improve their on-farm irrigation practices
as related to the improved water supply.

- To provide linkages to technical expertise and
services to help farmers improve their drainage
practices.

- To provide the means by which the: on-farm water
management practices can be integrated Wwith the
agricultura) practices performed by the farmers.

IAS Structure

The organizational Structure of the IAS is presented in the
following charts. The IAS Structure encompasses a very compli-
Cated set of coordinative relationships. Though perhaps an jdeal
Structure would have all of the IAS components function under a
unified administrative control, existing ministerial arrangements
in Egypt demand joint control from the MOPWHR and MOA. The
MOPWWR through RIIP, wil) be administrative]y responsible for the
Water Delivery Management Combonent and the Water Users Associa-
tions Component. The Farm Management Component is made up of
agricultural irrigation extensicn specialists and will be under

the administrative control of the MOA'sg Agricultural Extension
Department.

At the nationa) lTevel, IAS guidance comes primarily fiom two
committees involving both the MOPWWR and the MOA. A National IAS
Unit headed by a National IAS Coordinator Will be established
Within the national RIIP office. The IAS Unit will serve as a
resource center and aS a coordination point for all the governor-
ate level [AS units in the command rehabilitation areas in Egypt.

IAS ORGANIZATIONAL STRUCTURE

National Level

| MO1 b | NATIONAL IRRIGATION |
e | IMPROVEMENT COMMITTEE !
| L T !
| |
e ' . —
I RIIP b | TECHNICAL ADVISORyY |
— | COMMITTEE \
| t ]

NATIONAL 1AsS
COORDINATOR

-




At the governorate level, the RIIP Coordinating Committee,
including members of the MOPWWR, MOA and others as appropriate,
Wwill provide policy guidance to the IAS and monitor its overall

operations. The two top management positions for the organiza-
tion are the IAS Coordinator and the Director of RIlP Agricul-
tural Irrigation Extension Services (AIES). The former reports

to the MOPWWR's RILIP Genera? Director and the latter to the MOA's
Director of Agricultural Extension. Individuals in these two
positions coordinate the management of the three basic components
of the IAS. The IAS Coordinator is directly responsible for the
Water Delivery Management Component (WDMC) and the Water Users
Associations Component (WUAC), and the RIIP AIES Director is
responsible for the Farm Management Component (FMC) .

Reporting to these two directors are coordinators for each

component. Their jobs are to oversee and coordinate the actual
field work on the branch canals and mesqgas, and in the farmer's
fields. Water Management Technicians, reporting to the WMD

Coordinator, will do the Work on the delivery system: Water Users
Associations Facilitators, reporting to the WUA Coordinator, will
work to support the organizational capabilities of HIA's through
the farmer leaders; and AIES Agents and Supervisors and Sub ject
Matter Specialists (SMS) Unit, reporting to the FMC Coordinator,
Will work with the farmers in their fields. Hithin the WUAC
there will be a separate Leadership Identification Unit designed
to travel throughout the command area identifying mesga farmer
leaders for the WUAs. This unit will cease to exist once all
mesga- level WUAs are formed.

Two additional points related to the organizational struc-
ture must be emphasized. First, the AIES component of the [AS is
Ih essence a complete vertical slice of the current agricultural
extension delivery system. However, it will focus its efforts
and support totaily on the RIIP program, while delivering the
full range of extension services, enhanced by attention to on-
farm water management . A cadre of highly competent extension
agents, supervisors, and SHSs will be selected from the MOA's
staff in the governorate to do this job. and their direct support
vill be exclusively from within this program. They will in-
tegrate their assignments with other extension functions only to
the degree that these other functions are directly related to the

support of improved farmer productivity from irrigated agricul-
ture.

Ihe second point to emphasize is that a high priority must
be placed on vertical and horizontal coordination. Structures
and mechanisms must be developed to establish and maintain the
contacts of the different aspects of the organfzation with each

other. These must be not only at the management and service
delivery levels, but also at the senior management levels of the
MOA and MOI. Given the complexity of the IAS' role and struc-

ture, constant communication and coordination among the different
units and levels js essential for IAS success.
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Component Responsibilities, Personnel, and Resource Requirements

Hhat follows is an outline of how each component will be
administered in terms of personnel and resources for the pilot
project area in Herz-Numania, which covers about 3400 feddans.
As farwers and feddans served per mesga in the Herz-Numania area
range from about 10 to 120 feddans, and there are about 110
mesgas in the 3400 feddan area, an average per mesqga farmer and
feddan size of 30 is used for planning purposes. Specific as-
signments and personnel numbers will be basod on the actual
feddan and farmer per mesqa numbers. Also. it should be noted
that other command areas are assumed to have a higher averago>
number per mesga, and may therefore require f{ewer personne) per
command area. Also., these figures are based on start-up require-
ments and assumptions of a fairly high level of start-up diffi-
culties. As the IAS program continues, the resource and peison-
nel requirements will be monitcred, and reduced as possible.

1. Hater Delivery Management Component
* Operational Responsibilities:
- Monitoring and 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 RILIP

- [tems: Transportation (motorcycles) including
operating and maintenance costs, measuring equip-

ment and supplies, perdiem.

- Training materials. facilities., and instructional
costs

11



* Resource Requirements:

Source of personnel and salary is MOA for all but
the Irrigation Engineer who is to be provided and
paid for by RIIP

Items: Transportation including operation and
maintenance costs, supplies and materials, and
perdiem (Source to be determined; see Section VI
below)

Training materials, facilities, and instructional
costs (from RIiIP)
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SECTION IV: AN OVERVIEW OF iAS START-UP PLANS

This section provides an overview of the plans developed for
the start-up of the IAS. It covers roughly a six month period,
form about November 10, 1987 through April 30, 1988. During this
period, the plans presented in this report receive their final
reviews and approval, key IAS managers are identified, assigned
and prepared to assume their positions, and formal start-up of
the IAS occurs, including initial 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-i15 December

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

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

Phase 5: Formal IAS Start-Up Activities,
i5 March - 30 Apri1
Phase 1 - Immediate Noxt Steps: 10-3C¢ November

ODuring this phase, RIIP Will share the agreed-to start-up
plans with appropriate officials in Cairo and Minya, and obtain

their concurrence in those plans. They will also inform these
individuals about what will occur in Phase 2, and that they might
be contacted then by the new IAS ‘eaders. During this phase,

RIIP and the MOA/Minya will also identify and appoint the three
key IAS managers: (a) the National IAS Coordinator, (b) the Minya
Governorate JAS Coordinator, and {c) the Minya Governorate Direc-
tor of Agricu]tural—lrrigation Extension Services (ATES) for the

RIIP Command Area. (It has been suggested that two individuals
be appointed for each position so that a back-up is available if
one leaves his/her position. If this were done, the second

individual at the national level might function as National
Deputy Coordinator, while the second person in each case for the
governorate level positions could carry out the parallel assign-
ment in another governorate as RIIP expands the rehabilitation
program. This would imply six, rather than three individuals in
the CSU program. Other than this, al} eiements would remain as
described.) Position descriptions and suggested quidance as to
the experience, skills and attitudes required for these positions
are provided as Section V of this report.

14



Phase 2 - Pre-Training Preparations: 1-15 December

During this phase, the three managers will prepare for their
Phase 3 training program at CSU. Guidance for these preparations
Will be provided by the CSU Training Program Coordinator., Or. Jim
Laytoa, in letter form to the three individuals by the end of

November. Among the included activities which they will be asked
to carry-out would be:

- interviews in Cairo and Minya with appropriate execuy-
tive and operational leve] officials in MUPWHWR and MOA
to explore their current understandings of the IAS, and
their expectations related to how the IAS will function
and what will be the roles of ijts managers;

- @ review of the current status of RIIP, the progress so
far made on canal rehabi]itation, and activities which

are anticipated to pe carried out prior to their return
at the end of Phase 3;

- an exploration of the «drrent expectations as to the
involved actions and likely timeframes for moving
forward with necessary lAS personne] assignments:

- identifying and gatheriny other information which could
Prove useful to the Phase 3 program.

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

The overal purpose of the C(CSU program will be to prepare
the three individuals for the assumption of their 1AS roles,
while Supporting them in theijr development of coordinated 3-6
month work plans for the IAS'sg actual initiation upon their
return to Egypt. The program will integrate technical and man-
agement elements, combiining activities specifically tailored for
each of the three different Positions with others developed for
the three Managers as a team. 1[p addition to Dr. Layton's coor-
dination of this pProgram as part of his on-going, ElIP-related
functions, Dr. Clyma would take a major support role, and the
services of an action-training facilitator would pe retained to

support Dr. Layton in the effort. This individual would assist
in (a) the overall design of the program, (b) its first week of
start-up activities, (c) a mid-point review, and (d) ijts Wrap-up

and the planning for Phases 4 and 5.

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

During this phase, the IAS managers would begin to impliement
the work plans they had developed at CSU. These work pilans Wwould
involve activities such as :

15



- reviewing the work plans with key officials in Cairo
and Minya, and modifying them in accordance with any
input 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 they
relate 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: design ior
Phase 5 and the actual amount of training activity which would be
conducted during it.) If desired, this phase could also be
structured as a Training-of-Trainers for RIIP, during which two
or three of the individuals who Will carry out RIIP's various
training activities in the future, would be selected to work full
time with the action trainers to develop initial skills in the

methodologies used. Activities which might occur during this
phase include:

- initial overall planning sessions involving the 1AS
managers and the coordinators of the three components;

- establishment of initial IAS operating procedures:

- development of an overall [AS management plan, based on
DA results as available, which addresses the most
important problems identified by (a) blanning the
hecessary actions to resolve them, (b) detining roles
and responsibilities in the problem resolution proces-
ses, (c) establishing the mechanisms at each operation-
al and supervisory level that Will enable those in-
volved to come together to achieve the required coordi-
nation, and (d) providing a means for periodic overall
monitoring of the management plan and accomplishment of
whatever replanning proves to be required.

- IAS orientation briefings for the national and Minya
Governorate RIIP Coordinating Committees:

- initial training sessions for water management techni-
cians, WUA facilitators, and AIES personnel;

- development of work plans for the 4-6 months subsequent
to Phase 5.

16



\SECTION V: POSITIONS DESCRIPTIONS FOR
KEY IRRIGATION ADVISORY SERVICE MAMAGERS

A. National Coordinator

Purpose:

To provide overall support and assistance to the IAS gover-
nNorate leve) organizations including on-going support for the
start-up, for training staff, and for On-going operations; initi-
ating coordination and support from appropriate ministries and
departments at the national level; assisting in evolving an
appropiiate, functional and well managed organization: and deve-
loping an approach to 1AS start-up in the various governorates
based on lessong learned form the Minya experience.

Rank, Reporting and Location:

The National IAS Coordinator will be at the rank of General
Director or equivalent, and reports to the Under Secretary for
RLIIP.

Cairo will be the location with frequent travel to the governor-
ates.

Position Functions:

* Develop Support at the national lTevel from MOPWWR/MOA in
establishing organizational Structure, coordination rela-
tionships, and selection and assignment of effective staff
With appropriate facilities and support (transportation,
offices, equipment, supplies)

* Provide training support to the governorate level [1AS
Coordinators both in management and in technical functions
to assist ip effective job performance by a1l staff members

* Assist the [AS Coordinators at the governorate level ip
establishing governorate structures, coordination relation-
ships, and selection and assignment of effective statf with
appropriate facilities and support (transportation. offices,
equipment, supplies)

* Design and Manage action research to identify and evolve
an effective, functioning organization, and to provide
guidance in transferring and adapting the IAS approach uscd
in Minya for IAS start-up in the other governorates

Key Qualifications:

He/she must be broadily experienced in irrigation water
Management, bpe knowledgeable of senior personnel in the MOI/MOA,
believe in and have a vision of the purpose of RIIP and the
Purpose of the 1AS, and have proven coordinating skills. Fluency
in English is recommended.
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B. Irrigation Advisory Service Coordinator, Minya Governorate

Purpose:

To provide overall teadership, vision and direction to the
governorate level organization. Operational coordination of the
three components of the program will be the primary focus while
development of the overall [as vision through coordination with
the related MOPWWR /MOA organizations will bhe important.

BAQ&LlﬁmQLQMm_iQQJJEﬁLiQQL

The position is at the Inspector rank or higher, preferably
at the General Director or equivalent Jlevel, reports to the Under
Secretary for RIIP, responds to the guidance of the governorate
level RIIP Coordinating Committee, and Works closely with the
Minya RIIP AlEg Director. His/her location is in Minya with
travel throughout the governorate .

POSiLiQﬂS_EQDQLi_B§;

* Provide teadership, direction and vision to the staff and
the leaders of the related organizations to give purpose and
direction to accomplish the purpose of the IAS and achieve

the important coordination functions With the related orga-
nNizations.

* Hesponsible for establishing an organizationa) structure
and coordination relationships: for selection, assignment
and arcountabitlity of effective staff; for arranging for
facilities and support (transportation, offices equigment,
supplies) .

Y Responsible for training of staff both in management and
h technical functions to ensure effective job performance .

ﬁgx‘gggijficatjons;

He/she must be broadily experienced in irrigation water man -
agement, pLe Enowledyeable of senior personnel in the MOPWWR/MOA
and especially ip Minya, beliovoe in and have a vision of the
pburpose of RI1IP anpd the purpose or the A5, and have

proven
coordinating skijls. Fluency in English is recommended.,
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C. Director of RIIP Agricultural—lrrigation Extension Service,
Minya Governorate

Purpose:

To provide overall leadership, vision and direction to the
Minya RIIP Agricultural—lrrigation Extension Service (AIES) in
the RIIP related pProject areas, through cilose coordination with
the Minya I[AS Ccordinator, and to provide coordination with the

other two components of the IAS and the MOA related organiza-
tions.

Rank, Reporting and Location:

The position jg at the Inspector rank or higher, preferably
at the Genera) Director or equivalent level. He/she reports to
the Director of Agricultural Extension for the governorate,
responds to the guidance of the governorate level RIIP Coordinat-
ing Committee, and works closely with the Minya IAS Coordinator.

He/she will be located in Minya, with travel throughout the
governorate.

Position Fun

tions:

* Provide leadership, direction and vision to the staff
of the AIES and the leaders of the related organiza-
tions to give purpose and direction to accomplish the
purpose of the IAS and achieve the important coordina-
tion functions with the related organizations.

* Responsible for establishing an organizational struc-
ture and cooirdination relationships; for selection,
assignment and atcountability of effective staff: for
arranging for facilities and support (transportation,
offices equipment, supplies).

* Responsible for training of staff both in management

and in technical functions to ensure effective job
performance.

* Responsible for the full range of agricultural exten-
sion services in the RIIP command areas.

Key Qualif ications:

He/she must be broadly experienced in agricultural extension
and its management, be sensitive to the issues of irrigated
agrict lture including awareness of the importance of water man-
agement, be knowledgeable of senior personnel in the MOPHWHR/MOA
and especially inp Minya, believe in and have a vision of the
Purpose of RIIP and the purpose of the IAS, and have proven
coordinating skills. Fluency in English is recommended.
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SECTION VI:

KEY AGREEMENTS REACHED AND IMMEDIATE ACTIONS REQUIRED

This section summarizes the specific decisions and action
steps concurred in by attendees at the final planning review
meeting (see Section Vil). Foilowing a general review of the lAS
plans, this meeting focused on speciiying a limited number of
actions for which timely compietion was essential if the overal]l
plans for the IAS initiation were not to be substantially changed
or delayed. Hhere appropriate, specific responsibilities and
anticipated action dates were included so that those involved
Would be able to monitor the hrogress and identify any impacts on
the pronosed overaill schedule.

Agreement 1.

The 1AS plans which have been developed are appro-

priate, they addresg RilP's needs., and they provide an approach
which we wilj carry out.

here owas ful concurrence in the proposed plans, with the
identification of one area of potential difficulty. This involves
the source of resonrceg tor subporting the Agricultural trrigation
Extension “eivice in the pilot area with transportation, supplies,
equipment ., training and per dien. Key individuale from RITP . Moa
and USATL wil) deve lop a Strategyv to address this 1s9ue by 14
November ., with {ogmal decision on that strategy anticipatoed by 74
November . Thiounh the C1D fechnical Assistance Team, the RIIp
Under S2cretary will then inform Dr. Layton at CSU of the results
of these meatings.
Agreement 2. The speciiic plans for [AS start-up are acceptable,

the timeframe
accompiishing

seems manageable,

This was
Agreement 3. HWe il
With key officials in
next week or so. (g thoir
CSU of their reactinns to
result of these reviems.

make it a
By

)
“ReK

Specific raview activities

fully concurred in,

priority to
and HOA in

approval
*he plans

for

and we wil}

provide priority to

the required tasks on schedule.

with no identified.

ma jor issues
review the IAS plans
Cairo and Minya within the

and support, and to notity

and of any changes made as a

Minya and Cairo were identi-

fied:
In Minya: (4) The Generol Director/Mol Will meet with the
Under DRCrELArY/MOA within a week  to obtain approval and
support of the plans. (b) Once that is obtained, Minya MO
staff who attended the [AS Dlanning review meetings will meet
With senijor leye!? Minva MOA stalf (o help them understand the
TAS plans and their implications. (c¢) Once the Minya RIIP
Coordirating Committee s established (in about a month's
time) a formral presentation of the IAS plans will be made to
it.
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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 RIIP for submis-
sion to the next meeting of the Irrigation Improvement Com-
mittee to obtain their formal support. (c) An IAS presenta-
tion will be included at a MOI seminar which RIIP intends to
organize within the next couple of months to update new MOI
officials on RIIP status.

Agreement 4. Hithin the next two weeks, we Will identify and
assign appropriately senior and skilled individuals to the two key
MOI/1IAS positions, and work closely with MOA in Minya to get the
AIES director assigned. He %ill notify CSU promptly of their
selection, or of any problems that arise which delay the process.

RIIP will make the assignments of the 1AS National and Minya
Governorate Coordinators prior to 1 December, and through the C10

TA Team, inform Or. Layton at CSU of the names and backgrounds of
the individuals selected.

The MOI General Director for Minya will meet with the Hinya

MOA Under Secretary within the next week to explore how and when
the MOA Director for RIIP Agricultural-Irrigation Fxtension will
be appointed. I'f possible, 1 ODecember will be the appointment

date here also. Results of the initial discussions as to when and
how will be communicated to CSU right after the meeting, as will

be the name and background of the selected individual once selec-
tion has been accomplished.
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SECTION VII: PLANNING heVIEW MEETING FORMATS AND PARTICIPANTS
In this section we provide the formats and participants from
the two criticel review meetings which were held at the close of
the IAS planning activities. In each case, the meetings resulted
in clarification and adjustment of the plans at the time. This
report incorporates the guidance received in each.
A. Minya Governorate Planning Review Meeting, 5 November 1987

1. Meeting Purpose and Intended Outcomes

Purpose: To review our pProgress in planning for the Irriga-
tion Advisory Service and to obtain guidance and suggestions
for improving the plans.

We will have reviewed how the Irrigation Advisory Ser-
vice (IAS) is intended to fit within the overall RIIP, and

how i1 g intended tog contribute to the overall success of
RILIP.

We will have reached j common understanding of what are
the IAS' intended overall purpose, its basic components, and
its overall structure.

He will have identified and discussed some of the key
remaining issues relating to initiating the [AS.

We will have clarified the remaining initial IAS plann-
ing work to he done. and our schedule for the rest of the TDY
design assignment .

2. Agenda for the Meeting

Welcome

Review of the Background for the IAS and How it will Relate
to RIIP

An Overview of the Current [AS Planning

A Component—By—Component Review of our Planning
Guidance and Suggestions for Improving our I1AS Planning
What comes Next and Follow-Up to the Meeting

Thanks and Closing
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Participants

Abdel Raouf Aby Noor, General Director, MOPWWR

Abdel Raouf Salahi, General Director, RIIP/MOPHHR

Ali Yehia, District Engineer, MOPWWR

Abdul1a Saber, RILP Socioloygist

Gamal Ismai) Shakr, RIIP Engineer Cairo, MOPWWQ

Ahmed Gad E| Kriim, Director of Agricultural Extension, MoA
Abdul Hafar, Agricultural Extension Consultant, MoA

Jim Layton, Team Leader, I[AS Planning Team

Wayne Clyma, IAS Planning Tean

David Levine, LAS Planning Teanm

RIIP Planning Review Meeting, 10 November 1987

Meeting Purpose and Intended Outcomes

Purpose: Tg review the planning so far accomplished for the
Irrigation Advisory Service (IAS), to obtain guidance for any
appropriate modifications to the plans, and to reach agree-
ment as to the next Steps to be taken.

Intended Outcomes:
By the end of the meeting we wil] have:

Reviewed why an Irrigation Advisory Service (IAS) s import-
ant to the overall success of RIIP, and the specific contrj-
butions to that success which the IAS s intended to make ;

Reviewed the basic assumptions and procedures which have
guided our efforts in deve]oping the [AS;

Reached common understanding of what are the IAS' intended

overall purpose, its basic components, and ijtg overall stryc-
ture;

Reviewed ang concurred on an overal]l strategy and approach
for the initiation of the [AS, including plans for the next
4-6 months and immediate next steps to be taken;

Identified and discussed soime of the key remaining issues

Wwhich, without attention, could impact negatively on the
plans for the [AS.
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2. Agenda for the Meeting

Welcome

Review of Purpose, Intended Outcomes and Agenda for Meeting

Review of the Backaround for the IAS, How it is Intended to
Relate to the RIIP Overall, and How the IAS Development
Effort Was Approached

An Overview of the IAS Planning to Date: Its Purpose, Compo-
nents, Structure, and Resource Requirements

An Overview of Proposed IAS Start-Up Plans

Discussion of Some Key Issues Related tog IAS Initiation
Reactions and Guidance for Improving the 1AS Planning

What Comes Next and Any Immediate Follow-Up Required

Thanks and Closing

3. Participants

Farouk Shahin, Under-Secretary of State, Director of RI1IP,
MOPWHWR

Abdel Raouf Abu Noor, Genera]l Director, MOPWWR

Abdel Raouf Salahi, General Director, RIIP/MOPWHR

Abdulla Saber, RIJP Sociologist

Gamal Ismai) Shakr, RIIP Engineer Cairo, HOPHWHWR

Ed Stains, USAILD, Cairo

Jim Layton, Team Leader, IAS Planning Team

Wayne Clyma, IAS Planning Team

David Levine, JAS Planning Team

Susumu Karaki, Team Leader, CID/CSU

S. Sritharan, [rrigation Engineer, CID/CSU
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