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EXECUTIVE SUMMARY

From August 1 to 5, 1989, a highly successful project start-up workshop was
held in Alexandria, Egypt, for the Preventive Maintenance Project/Channel
Maintenance Project (PMP/CMF) component of the Irrigation Management Systems
Project. The workshop was attended by 41 participants, (30 Egyptians and 11
Americans), representing various offices of the Ministry of Public Works and
Water Resources; the Office of Irrigation and Lard Development of USAID/Cairo;
Morrison-Knudsen Engineers, Inc. (the contractor for the project); two public
excavation companies; various directorates; and PACER, a local consulting firm
subcontracted to MKE. (See Appendix A for the participant list.) The venue was
the Sheraton Mentazah Hotel in Alexandria.

The workshop was conductad by two facilitators, Tom Leonhardt and Susan Gant.
The main objective of the workshop was to disseminate critical project
information to the multitude of players who will eventually be involved in the
implementation of the PMP/CMP. Secondary objectives were as follows:

1. To begin defining management roles and responsibilities

2. To study critical issues and concerns involved in starting up
the project

3. To make recommendations about future steps

The greatest challenge faced by the facilitators was to handle both the training
and administrative aspects of the workshop while conducting a completely
bilingual program.

The workshop outcomes can be categorized into four major products:

1 Agreements reached

2 Next steps

3. Definition of roles and responsibilitjes and

4 Recommendations for addressing the critical issues

These products will serve as a basis for planning and action over the next six
months. They can be 1.und in Chapter 3 of this report. Probably the most
important outcome of the ‘orkshop was the development of a team spirit among the
individuals involved in thL exccution of the project and the chance to meet and
begin discussing its various components. Overall, the participants rated the
workshop very highly, making such comments as:

1. Everything was done very well; more than excellent
2. If 1 could mark it on a scale of 1 to 5, I would give it a 5.
3. All workshop activities were well done.

vii



Areas in which the participants felt improvement might be made included:

1.
2.
3.

More small group work addressing issues and concerns
Alr-conditioned meeting room
More emphasis on implementation strategies

Key recommendations made by the facilitators were:

1.

Make =sure all parties 1involved in the planning and
implementation of start-up workshops understand their
respective roles and responsibilities.

Arrange start-up workshops at a time when the technical
assistance team has more facilities in place (phones, etc.)

so that logistical arrangements are not overwhelming.

Continue to invite key players who are in a position to answer
critical questions about the project.

Continue to do bilingual workshops.



Chapter 1

INTRODUCTION

1.1 Background

Early in 1989, USAID/Cairo asked the Irrigation Support Project for Asia and the
Near East (ISPAN) to conduct a project start-up workshop for the Preventive
Maintenance Project/Channel Maintenance Project in Egypt. PMP/CMP is one of ten
components of the Irrigation Management Systems Project (IMS) which is sponsored
by USAID and the Egyptian Ministry of Public Works and Water Resources. (See
Appendices B-E.) This was the fifth start-up workshop conducted by ISPAN. It
was facilitated by Susan Gant, a self-employed consultant, and Tom Leonhardt,
a senior training consultant for Training Resources Croup.

In 1984, the Government of Egypt (GOE) initiated a national program to Improve
and rehabilitate irrigation canal networks in "new" as well as "old" lands in
the Nile Valley and delta. The GOE's strong interest in the PMP/CMP stems from
its concerns over the country’s growing dependency on imported foodstuffs. To
help counter this trend, the GOE is looking for ways to increase agricultural
production and, at the same time, conserve water in the "old lands". The
conserved water would provide more water for "new land" development or other
uses,

The basic approach of the PMP/CMP is to keep an irrigation system and its
attendant maintenance equipment in good condition. To provide adequate
maintenance requires establishment of a first echelon maintenance capability
consisting of trained management and staff with upgraded repair facilities and
shops. The objective of PMP/CMP is to develop and implement an integrated
system for upgraded maintenance of irrigation systems. The ultimate goal is to
increase agricultural output.

The primary activities of the ¢MP/CMP will be to evaluate .he Gharbia
directorate model project; inventory channel structures; evaluate maintenance
equipment; and develop a channel maintenance cycle and a cost recovery program.

Engineer M. Kashef is the project director and is aided by Morrison-Knudsen
Engineers, Inc. (MKE) as a technical assistance team. The project team leader
for MKE is Robert Dixon who is assisted by a resident staff of 7; the PACER
consulting group will provide services on an as-needed basis,

1.2 Terms of Reference
ISPAN was requested to provide two training specialists/facilitators to:
1. Interview a cross-section of pgovernment representatives who will be

working on the project, members of the contract team, and USAID staff to
identify project start-up issues and concerns.



2. Analyze the interview information to determine goals and issues and then
develop the workshop design and schedule.

3. Conduct a 4-day start-up workshop using a mixture of full group and small
group problem-solving activities based upon the general guidelines in the
publicatior, "Facilitator Guide for Conducting a Proje~t Start-up
Workshop" (Edwards and Pettit, WASH Technical Report No. 41, March 1988).

4. Produce a summary field report in draft before departure from Egypt with
workshop results and agreements.

1.3 Interviews

Interviews were conducted with approximately half the participants in
preparation for the workshop. The interviewees included Ministry staff, USAID
staff, contractor staff, and representatives from the Tanta and Minya Irrigation
Directorates. The Tanta and Minya interviews were conducted in focus group
style and were done with the aid of an interpreter since many of the
interviewees were not proficient in English.

The interviewers asked questions about each participant’s expectations for the
workshop, the role that each played in the existing irrigation program, and
perceptions about the project. During the interviews, the facilitators asked
questions about difficulties the interviewees had in carrying out their work and
their major preoccupations and concerns.

The interview data were analyzed and used to guide selection of workshop topics
and sequencing of the sessions. Issues selected for workshop discussion and
problem solving were the ones about which a majority of participants expressed
concern,

Upon completion of the interviews, the facilitators developed a workshop agenda,
schedule, and list of critical issues. These were presented to the workshop
steering committee for final discussion and approval. The steering conmittee
consisted of Messrs. Dixon (MKE), Kashef (MPWWE), and Maxwell (USAID).

1.4 Interview Findings and Critical Issues Identified

During the pre-workshop interviews, most participants were enthusiastic about
the possibility of attending the workshop. They were very much in the dark and
viewed this as an opportunity to learn more about it. They also expressed
interest in meeting with everyone associated with the PMP/CMP and looked forward
to the occasion to talk with MPWWR officials.



The facilitators identified several critical issues:

1.

Management expectations (roles and responsibilities)

Even though this topic was already scheduled for discussion at the
workshop, almost every person interviewed raised concern about the area.
The PMP/CMP is unusual in that it has a large number of actors who will
be carrying out the project. There are primary actors in the project
(USAID, GOE, and MKE) and secondary actors (PACER, World Bank, NITI,
etc.). Each organization needs to coordinate its role with the others and
sort out the basic project responsibilities.

Language

The PMP/CMP, by the very nature of its mandate, reaches from the highest
level of government down to those who will actually be respensible for
carrying out the basic maintenance functions at the local level. A
technical assistance team is working at all these levels. The ability of
these groups to communicate with each other is critical to the successful
implementation of the project. Language is also important for training,
reading directions for running equipment, writing reports, and for giving
effective feedback.

Incentives

Almost without exception, those interviewed expressed concern about
incentives. It is essential to be able to hire technically qualified
people to carry out the tasks and activities of the project. There are
constraints on the project’'s ability to provide incentives. Given this
situation, the interviewees wanted to know what could be done to develop
and implement a fair incentive plan for all concerned parties, one that
is in agreement with existing institutional policies.

Training leading to sustainability

It is important to make sure that there is proper transfer oi appropriate
skills and knowledge to the correct groups at the most opportune moment,
not only for carrying out the project’'s tasks, but also for assuring that
work will continue past the project’s time frame. Training needs to be
conducted at all levels and in a multitude of different content areas
(management, maintenance, supervision, technical skills, etc ).

Timely phasing of project activities and accountability tfor their
execution

Given the number of different parties involved in the project, their
different tasks and activities, and tne complexity of the technical
aspects of preventive maintenance, proper timing of all project activities
becomes critical. Not only do the project’s activities need to be carried
out on time, but those parties responsible for their execution need to be
held accountable for the agreed-upon results. The time frame available



to the project for carrying out its activities has been shortened with no
reduction in the number of tasks.

Policy consideratinns related to technical issues

Since the PMP/CMP has a large technical component, many interviewees
expresced concern about specific technical issues that they will have to
deal with auring the life of the project. Examples are the following:
mechanical vs. biological vs. chemical control of weeds; validity of using
small or large equipment on the canals (using labor intensive techniques
vs. more costly machinery); using locally made equipment or buying
imported machinery; building and maintaining warehouses, storage
facilities, etc.



Chapter 2

THE WCRKSHOP DESIGN

2.1 Qverview of the Workshop

The stdart-up workshop concept and process are based on the need to shorten the
time required to get a project up and running and to forestall implementation
problems. This can best be accomplished by bringing the project's major
stakeholders together and systematically addressing the issues determined in the
interviews, providing uniform project information to all parties, and developing
and/or reviewing draft work plans for the life of the project.

Participating in this workshop were several groups:

1. USAID: The office director for irrigation attended full time as did the
project officer. They were accompanied by the technical engineer for
irrigation.

2. Ministry of Public Works and Water Resources: Six officials from the

Ministry attended full time.

3. Public Excavation Companies (PECs): These parastatals were represented by
two delegates. The PECs will eventually have a role to play in the
execution of the project.

4. Directorates: Tanta and Minya directorates were well represented since the
project will be starting work in these two areas. Other directorates were
also in attendance even though the project will start in their areas at
a later date.

5. PACER: The president of PACER attended full time. This consulting
organization is to assist the project's technical assistance team on an
as needed basis.

6. NITI: The Professional Development Program, with responsibility for
constructing and staffing the National Irrigation Training Institute, was
represented at the conference by a delegate.

7. Morrison-Knudsen Engineers, Inc.: The entire staff of MKE attended the
workshop full time. (There is one remaining staff position yet to be
filled by the home office.)

The workshop was designed as a series of team building activities involving the
entire project team. Participants were given tasks to complete in mixed small
groups and to report back to the full plenary session. As recommendations and
agreements were reached, they were recorded by the secretarial and interpreting
staffs and were typed for distribution. Final review was impossible due to the



necessity of having to translate into two languages. Copies of the procecdings
were given to the participants before leaving the workshop.

The facilitators directed the process, giving instruction to the group,
monitoring the small group work and discussion, and facilitating the full group
agreement and discussion processes. The entire workshop was conduced in both
Arabic and English.

2.2 Workshop Goals

The workshop was designed to meet the following objectives:

1. Exchange current information about the project that is essential to
starting up and to achieving common understanding about the project's
mandate.

2. Achieve agreement on and commitment to project goals and objectives.

3. Provide an opportunity for the erntire project team to become acquainted

with each other.

4. Agree on management roles and responsibilities of the contractor,
Ministry, and USAID as well as for the secondary players.

5. Agree on some procedures for managing the project.
6. Improve the ability to work together as a team.
7. Discuss and develop strategies or recommendations for the most important

issues that will affect the project.

8. Review the draft work plan.

2.3 Workshop Schedule

The workshop was organized to take three and a half days. It started on August
1 with a reception and dinner, and ended on August 5 at noon. Following is a
schedule of activities:

Wednesday, August 2, 1989

9:00 Introduction

9:30 Rationale for & start-up workshop
Objectives
Norms
Methodology

Expected outcomes

Review of schedule

Administrative details
10:30 Coffee break



11:00
13:00
15:00
16:00
18:00

Panel of experts on the PMP/CMP

Lunch

Small groups convene to prepare questions for the panel
Panel reconvenses to answer questions

Break for dinuer

Thursday, August 3, 1989

8:30

9:00

13:30
15:00
18:00

Bridge frem Day One to Day Two agenda

Lecturette on management issues, roles and
responsibilities

Small group work on management expectations (matrix)
Lunch break

Small groups present their expectations

Dinner break

Friday, August 4, 1989

8:30
8:45
9:30
10:30
11:00
12:00
15:00
16:30
18:30

Bridge to Day Three work

Groups review other groups'’ expectations
Discussion, agreement, and recommendations

Break

Discussion (continued)

Lunch and prayer

Small groups discuss critical issues

Small groups present recommendations and discussion
Dinner break

Saturday, August 5, 1989

8:30
8:45
10:00
10:15
11:00

2.4

Bridge to Day Four work

Presentation on the 10 IMS components

Break

Presentation of draft work plan and discussion
Next steps, closure, and evaluation

Session Descriptions

In this section, a brief description is given of each session.
the sessions will be explained in the next chapter.

2.4.1

The Workshop Opening

The results of

This session began at 8 p.m. on August 1 with a formal reception and dinner held

at the Montazah Sheraton.

Immediately following the meal, a welcome speech was

made by Eng. Mazen stressing the importance of the workshop and the PMP/CMP for



irrigation in Egypt. On the following morning, the participants and
facilitators reconvened to begin the actual workshop.

After the two facilitators introduced themselves, each participant did likewise.
One of the facilitators then proceeded to lay the foundations for the sessions
to follow. After briefly explaining the rationale for doing a start-up
workshop, he listed the objectives for the workshop and made sure that the
participants, many of whom had never participated in such a meeting, were clear
about how the meeting woulC be conducted. Next on the agenda, workshop norms
were developed, stressing the bilingual nature of the encounter and the need Lor
patience and linguistic tolerance. The facilitator, anxious to calm any
anxieties about the "new" methodology, took time to explain th. rarticipatory
nature of the workshop and how the success of the meeting would depend entirely
on the participants and their willingness to give input into the program. The
facilitator then explained what outcomes were expected and outlined the schecule
that would be followed for the next few days. The MK. administrator explained
logistical and administrative arrangements.

2.4.2 The Information Panel

After a short break, the session reconvened and the panel, consisting of
officials from the project, took turns explaining various aspects of the project
(see Appendix E). The objective of this session was to permic everyone
associated with the project to have the same information base The panel
continued until lunch. After lunch, the participants in small groups developed
questions that they wanted to ask panel members. Each groupr then took a turn
asking a question of the panel members (see Appendix F). Remaining questions
were noted and the facilitator stated that if, by the end of the workshop, they
had not been answered to the satisfaction of the group, they should be brought
up on Saturday morning.

2.4.3 Management Roles, Responsibilities, and Expectations

Day Two began with the facilitators explaining briefly about the interviewing
process that had taken place the week before. They stated that the most
important critical issue to be dealt with Guring the workshop was the one
concerning management roles of the various players involved in the project. The
facilitator gave a short lecturette on management trouble spots and explained
that the exercise which would follow was designed to help overcome some of the
common rianagement problems that occur during project start-up. The participants
were divided into small groups representing the major players in the project,
i.e., MKE, USAID, PECs, Directorates, and the Ministry. The groups worked until
lunch break. Following lunch, they presented their findings (see Appendix H and
3.3). There was no discussion at this time.

The following morning, Day Three, each group had the opportunity to respond to
the others' expectations. Discussion ensued, and many misunderstandings about
rnles were cleared up. As many participants remarked, more meetings will need
to take place in this area, due in part to the large number of organizations
involved in the project’'s implementation (see Appendix I).

8



2.4.4 Small Group Work on Issues and Concerns

During the afternoon of Day Tkree, the participants were allowed to sign up for
a critical issue they would like to study. The issues were

language

trairing,

incentives, and

timely phasiag of project activiiies.

A special management group was also convened during this time; its objective was
to study the organizational structure of the project at the various levels of
its implementation. Each group worked for approximately one and one-half hours
and following a short break, each group presented its recommendations for
addressing the issuve (see 3.2). The management group was last to present (see
Appendix G).

2.4.5 Closure

Saturday morning, the last day of the workshop, was devoted to two main
presentations. During the week, a request had been made for someone to explain
the 10 IMS components, and Joe Carmack of USAID undertook this tosk (see
Appendix B). Following his presentation and questions, the MKE group presented
its work plan araft to the participants. Discussion of the work plan, the
nature of the various project activities, the directorates involved, etc.,
followed the presentation,

The facilitator asked individual participants to complete three sentences which
would begin to outline next steps for the project. These were collected without
discussion, dus to time constraints. The results can be found in Section 4.2.
Following Engineer Nadar's closing speech and distribution of gifts to the
support staff, the participants filled out the evaluation form.



Chapter 3

RESULTS AND AGREEMENTS

3.1 Overview of Qutcomes

Participant evaluation form responses and informal <{eedback given to the
facilitators following the workshop indicated that th: workshop achieved its
objectives. The major results were as follows:

1. A common understanding was reached about the project and the roles and
responsibilities of the various groups involved. Preventive maintenance
was defined in several ways (although no consensus was reached), the
objectives of the project were somewhat clarified, and the participants
recognized the complexity of the project due to the large number of
players.

2. Information was exchanged and agreements were made on several important
management issues.

3. The workshop provided several key individuals the time to step back from
their busy schedules and spend time together exchanging ideas, solving
problems, and discussing potential project implementation issues.

4. Team building was fostered by increased understanding of how individuals
will work together and how the varicus organizations will collaborate.
Overall, commitment to the project and its goals was increased.

5. Each organization involved in the implementation of the project had the
chance to review the draft work plan and develop a more realistic idea of
what can be accomplished in the time frame.

6. Recommendations were made and accepted with regard to language,
incentives, training, management, and phasing of project activities.

7. Expectations were stated and agreement reached among the primary and
secondary players of the project on the planning process, sharing
information, organizational hierarchy, .oles and responsibilities,
reports, decision making, and quality control.

3.2 Issues and Concerns Identified During Interviews: Major
Recommendations from_ the Workshop Groups

3.2.1 Language
The problem of language was of primary concern to all the pcrticipants. The

group which studied this issue made several recommendations about how the

11
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project might go about addressing this potential obstacle to smooth project
implementation.

. Chauffeurs and drivers who are capable of doing intevpreting
should be hired to accompany staff members on field trips.

» Each group involved in project implementation (technical
assistance teams and directorate officials) should begin
language classes and should make a real effort to learn each
other’s language.

" Technical assistance team members and their counterparts
should make a real effort to speak clearly and slowly.

3.2.2 Training Leading to Sustainability

The group which studied this concern addressed it on two levels. The first
level related to training that will take place during the life of the project,
Such training needs to be timely (i.e. take place at the right moment for it to
be useful) and should also be tied directly to the needs of those involved.
This, the group felt, could best be accomplished by a needs assessment to help
ensure that only relevant training is done. This needs assessment should also
be on-going.

The second level concerned project sustainability which is best guaranteed by
having properly trained people to take over once the technical assistance team
departs. Some of this training will need to take place outside of Egypt, but
the group expressed the hope that much of it will be done at the National
Irrigation Training Institute (NITI), which is in the process of being set up
for just such activities by the Professional Development component of the IMS.

3.2.3 Incentives

The group which studied incentives emphasized that there are alternatives to
monetary incentives. They put forward several specific recommendations and
suggested that these be tied to production and production levels based on the
work plan.

They also stressed that "mesque" incentives were a problem area which would need
addressing soon. They proposed that one powerful incentive would be to allow
people tec travel, both to the United states for further training and to other
countries to obsarve irrigations projects. Several of the Egyptian participants
expressed the opinion that training is not always viewed as an incentive.

The group put forward the following definition of incentive:

"Any ayment above normal salar for additional
y paym y
production or as a reward."

12



The group also stressed that incentives are not tied to overtime (which is a
matter of policy) and are to be distinguished from allowances. Allowances are
paid to field workers for trips away from their posts and might be increased as
a kind of incentive.

The final recommendation was that incentives are important for the success of
the project and should be submitted to a special group for further discussion.
3.2.4 Timely Phasing of Froject Activities
112 group defined what it meant by timely phasing of project activities since
there was some discussion about the meaning of this term. It was defined as
follows:

"Implementation of each project component in a timely

manner to ensure project completion on schedule and

within the allotted budget."

This group’s principal recommendations were to

. Clarify scopes of work and individual and group
responsibilities, and

. Establish an evaluation (monitoring) system for keeping track
of progress as measured against benchmarks.
3.2.5 Special Management Group

A special group was convened to discuss overall managerial issues related to the

PMP/CMP. The group felt that it would like to start clarifying various
management responsibilities such as aquatic weed control and channel
maintenance. It was suggested that this group continue to meet on a regular
basis. Recommendations stemming from this first encounter include the
following:

. Define a PMP/CMP/Directorate organization chart,

. Have the directorates designate those staff assigned to the

project and give those names to the project director, and
. Review weed control chemical recommendations.

The specific notes firom this meeting can be found in Appendix G.

3.2.6 Policy Consideration Related to Technical Issues
The participants of this group felt that this concern, identified by many of the
interviewees as of paramount importance, was one that should not be addressed

at the workshop. The technical issues are very complicated and in »>rder to

13



address them properly, certain specialists will need to be present. The group
recommended that the specialists be convened and begin work on defining the
specific technical concerns related to the project (some have already been
identified) and how the project, MPWWR, and other ministries (MOA and MOH) might
proceed,

3.3 Summary of Project Management Agreements
3.3.1 The Directorates: Expectations

The directorates were quite specific in their expectations of the MKE technical
assistance team. The directorates felt they should be responsible for preparing
the waterways and structures inventories, and that MKE should accompany them on
their field trips. They would prefer that communications pass through the
Ministry in Cairo and that reports be prepared by the governorate airector with
a representative from MKE.

Meetings should be held in the governorate office, and the project manager at
the directorate level should make decisions after consulting with the MKE
representative and the governorate undersecretary. Planning should be done with
as many actors involved as possible.

The directorates expect the Ministry to supply them with all the necessary data
for assuring project implementation. Communication should come through the
undersecretary at the directorate level who will attribute roles to the project
manager and others. The Ministry must be informed about plans and program
reports. The directorates felt that the project director should be the one to
take decisions and then the general manager in Cairo is to be informed. Project
directors should go on field trips to ensure quality control and then pass their
comments to the general director in Cairo. Planning will take place with the
committee members, including the area directors and general manager. The
directorates felt that very close coordination with the PECs was essential to
avoid confusion about planning and especially the purchase of equipment
(conference notes appear in Appendix H).

3.3.2 The Public Excavation Companies: Expectations

The PECs expect the Ministry to provide a complete set of contract agreements
just once and to make sure payments are made in a timely manner.

The PECs would like the directorates to pay monthly and to make recommendations
early to avoid having to redo work. They would like a report every 15 days.
The PECs felt that a life-of-project plan should be agreed upon and that
individual and project monitoring should be based on this plan. They would like
to have direct contact with the directorates, especially for any urgent matters.

The PECs would like MKE to cooperate fully in the implementation of the work
plan over the life of the project. They expect MKE to make recommendations, and
they will provide MKE with a monthly follow-up report. MKE as technical advisors
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will be called upon to suggest solutions to major project problems such as those
involved with training and weed control.

The most important expectation expressed by the two PECs was to have a written
contract to clarify their relationship with all other project parties.

3.3.3 The Ministry of Public Werks and Water Resources: Expectations

The Ministry would like a periodic meeting with USAID and bi-monthly reports.
USAID will have the responsibility for approving the detailed annual work plans
which are to be implemented by the project. Copies of the monthly financial IMS
statement and a copy of the physical reports should be shared. Both MPWWR and
USAID would like to minimize paperwork. Quality control will be through
periodic visits arranged through the project director and by the monictoring
office of the IMS.

The Ministry will maintain contact with MKE directly or through the project
director. Counterparts should be assigned for each of the consultants and
should be located in the same sites. Project reports should be jointly prepared
and submitted through the project directcr to the proper authorities. Technical
reports are submitted whenever possible. Decision making and coordination will
take place with the team leader and the project director and there will be joint
planning to the fullest extent possible, including coordination with PACER
whenever PACER'’s expertise is required

3.3.4 USAID: Expectations

Most of USAID’s expectations concerning both the Ministry and MKE were in the
area of reports. The detailed list can be found in Appendix H. USAID staff
would like to be involved in field ("show me") trips and prefer that very close
coordination and contact be maintained between project parties. Decision making
and planning will take place as a collaborative process, based on definition of
objectives and criteria. Monitoring would be through contract reports, field
trips, and the annual work plan as well as electronically through the monitoring
office. The MPWWR would also be monitored through staffing covenants, cash
contribution, facility construction, and storage facilities. USAID personnel
expressed a desire to change payment methods to the PECs to be compatible with
new technology for channel maintenance.

The Ministry will maintain direct contact with the PECs through official

channels, They will expect a monthly progress report and an equipment
justification report. Any decisions to be made involving a PEC and MPWWR will
consider the company's chairman as well as the project director. Quality

control will be carried out through periodic progress reports. The MPWWR asks
to be informed about future planning for the selection and operation and
maintenance of equipment. As a last expectation, the Ministry would like more
cooperation with the PECs’ project staff.

The Ministry will continue to have direct contact with the directorates through
the assistant director in each governorate. MPWWR would like monthly progress
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reports, and decisions should be taken through normal official channels.
Quality control will also be done through official procedures already set up.
Planning will take place jointly as needed.

3.3.5 MKE: Expectations

MKE would like the directorates to begin information sharing immediately. All
data relevant to the project should be shared. Formal reporting by MKE will be
through the Ministry; however, informal relationships will be necessary as will
counterparts for MKE staff. MKE has no formal reporting line with the
directorates. Any decision regarding the dire:torates will be made in
conjunction with the project director. Information and data used by MKE for
quality control will be accumulated by the directorates in accordance with the
approved system. For planning purposes, MKE expects the directorates to compile
information and data which will be sent to the project director so that a life-
of-project program can be prepared.

MKE expects the Ministry to share all relev-n+ project information and data.
The working relationship will be both informal and formal on a day-to-day basis.
MKE feels the need for counterparts. Reports will be provided by MKE, and those
specified in the contract are deemed sufficient. Special reports will be per
project director instruction. Decisions will be taken jointly by the MKE staff
and the project director to the greatest extent possible. MKE is contractually
bound to develop a monitoring system with various components. Planning is to
take place in full cooperation with the project director.

MKE expects to share information with the PECs through a wide variety of means
and to the extent necessary to guarantee complete communication. They also feel
that the ideal working relationship will involve a great deal of communication
through formal and informal methods. MKE would like reports from the PECs on
a large number of topics and also expects to send them reports on equipment
recommendations, progress, and other project developments. Decisions will be
taken jointly and will be based on many considerations. Monitoring the projects
will be done against the work plan and contract terms, visually (through photos)
and in written reports. Monitoring of individuals will be criteria referenced.
MKE representatives said they would like to be fully involved in planning with
the PECs.

Much of what MKE expects of USAID can be referenced to contractor/contractee
relationships. Communication will be formal and informal with the project
officer, involving scheduled and unscheduled visits, written notes, letters, and
official contract modifications. This should take place in a timely fashion.
MKE would like USAID to identify the reporting structure and to make clear the

departmental functions. MKE would 1like timely responses to requests for
information and prompt action on documents which it submits for consideration
as well as for changes in the contract. MKE also expects prompt payment.

Decisions will be made jointly, in a timely fashion, and will be based on
contract terms. Monitoring will be carried out according to contract terms and
or a "go/no go" response. MKE expects USAID to participate in planning by
g-ving guidance when necessary, recommending changes, and reviewing and
approving when appropriate,
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Chapter 4

RECOMMENDATIONS
4.1 Issues and Recommendations Related to the Workshop Itself

The workshop facilitators found themselves having to handle logistics both
before and during the workshop itself. This distracted from their ability to
focus on workshop content, and as a result, several sets of small group
recommendations slipped through the cracks.

Recommendation:

During planning of start-up workshops, make sure that role

definition is clear. A full-time logistical person needs to be
hired well before the workshop starts and should continue in that
role during the workshop. That person should have no other

responsibilities except logistics (hotel accommodations, supervision
of the secretarial pool, etc.).

The workshop venue received mixed results. Although the food and beverage
services were excellent and the hotel staff courteous and helpful, the training
room was not air conditioned; there were no rooms available for small group
work; the reception staff never set up a sign-in table as promised, etc.

Recommendation:

Explore other venues, especially if the workshop is to be held at
the hottest time of the year.

Members of the technical assistance team were preoccupied with settling into
houses and getting their offices set up. Facilities such as phones were not
available and this greatly hampered logistical arrangements.

Recommendation:

Perhaps it would be wise to wait just a little longer into the life
of the project to have the start-up workshop, at least until the
team has had a chance to take care of its basic needs before
exploring project issues and concerns.

Holding the workshop early in the life of the project forces the participants
to focus more on information issues than on strategies for addressing project
concerns, since many of the participants had no idea that the project even
existed, let alone what their role in it might be.
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Recommendation:

If this is to be the purpose with other start-up workshops, amend
the workshop objectives to reflect the informational nature of the
proceedings.

By inviting directorate and MPWWR officials to participate in the workshop, the
opportunity for them to interact was increased greatly. It appears that they
do not often have the opportunity to meet and interact as a group entity.

Recommendation:

This practice should be continued and officials should be invited
to as many of the follow-up activities as possible.

Having upper-level officials firom MPWWR and USAID attend the workshop was
extremely helpful since questions about the project's scope of work could be
answered immediately and authoritatively.

Recommendation:

Continue to invite decision makers to start-up workshops ard other
meetings where decisions need to be made on the spot.

Conducting the workshop in two languages was most worthwhile. Although time
consuming, it allowed everyone to follow all the proceedings. People felt free
to ask questions in either language and this reduced embarrassment due to la-k
of facility in the second language. The interpreters did an excellent job
considering that two were technical people from the university and not trained
interpreters. Having an interpreter for the facilitators during non-technical
portions was also helpful.

Recommendation:

Continue this practice whenever possible, especially when
directorate people are involved.

In order to distribute documentation from the workshop as quickly as possible
to the participants, a full support staff is necessary.

Recommendation:
At least three secretaries (bilingual) are necessary. Depending on
the participant profile, one or two of the secretaries should
concentrate only on Arabic texts.
Holidays hindered the planning of the workshop since many critical players were

not available or were difficult to reach. Decisions crucial to the workshop
were postponed.

18



Recommendation:

Schedule workshops for times when people are in their offices and
available to make important decisions about hotel arrangements,
venue, dates, etc.

Several of the office machines rented for the workshop did not function at all
and caused delays in typing and distributing workshop notes to the participants.

Recommendation:

Since sophisticated word processing and copying equipment is
necessary for this type of workshop, it should be ordered and tested
well in advance of the workshop in order to avoid delays due to

repairs.

Almost all participants felt that this workshop was a good start but, due to
time factors, couldn’t possibly address all the issues.

Recommendation:

A follow-up workshop should be held in six months to continue the
work now started.

Institutionalizing the capacity to facilitate workshops of this type would
greatly reduce their cost and would allow host country nationals the opportunity
to conduct workshops as needed during the implementation of projects.

Recommendation:

Organize a training-of-trainees/facilitators workshop for those who
might be interested in undertaking such a role in the future.

Many participants suggested that technical issues, especially concerning weed
control, will need a forum of their own.

Recommendation:

Convene a technical issues workshop as soon as possible with
appropriate specialists and concerned ministries (MOA and MOH).

4.2 Next Steps’

During the last day, the participants individually completed three sentences
which were designed to give an indication of what needs to happen next. The
first phrase, "In order to continue what we started here, we must...." yielded
the following summarized information:

"Completed forms are available on file at ISPAN.
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1. Many participants said they hoped to remain in contact with
each other and to open further the channels of communication
established at the workshop.

2. Participants were eager to learn more about the Gharbia
project’'s evaluation results and the lessons learned
therefrom. This should be the subject of a meeting upon

completion of the project evaluation.

3. Many participants suggested another seminar in six months and,
many said regular inter-organizational meetings are essential.
Work should continue on unresolved issues.

4, Many participants expressed a desire to have roles further
clarified.
5. Many participants said that project activities should start

as soon as possible. They cited procurement of equipment and
construction of warehouses and workshops as examples of
activities that are time consuming and should be started right
away.

6. Some wanted a signed, contractual agreement between certain
parties who participated in the workshop.

7. One participant wanted directorate-level officials assigned
to the project for its implementation.

The second question dealt with issues, concerns, and problems that needed

additional and further attention. This question elicited the following
responses:
1. Further clarify roles and develop written job descriptions

for all units.

2. Develop channel maintenance cycles.

3. Obtain funding for preventive maintenance workshop
construction.

4, Continue to probe the issues of incentives and staffing.

3. Continue to examine the issue of training and what is meant

by a training facility.

6. Research the kinds and types of weed cutting equipment;
expedite importation of equipment.

7. Examine further all technical questions (herbicides,
equipment, labor intensive vs. machine intensive) and the
supply of spare parts.
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8. Look at the Ministry's role vis-a-vis other ministries for the
implementation of the project (MOH-MOA).

9. Clarify and address the language problem.

10. Provide for long-term availability of spare partr.

11. Review more closely the MKE work plan.
The last question asked participants to list concerned groups or indiviauals who
were not at the workshop, but who need to be informed about what happened and

the agreements that were reached.

Participants responded with the following suggestions:

1. Engineer Sawaf, Project Director at Shoubra

2. World Bank (cited many times)

3. Asian Development Bank

4, Weed Research Institute

5. Other PECs

6. Representatives from MOH and MOA

7. Farmer representatives

8. Everyone and anyone who will have role in the project
9. Drainage Authority
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Chapter 5

PARTICIPANT EVALUATION RESULTS

The participants evaluated the workshop as a positive experience and indicated
that objectives of the workshop were met. The following represent the average
weighted scores for the various workshop objectives on the evaluation sheets.

1. To exchange current information 4.4
2. To gain commitment to project goals 3.7
3. To become acquainted 4.6
4. To agree on roles and responsibilities 4.0
5. To agree on procedures for project management 3.4
6. To clarify expectations for working together 4.2
7. To discuss and develop strategies 3.7
8. To develop work plans 3.4

When asked what could be done to improve the workshop, most participants
responded that the workshop had been well run. Several participants felt that
there had not been enough time to discuss real strategies instead of just making
recommendations. The venue received mixed reviews; however, participants had
been allowed to bring their wives with them (and several took advantage of this)
which helped soften any criticism of the hotel and the arrangements. Almost
all participants felt that the workshop was an excellent activity to introduce
the project and related participants and to engage in professional discussions
and decisions. They expressed a desire co continue with similar experiences in
the not-too-distant future. They indicated that many issues still needed
discussion, especially those of a technical nature. The facilitators received
high marks for their patience and understanding.
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Appendix A

Participant List

Appendix materials were prepared at the workshop for use
by participants. They have not been edited or changed
from their original form in preparation of this report.
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Organization Chart for PMP/CM?
and Irrigation Management Systems Project
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PWWR AGENCIES DIRECTLY INVOLVED WITH PMP AND CMP
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COMPONENTS OF THE IRRIGATION MANAGEMENT SYSTEMS PROJECT

Fiscal

year

82 |83

Irrigation Improvement Project (11P)
=] Project Director, Ahmed el Sawat
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N
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} Project Director, Soliman Abou Zied
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Project Director, Bayoumi Attia
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1 Project Director, Mahmoud Abou Zied
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I
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Appendix C

IMS and PMP/CMP Chart
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Appendix D

Overview of PMP/CMP
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OVERVIEW OF PM/CM PROJECT

A. Preventive Maintenance Project (PMP)

1.

Sustained Maintenance Program for the Information
Sector (1S).

Implementation of the Preventive Maintenance
Program in the Gharbia Directorate:

Planning, inventory of facilities reqg:.iring
maintenance, procurement of equipment,
construction of workshops and office facilities
are essentially complete. Maintenance activities

began in January 1988. This pilot effort serves
as the basis for expansion of the preventive
maintenance concept into other Directorates. The
Froject includes the development of the full range
of management factors leading to a balanced
maintenance program. These include: (1)
development of an organization capable of
executing a preventive maintenance program; (2)
staffing necessary for execution: (3) training of
professional and technical and executing staff:
(4) development of inspection and other procedures
to identify maintenance needs and maintenance
standards to be incorporated in a written manual:

(5) establishment of workshops, (6) inventory of
facilities requiring maintenance; (7) policies and
procedures for schedul ing and executing
maintenance; (8) management controls; and (9)

budgeting and financial controls.

The basic steps to be followed will be: (1)
development of an implementation plan for each
Directorate; (2) assignment of key professional
staff; (3) construction of civil works to include
workshop and office facilities where needed; (4)
development of policies, procedures and assignment
of responsibilities; (5) inventory of existing
facilities; (6) procurement of the needed
equipment and spare parts and (7) implementation.

First Echelon Maintenance Capability

AR first echelon maintenance capability will be
established within the IS. In addition, policies and
procedures will be developed for management of higher

echelon maintenance which normally will be carried out

through contracts.
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To support implementation of this capability, workshops

will

be established at the Directorate, Inspectorate

and District levels. Equipment and staffing will be
provided to support the operation of the workshops.

Institutional

Reorganize and strengthen the management st.ff at
the National and Directorate levels:

A unit will be established in the office of the
Under Secretary for Maintenance in the Irrigation
Sector. This unit will be responsible for the
analysis, planning, training, and other
preparatory activities necessary for expansion and
then for continued National level support. A
Director General will be assigned who will have
primary responsibility for project implementation.
The staff of the Director General will include
maintenancz engineers (civil and mechanical),
maintenance specialists, administrative and other
appropriate support staff.

In each Directorate, a staff unit will be formed
headed by a Director of Works who reports directly
to the General Director for the Irrigation
Department. This staff will be responsible for
planning and implementation at the Directorate
Level. The staff will include civil and
mechanical engineers, work supervisors,
accountants, clerical and other support staff.

Implement a preventive maintenance training
program:

Training activities for preventive maintenance
will be a combination of on-the-job training
(OJT), off-shore training, in-country training
arranged through the National 1Irrigation Training
Institute (NITI), and in-country training arranged
and conducted by the Central Office and
DIrectorate level maintenance staffs. Training
will be in accordance with training plans
developed by the Central Office staffs and the
Directorate Office staffs. Training plans will
deal with the full range of issues involved in the
planning and implementation of a maintenance
management program and a first echelon maintenance
capability.
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B. Channel Maintenance Project (CMP)

The project will be implemented through existing
institutions of the Ministry of Public Works and Water
Resources (MPWWR), namely, the IS, the Egyptian Public
Authority for Drainage Project (EPADP) and the WRI with the
First Under Secretary of the IS providing the key role of
Project Director. Policy direction and project coordination
will be provided by establishing a Channel Maintenance Board
(CMB) and a Technical Committee (TC) in the MPWWR by a
Ministerial decree. The proposed strengthening of the
concerned agencies and the coordination between them would
maintain the present relationships of responsibility and
authority.

1. Establishment of Integrated Channel Maintenance Cycles

General integrated maintenance management cycles have
been established for different categories of channels.
Detail cycles will be developed and refined during
project implementation.

Small channels of up to 2 m bed width will be
maintained without the wuse of herbicides. The
maintenance cycle for these channels will include
periodic desilting and frequent mechanical weed mowing.
Maintenance works will be awarded to private or public
contractors on the basis of local competitive bidding
(LCB) procedures acceptable to the International Bank
for Reconstruction and Development (IBRD), with award
of contracts at the Directorate level.

For channels of more than 2 m bed width, the integrated
channel maintenance cycle will include periodic
desilting, mechanical weed mowing followed by herbicide
spraying of re-growth and subsequent spot mowing and
spot application of herbicides for the control of
ditch-bank weeds. Until a better alternative |is
available, submersed aquatic weeds will be managed with
the use of Acrolein 1/ applied in the early summer
followed by mechanical excavation and weed mowing on
spot locations.

The Public Excavation Companies (PECs) will be utilized
for all maintenance activities, including herbicide
applications placing the responsibility on a narrower
group of personnel.

1/ Acroleir. has Dermal toxicity that can cause severe skin
irritation. Training in application and safe use will be
provided by contractor.
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Introduction of the new system will take sometime, and
will be phased in a way which is consistent with
readjustment of working practices, the availability of
equipment and training of personnel. The proposed
transition is based on using or modifying the existing
equipment as far as possible, while introducing new
equipment primarily as a replacement for worn out
machinery.

Equipment and Spare Parts for Maintenance

The project will provide for phased replacement of the
existing heavy equipment by a balanced mix of mowers,
excavators, and self propelled herbicide sprayers as
well as support equipment and vehicles for the PEC's.
The exiting equipment will also require investments in
spare parts and assemblies for limited rehabilitvation.
Draglines will be replaced by more efficient,
nydraulically operated excavators and wheel %tractors
with side mounted booms, each type equipped with both
mowing blades and mud buckets. The cost of spare parts
for new equipment is estimated to be 5-10% of purchase

cost for each operating vyear. Training services will
be included in contracts for heavy equipment and
herbicide sprayers (including the handling of
herbicides).

The project will also provide minimum necessary new
equipment and machine tools for strengthen:ng the
existing workshops to cater for the needs of new
machinery, as well as data processing equipment for the
upgrading of PECs operational and inventory control
systems. Mobile workshops and testing equipment will
also be provided.

Equipment, Vehicles and Residences for IS and Weed
Research Institute (WRI)

Upgrading of vehicles and office equipment is required
for effective implementation of the project. Office
equipment for WRI will include computer facilities for
data processing, recording, statistical analysis,
inventory control and monitoring studies. 1In addition,
WRI will be provided with specialized field and
laboratory equipment to conduct aquatic weed studies
and monitor herbicide residue. Appropriate vehicles
will be provided to WRI and 1IS.
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Procurement and Use of HBerbicides

Improvement of the effectiveness of herbicide use in
channel maintenance will be accomplished by procurement
of appropriate herbicides and development and
implementation of procedures to assure the safe use of
herbicides.

MPWWR will put into effect regulations to ensu:e the
safe transport, storage, handling and application of
herbicides, including Acrolein. In addition to
following the general safety directives of MPWWR and
the manufacturers' recommendations, such regulations
Wwill require (1) steel containers; (2) training for
PECs personnel; (3) training of MPWWR and EPADP
supervisors; (4) a testing and monitoring program and
{5) the monitoring of Acrolein and a mid-term review of
the effectiveness of the safety measures in force.

The project will provide for the construction of four
stores for the storage of herbicides by the IS and then
turned over to the PECs. Herbicides will be procured
by the project as stipulated by the IBRD/MFWWR Loan
Agreement.

Institutional
a. Organizational and staffing adjustments:

All key positions in the Central Office of the IS, the
WRI and in the 1Irrigation Directorates will be filled
with adequately qualified personnel; such positions to
include the General Directors, Inspectors, District
Engineers, Chief Engineers for Maintenance, Maintenance
Assistants and other technical and support staff.

The office of the Undersecretary for Maintenance in the
IS will be strengthened by the addition of a Director
General and a senior engineer for planning and follow-
up, a manpower coordinator and his assistant, two
accountants, a training coordinator, and necessary
support staff. This staff will be responsible for
overall project management and will serve as the
secretariat for the Channel Maintenance Board (CMB) and
Technical Committee (TC).

To strengthen the existing structure for channel
maintenance activities, a position of Chief Engineer
for Maintenance will be established in each Irrigation
Directorate and a Maintenance Assistant in each
Irrigation District.
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The WRI is responsible for conducting applied research
to evaluate different methods of aquatic weed
management and O&M of open channels. The Weed Control
Unit of WRI will be strengthened by the addition of one
senior botanist, two weed research scientists, two
laboratory technicians and five botanically trained
weed scientists and technicians.

Monitoring and Evaluation Unit:

A Monitoring and Evaluation Unit will be established in
WRI to monitor the effectiveness of the proposed
maintenance cycles, particularly the use of chemical
herbicides and their residues. this unit will require
the addition of two analytical chemists, two computer
system analysts, five data coders, a senior monitoring
engineer and five field monitoring asgsistants with
appropriate training. The unit staff will provide
training to, and receive assistance from, the field
staff of both the IS and EPADP in establishing and
conducting monitoring activities. The maintenance
assistants in Districts and Centers will be trained in
weed control and monitoring and assigned these tasks as
additional duties.

A mid-term review of the Project will be conducted at
the end of 1990. This review will involve the MPWWR,
IBRD, USAID, and the Contractor. Emphasis will be
given to: (a) progress on the introduction of
integrated maintenance and its impact on keeping
channels clean; (b) efficiency in the storage,
handling, and application safety of herbicides; (c)
evaluation of weed control systems and of equipment

(d) progress with manpower development programs, and
(e) the impact of reforms in PEC's on upgrading their
operations.

c. Channel Maintenance Board ({CMB) and Technical
Committee (TC):

Through the CMB, the MPWWR will ensure the effective
implementation, coordination and monitoring of the
project. The CMB will meet as necessary to: (a) ensure

coordination among the implem®nting agencies; (bj
review and approve conscolidated Annual Work Plans
(AWPs) and financing plans; and , (c) monitor the

status of project execution.
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The TC will be chaired by the First Under Secretary,
IS, and have the Under Secretary Maintenance, as its
Executive Secretary. The TC will meet at least once
every three months to: (a) monitor project activities;
(b) review the AWPs for project implementation; (c)
review specifications for all project related goods:
(d) evaluate equipment performance and recommnended
payment rates to the CMB; (e) monitor training
programs, and, (f) other work or studies.

d. Establish a training and professional development

program
The training coordinator of the IS, assisted by the
channel maintenance specialist, will design the
training program in coordination with MPWWR's National
Irrigation Training Institute (NITI). Training and
study tours will be used. WRI will develop and

implement an on-the-job training program in the use of
herbicides.

Develop a Cost Reccvery Program

During the period of project implementation the MPWWR
and the IBRD will from time to time exchange views and
reach an understanding on the specific targets and
measures for recovery of the maintenance costs of
irrigation and drainage channels. Such measures will
be discussed in the context of an action plan
formulated by the MPWWR in accordance with the MPWWR's
regulations in force and will aim at achieving such
cost recovery in the time frame of the project. The
research, planning, and development of a cost recovery
program wi.ll be carried out in conjunction with a
similar program which is a part of the Regional
lrri3ation Improvement Component (RIIP) of the IMS
Project.

Public Excavation Companies (PEC's)

The organizational structure, staffing and facilities
of the PEC's are generally adequate to meet their
traditional pattern of work.
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However, with the introduction of new machines, and the
proposed work cycles based maintenance systen,
improvements of the management information and
inventory control systems of the PEC's will be
necessary. Included are:

a. Establishment of a Corporate Planning Unit and
Management Information System (MIS):
A planning and monitoring unit will be establista2d in

each PEC. Each company will also establish a computer
based MIS.
b. Establishment of a Financial Management System:

PEC's will develop and set up financial management and
inventory control systems, including support for
introducing computer facilities for both these systens.
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August 2,1989

Day 1

Sesgion 3

Eng. Mohmaed Naddar

Preventive Maintenance
And
Channel Maintenance

The main aspects to get a proper work plan done are summarized in
seven points.

1. The first point is QOrganization and Management:

to provide a chief engineer in charge in the directorate for
operation and maintenance. Two engineers one mechanical, the
other is civil are to be appointed following the chief engineer.

2. The Second aspect is Qperatjon maps and physical data
inventory: which show roads, communication 1lines and other

landmarks as well as weirs, regulators, pumps stations and
outlets.

3. The third aspect is Workshops: Sol directorate should comprise
a small maintenance workshop quipped to do minor repair work for
weed control and water level measurement. These should be large
workshops in each governorate for heavy equipment s8such as the
workshops of Edfina, Zefta, and the Barrages to manufacture
weirs,....etc.

4. The fourth point is Maintenance of facilitjes; to be able to

improve the Water Distraibution Systems, there should be
periodical inspection on to all facilities in order to identa1fy
weaknesses and deficiencies.

5. The fifth 1is the training of personnel: the most important

thing in improving the operation and maintenance programs is the
engineers training at the directorate., insputorate and the
district level. It teaches them how to put a program and follow

it up. Also there should be civil and mechanical training
manpower on the technical level.
6. The sixth point s Water Control and Measurement; it is

essential for a district engineer to know the amount of water
flowing to each location, measuring water levels from wells,

drains and canals. This way seepage and water losses could be
identified.

7. The Seventh point is the Management of emall chanpels:
Meskas-constitute less than two hundred feddans; they should be
maintained the Water users organization s controiling the

cleaning of the meskas, but it isn't doing a good job leaving the
meskas in a bad condition.
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Eng. M. Naddar.?2

What defects do we have in our water delivery system and the
extent to which the preventive maintenance project will help?
violations such as 1illegal outlets, pipes and pumps have a bad
effect on water distribution farmers who commit these violations
get more irrigation water than others. District engineers could
remove these violations if they had the necessary equipment. The
project is going to purchase all these equipment.

Water is lost through leakage from regulators and aqueducts.
However with the necessary equipment purchased and movable
workshops leakage could stop and any hydraulic structure could
repaired. The same thing goes for siltation and weed growth that
causes defects n the Water Control System. Good treatment in the
River Nile is required following the policy of the ministry not

to pollute the water, the lining of sand canals is important as
water is lasted.

The kind of laborevs, personnel and equipment should be
identified to fit the :ype of labor we have and its capacity, and
this task concerns the MKE procurement specialist.

Finally, Eng. Naddar hopes that great benefits are adieved from
the project.
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Eng. Kashef

Eng. kashef gave an overview of the M E groups. He said that there
1s a survey of chamnels 2 preventive maintenance problems in S
directorates ( Dalahlia, | aliohia, Sharli1a, Beheira & Menia ). These
gover norates were chosen because they represent most of the Delta area.
In the future the project will e:xtend to cover the rest of the
governorates. This project is e:pected to end in 1991.

To start the implementation of the project these specialities
should be existent :
1) Specialists in equipment maintenance.
2) Weed control specialists.
3) Freventive .aintenance specialist,
4) Budget % administration specialist.

The FMF % CMF started in the Gharbia governorate in 1988. Then the

implementation of the project would e:tend to t afr-El1-Shaikh. Loans from
the World Banl have been granted for buying the necessary equipment,
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Eng. Fathi El-Shaer

To implement a project ¢ tal ing Gharbia as an example, ¢there are
problems & challenges.

What is essential at the start of any project
1) Data collection
2) A wort plan entailing schedulinag. staffing
3) Evaluation of worl done

These steps have been talen before i1n the Gharbia project that
started in 1987.

The most important things that should be prepared before the stoart
of the project.
1) prepare offices of the project.
2) Select sta¥ff.
3) Select technical staff for worlshops % train them.
4) Cosl eatimation
3) Buy necessary equupment for the project.

©3%  of the Gharbia projrct has been implemented. The project hac

wortshops with trained technicians % an operation & maintenance work
plan.
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August 2,1989
Day 1
Session 3

Dr. Ismail

= It is well known that the increase in the population requires
increase in the agriculture production. This in turn requires

increasing the irrigation system efficiency and this is the main
goal &t the project.

- As a historic background, King Mina was the first to introduce
an engineering project to control the flood. Then in Mohmaed Ali
era, Barrages were constructed for water distribution and flood
control however, it was not complete control, flood hazards were
8till exist. After High Aswan Dam, complete control of the river
was achieved. A cooperation between Civil Engineer and the
agriculture engineer for the benefit of the contary.

— PACER is a multidisciplinary consulting officie. 1It's role is
to provide the ministry with the technical assistance as
required. One of the strongest aspect of the officie is the

computer equipment facilities are available for any test as
required.
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August 2,1989

Day 1
Session 3
Mr. Dixon

PREVENTIVE MAINTENANCE PROJECT/CHANNEL MAINTENANCE PROJECT
DEFINITION OF PREVENTIVE MAINTENANCE

“To keep an irrigation system and maintenance
equipment in good operation condition"

Three Categories of Preventive Maintenance:

1. Emergency Maintenance.
2. Day to Day Maintenance.
3. Deferred or Scheduled Annual Maintenance.

Examples of Each Category:
0 Emergency Maintenance Consists of:

a. Immediate repairs to a leaking channel or control
structure.

b. Immediate repairs to a piece of equipment such as a
broken sapring. replace hydiraulic hoae, 01} seal or othey
malfunctions where the equipment will not start or operate.

0 Day To Day Maintenance Consists Of:

a. Along irrigation or drainage channels: cutting weeds,
applying herbicides, desalting channels and improving operation
roads with a motore grader.

b. Services equipment fuel! and air filters, change o0il and
filters at scheduled periods, lubricate moving parts, check water
in battery and radiator.

0 Deferred Or Scheduled Annual Maintenance Consists Of:

a. Convenient repairs such as protective coating of metal
surfaces, removing and repairing control gates when water 1s
drawn down or channels emptied as scheduled.

b. Overhaul equipment engine, transmission, hydraulic pump
and motors, rebuild track rails all when equipment shut down 1=
convenient or scheduled.

To provide adequate maintenance requires establishment of a Firs
Echelon Maintenance capabhility consisting of trained managemen
and staff, upgraded repair facilities and shop(Machinery,

efficient equipment utilization and sufticient available budget
to finance day Lo day maintenance cnnats.

t
t

Objective of preventive and channel maintenance projects is to
develop and implement an integrated system for upgraded
maintenance of irrigation systems.
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August 2,1989
Day 1
Session 3

Mr. Dixon
MKE

Page 1
MKE Role in Project:

Provide the G.0.E. and PMP/CMP project director with
technical assistaice.

For PMP:
- Evaluate Gharbia directorate Model Project.

= Inventory channel structures and evaluate maintenance equipment
requirement.

For CMP:

— Develop Channel Maintenance Cycle.

~ Develop a cost Recovery program.

MKE_Goal:

— More efficient and cost beneficial implemented maintenance
program.

MKE Hccomplishments:

— Visited directorates Gharbia, Minufiya, Beheria, and Minya.

- Evaluation of the Gharbia Model Project and Review of
maintenance program in programs.
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August 2,1989
day 1
Session 3

Mr. Maxsrell
USAID

Several question be in mind.
1. What are we maintaining?
2. How can we maintain these structures and canals?
3. When can we start the maintenance?
4. Who can do this job?

Now, we are nere to answer these questions.
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August 2,1989
Day 1
Session 3

Mr. Carmak
USAID

Some Basic Definition:-
1. Preventive Maintenance

- It is a complicated issue, it consists of many
aspects; inspection, measurements,....

— It is a maintenance and management system.

2. Channel Maintenance.
- Maintenance method will be changed.

- Mechanical maintenance usually affect the channel
cross section, hence increasing the weed problem.

-~ Chemical and biological maintenance system are
proposed to be used.

3. The maintenance system must be self sustained in order to
keep its efficiency.

4. Farmers should form aan A3ssociation in order to speak on
their behave with the government, about:

5. It s very important to make both the american experts and

the Egyptian experts set together, exchange information for the
benefit of the project.
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CLARIFICATION ABOUT INFORMATION FROM THE PANEL

August 2,1989
Day 1
Session 4

Questions
Dr. Mahmoud Abu Zeid

What's the definition of preventive maintenance? and what is the
difference between the CMP and PMP?

Mr. Carmack

Answer:

Preventive maintenance means that there should be a program for
maintenance management.

Mr. Maxwell

The objectives that the project will acumplish are most
important.

Eng. Nadar

The preventive maintenance project s a comprehensive one that

includes all components of an irrigetion network (Irrigation
works etc.)

Channel maintenance project includes channels only (dredging -
weed control) and each project is funded from a different agency.

Question:
Mr. Bourn

Could the PMP project responsibility be extended so that it
covers open drains?

Answer:

Eng. Naddar

The current policy of the ministry separates between the drainage
authority and the irrigation authority, However, the project
covers canals and drains.
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Page 2
Session 4

Mr. Bill
Question:

Meskas are full of weeds, how could farmers be compelled to do
the maintenance work on their own expense?

Answer:

Eng. Naddar

The minister of Public Works & Water Resources decided that
channel maintenance works and fees are to be collected by the
Ministry of agriculture. The Ministry of Agriculture is
establishing some companies to do the dredging of canals.

Mr. Carmack

There is no current specific solution to this subject.

Dr. Abu-Zeaid

We couldn't separate between a part of the network and its other
part. Work should be done i1n t as a whole.

Eng. Naddar
This issue was included in the terms of the project. It was

found that a of fund was needed. Accordingly we are going to ask
the USAID to include Meskas maintenance n the project.

Question:

How could the continuity and sustainalibity of the funding of the
project the USAID stops its funding?

Eng. Naddar:

The governorate will give the necessary will give the funds
necessary and that took place n the Gharbia governorate. The
real problem is funding the equipment and heavy machines.
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Page 3
Session 4

Question:
In terms of employees, there are government employees and
contract employees and both are subject to training. If the

project comes to an end would the contract employees leave work?

Answer:

Mr. Carmack:
There is a difference between government employees and contract
employees. Contract people are needed at a Certain point of the

project, they are intended to leave after the project ends.
Therefore, government employees are prefe ‘red here.

Eng. Naaddar:

Government employees are to be officially on equipment and

machinery by a foreign expert so that they could replace him the
time be leaves.

Question:
Dr. M. Abu-Zeid

The project will concentrate on a governorates.
Why isn't the generalized for the rest of gcvernorates?

Answer:

Eng. Naddar

All governorates are represented here and there are mutual visits
among all governorates.

Mr. Maxwell

Mr. Maxwell agreed with Eng. Naddar and sad that the project is

planned to be implemented in the rest of the governorates. It
all depends on funds.
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Pege 4
Session 4

Question:

What could be done to minimize approval cycles and decision
processes?

Answer:

Eng. Naddar

Preparation for the Gharbia Project took years as a result the
project took 3 years. Learning from that experience the
implementation of the project n 5 governorates will take less
than 2 years. Hindrances and routine problems are overcome to

facilitate the project implementation.

Question:

What are the plans secides upon to keep apare parts and equipment

ir stores and ware houses to ensure a long term operation for the
project.

Answer:
Eng. Naddar

Every governorate will prepare stores, ware houses and workshops.

This isn't included in the control but it could be funded through
it.

Answer:

Eng. Naddar

The stores are the responsibility of the Ministry. The World
Bank didn't agree to fund the prowrement of hedicides till it was
certain of the existence of 50 stores. Concerning Training,
there's a program with the Training and Manpower Department in

the Ministry that implements the training program of the
employees.

Questions:

Could we separate between the Main Canal system and the
Inspectorate Canal in terms of Weed Control by means of certain
device on the branch canal?
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Page 5
Session 4

swer ;
Eng. Naddar

These are all suggestions that are under study.

Questions:

Who days the costs of violations and where does the money go?

Answer:

Eng. Naddar

Violations are requested by laws. Whoever incurred the violation
would bear the costs and the revenues are collected in a sort of
money ox or account that follows government regulations. This

money is an official income to the government and is used within
the government.
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NOTES FROM THE SPECIAL MANAGEMENT GROUP

August 4,1989
day 3

Introduction

This is a special group requested by the Ministry personnel to
discuss overall managerial concerned with the PMP and CMP.

Management is one of the most important aspects should be defined

to know the different responsibilities. Lots of different
maintenance activities are taking place such as acquatic weed
control and channel maintenance. Who is 1in charge for all of

that 1s needed to be known. What 1s the suggested plan. MKE and
the project director should find answer and through the sub-
committee of the project the 1inception report should be
submitted.

Special Management Group

Management-for PM/CM project
o Groups.
o Roles.

I. Groups Involved.

1. 15

2. EPADP
3. WRC
4. NITI
5. USAID
6. IBARD
7. PACs

II. Roles

1. IS-Executing Pm/CMP in directorates.

2. EPADP - Implentation of open drain maintenance.
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. WRC - Training & monitoring chemical weed control.
. NITI - Training - all types.
. USAID - Grent funding - PMP.

IBRD - Loan funling - CMP.

N o b W

PECs — Executing maintenance.
(Assisted by MKE).

o Define PM/CMP directorate organization chart.

o List to staff assigned to PM/CMP-next two weeks to project
director.

o0 Review TC 2 year program for CMP.
o Report weed control chemical recommendations.
0 Upgrading PECs management W/computors.

0 Review maintenance programs by other.
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NOTES FROM MANAGEMENT EXPECTATIONS EXERCISE

August 3,1989
Day 2
Afternoon

Directorates

With regards to MKE

1. Sharing Information, the group answers:

The directorates prepare inventory about waterways and structures
including their conditions. Both the directorate and MKE will go
on field trips and decide the afternoon maintenance schedule.

2. ldea) Working Relationsghip:

Communication should take place through the headguarter office in
Cairo.

3. Reports:
Should be prepared by governorate director monthly with an MKE
representative. Meetings should be in the governorate office.

4. Decision makinc:
Project manager in directorate makes the decision after
discussions with the MKE representative and the undersecretary.

5. Quality Control:
The darectorate manager and his staff with the project general
manager in Cairo could go on schedule to the project.

6. Planning:
Should take place by the chairman of committee with the project

director, the MKE representative and director of works from the
ministry.

7. Expectations:

Full cooperation and cooperation are expected from the other
agencies,

With Regards To The MPWWR:
1. Sharing Information;:

They expect the MPWWR to get all the date required helping in
project implementation.
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2. :

Communication should be done through the undersecretary of the
dirsectorate who will distribute among rcleas among the project
manager and other directors.

3. Beporis:
The MPWWR will be informed about the plan decisions ' and program
reports.

4. :

The project director is the decision maker. The general manager
in Cairo should be informed about the decision without .any
interference from the other institutions.

5. Qualjty Control:
Directors of project should go to field ¢trips, make their
comments and inform the general director in Cairo.

6. BPlapning:
Takes place with the planning committea. It should include the
area directors with the general manager of the project.

7. Expectations:

The companies should report to area managers about workplans so
that confusion could be avoided. They should report an equipment
in order not to purchase the msame type of equipment turie.

The project representation should know about the plans of the
other parties to avoid confusion.

The PCE companies don't play roles in decimsion making.
They will be infcimed abcout plans of maintenance project.

The companies are expected to bring special equipment for weed
control and excavators.
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MPWWR

1- Provides complete
sets of contract,
agreement just once at
baginning of the
project.

2 - Provids

Dir’s

with funds in an
early time.

4

w

(A contract should

B.E.C.

Directorates

Report every 15 days
including planned
implementations, value
of work completed and
the amounts paid.
Issue work orders in
the adequate time.
Remaks should be in
early stages. Receive
work completed in
reaches periodically
Pay monthly.

Monthly reports about
any problem arising
during exec. of work.

MKE

Cooperates with Dir's
 PEC’s in plan of work
during LOP. Provides
his recommendation
monthly

Inspects work &
presents recommendations
to Dir's Participates
in preparing the Half-
monthly rep. Office to
be in Cairo.

PECs provide MKE with
copy of follow up
report monthly.

control relationship between PEC’s & all parties:
Area Gen. Mgr. OFf PEC Suggests solution of
informs Dir Gen. Mgr. major problems to project
with any problem Dir.

arising to be solved if

in has authority. Bigger

problems to be transfe-

red to preject Dir. who

should be fully auvthorised.

Flan for LOF to be agreed upon, divided to annual
and monthly plans. The performance of individuals
& of the project are monitored according to the
role ¥ to the plan.

To the full extent. To the full extent.

Direct Contact with Suggest trainning plans

FECs specially at for staff, engineers ¥
urgency, not waiting technicians. Present
for ¢time of report. recommendations about

weed control according to
thelr experience.
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U.8.R1D
1 - 1)Meeting
2)Periodical
Reports 15 days
(Directors)
Monthly (staff)
J)Fublications

2 - IMS
Commitee
Project sub -
comm.
monitoring off.

S - Copy of
monthly financial
I.M.S5. statement

copy of physical
report
(IMS - 3 wmonth)

4 - approve
annual detailed
workplans to be

PWWR

MKE PEC’s Directorates
- Direct Contact ]
- Or through Direct Direct contact
Project Dir, Contact thr.
whenever needed official channels
- MI'E should be Direct cont. Assistant Directors
represented in through Proj. in each governrate
sub - comm.
- Counterparts

should be assig.

For each consultant
& be located in same
site and work as

pne team

froject Feriodic Monthly FProgr. Monthly Frogress
reports should reports reports

be jointly

FPrepared & Equipment request

submitied to Jurtification report.

authoraities
through Froj.
Director.

— Tech. reports
to be prepared
and submitted
whenever possible
- TDY s end of
mission tech.

implemented by proj.

S = Through
periodic reports
- Field visits
to e arranged
with proj. D.

reports.
Team leader Company s Normal official
& Froj.D. chairman % channels
Froj.D.
Froject.D. % - Periodic - Normal official
team leader progress reports procedure

- Froject staff
- Ministry staff.

- Monitoring office (IMS)

& - IMS comm.
up to approval
of detailed
work-plan

Continously thr. Selection & Whenever needed
the lifetime of operation ¥

the Proj. maintenance of

co-ordinating equipment

with Proj. D.
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7 - Discuss Co-ordinating More cooperation Guality control

extending Froj. with FECER with FPro). staff
activities to whenever local
other Gov. experience is
- To examine available
to minimize paner
work

- To assist financing
up to level of private ch.

- Control of water Hy senth
in river channel
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USAID Group.

1) How to share information.

What type How much How often
Al PWWR & MKE

1] Reports.

Contract Contract Contract
2) Meeting.
a) Scheduled Weekly

a) Problems
b) Scheduls
c) Decisions
d) Changes

b) Unscheduled As needed As needed
3] Field trips.
a) Scheduled Implementation One per month
b) Show me Implementation
/ traps for (VIP) progress & policy issue.

4] Telephone ¥ letters
5] Electronic
(Monitoring office) As required As required
E) FWWF only
Special reports
a) Budget
b) Staffing

As needed

As needed
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21 MKE (D).

1) Proffessional
2) Open
3) Honest

1) Life of project plan.

2) Annual work plans.

3) Progress reports.

4) Quarterly fiscal reports.
S) Project reports & papers.
6) Expatriate travel.

7) Final report.

4] How 1o make decisigions

Collaborative process
a) Define objective.
b) Develep criteria /7 constaraints (USAID / PWWR regulations & MVE
policies).
c) Look at alternatives.
d) Select alternatives based on weighted criteria & ciher <factores.
(such as political * sonial)

5

How to monitor

1) MHE 2 FWWR
a) Contract reports.
b) Field trips.
c) E.ectronic (Monitoring office).
d)Annual work plan (Train. & Prec.)
2) FWWRK
a) Covenats (Staffing)
b) Cash contribution (Salaries., Offices.etc)
c) PM workshop facility construction.
d) Storage facilities (CMF spare parts ¥ herbicides).

6] Same as 4

71 Other expectations.

a) To provide the necessary staffing, salaries % incentives as neesded

b) To change payment methods to FEC's to be compatible with new
technology introducez for channel maintenance.



BKE Expectations (I11)

r race

Q
#1 - Organizational charts
- Areas of responsibilities
- Background data

% Directorates

X Inspectorates

X Districts including
Kms of canals
Number of structures
Number of feddans
Staffing
Maps
Facilities
Assets
& Equipment
X Spare parts
Constraints
Furnish data & info.
Gharbia data for 1
Maintenance cycle,

Formal contract reporting by
MI'E is through PWWR, however,
informal relationships are
necessary

Counterparts for MEE are
necessary

7

MKE has no formal reporting
line with directorates

#4 Decisions in regard to the
directorate will be made in
conjunction with the Froj.

Dir.

Information % data will be
accumulated by the
Directoratesin accordance with
MKE’ sapproved system

*6 Refer to 44

Must compile information &
data to the Froj.Dir. so as

PUWWR

Organizational charts

Areas of responsibilities

All previous reports & studies
Overview briefing of local &
international {irrigation

programs

Kestrictions & constraints within
directorates

FEC production data

Cost study info.

for LOF program

progress report

ldeal
day ¢

o

relationship is formal day to
informal working relationshaip

Counterparts for MHE are necessary

Feports to be provided by MKE in
contract are adequate: MKE will
provaide special reports per pro.
director instruction

Joant review ¥ mutual participeation
with the MI'E staff & the Froj.
Dir.is the proposed method for
decision maling

ME shall contractually develop a
monitoring system which will
include project’s goals, milestone
percent complete, a2 site inspection
program will also be developed as
part of the monitoring system

Froject activities will be planned
in cooperation with the Proj.Dir.

LOP program can be prepared by M.E
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] Rirectorates PWWR

#7 — Cooperation enthusiasm - Cooperation enthusiasm
- Patiencze & understanding with - Patience & understanding with
other groups other groups
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Q
#1 VERBAL

Phone / FAX
Personal visits
% Scheduled

% Non-scheduled
X Office

%2 Field /7 site

- Meetings

% Formal
% Informal

WRITTEN
- Short notes

Letters
%2 Formal
% Informal

- Reports

FREQUENCY

= Enough to ensure complete
communications

#2 WHAT

Identified contact
Facilities
Staff
Less formal
Organization
Communicatios

¥ Fhones

x FAX

% Fhoto copiers
2-way information
Team concept

WHEFRE

FROM

- Existing facilities, spares,
staff., etc.

= Maintenance procedures

= Channel maintenance procedures
- Training practices

= PEC’s mandate

- PEC’s equipment requirements

= Current MIS & fiscal procedures
- Timely responses to requests
T0

= Other project developments

FEC offices / shops
MKE offices

Equipment REC’s
Progress reports

VEREAL

- Phone
¥ W / Project officer
5 W / other staff
- Visits
% To / from
% Scheduled / non-scheduled
- Meetings
% Workshops
% Coferences
WRITTEN
= Shor{ notes
- LeXtters (formal)
= Contractor notices
- Formal contract changes
- Regulation changes
FREQUENCY
- Timely fashion
= All available documents required

WHAT

- Specified F.O0.

- ldentified reporting structure

- Departmental functions made clear
= Development of relationships

WHERE

USAID offices
MHE offices

FrDM

- Timely responses to info. requests
- Timely action on submitted documen

= Contract change (orders/agreements

- Frompt payments

TO

= AID required responses
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w4

5

46

L. ¥4

PR

iN

FU

BEC usAalb
Jointly - not unilaterally - Jointly = not unilaterally
Timely - Timely
Consideration of - Based on contract terms

% Resources

% Personnel

% Budget

% Time constraints

¥ Experience + capabilities

Based on MKE Host. country contract
Via data provided by FEC

OJECTS PRDJECTS
Against project work plan - Go / No Go response
Against contract terms - Adherence to contract terms

Visual inspection
Comparison photos
Written reports
Discussions
Technical standards

DIVIDUAL INDIVIDUAL

Criteria referenced - Accessability

LLY INVOLVED IN FULLY INVOLVED IN
Froviding required information - General project planning
Reviewing all recommendations - Froject work plan :
Making suggestions ¥ Buidance
Developing strategies ¥ Fecommend changrs
Developing reports ¥ Review / Approve
Meeting deadlines & schedules

Flexibility = Flexibility

Sense of realism - Sense of realism

Understanding of gjoals
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Appendix I

Clarification Questions from the Management Expectations Exercise
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CLARIFICATION QUESTIONS

FROM THE MANAGEMENT AGREEMENTS EXERCISE

August I, 1989
Day 3
Morning session
FPage 1

The question is addressed to MIE referring to Number 5, Monitoring
Ferformance. M™Mr.Dizon answers that MFE 1s required to develop the
monitoring system that is currently used. some specific information will
be added to the present system tnat it 1s 1n need of.

Eng. Nadar adds that MKE has nothing to do with inspection, it is
only related to monitoring. Inspection will be carried out by the
general directorate.

How could a monitoring system be established without inspection ?
MKE asks.

Eng. Nadar answers that there will be an inspection report that MKE
should approve of & that 1s presented to MFPWWF for approval. 1t could be
done jJointly with MIE if they accept.

Dr. Abu-Zaid comments that the monitoring program is a routine one,
the problem only 1s in the evaluation. The inspection report follows
certain procedures % regulations. however, the MKE could participate 1in
the data collection for the report.

Mr.Dixon says that the MIE assists only % does not get involved
practically. MLE has pothing to do with i1nspection reports.
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The question 1s addressed by Enq. El-Shaer. Concerning the use «of
the equipment purchased by the Gharbia progent, would USAID allow ther:
use 1n the 1mplementation of | aftr—-El-Sheirl hh project. and would funds be
granted °

Eng. Nadar elaborates on the point that 1nstead of Feeping the
purchased equipment 2 the well trained staff worbking 7T04 of thear
capacity. they should be moved to the ne-t project % USAID can consider
this point.

The USAID answers thal the project ¢ O%M ) js funded unti1l 198%. a
2 vear budge! after implementation only. lHesertheless, funds could e
e:tended to support the 0O%M project 2= 1t supports the otther
directorates 1nvolved 1n thi= prorect.

USAID alsc commente that 1t will define &% set a list of needed
equipment,

This 1ssue needs further discuszion amcng the parties concerned ==
this 13 not the forunm.

Question of spare parts for MIE % 1JSAID. are spare parts meant to
be for a long time or for a period of > years only ?

MLE answers that the purchasing plan is not final vyet, however
adeqguate spare parts «hould be funded for - yrar 5.

USAID comments that 1t 135 only up to 10% of the value of equipment
purchased. USAID is limited by time % funds.

Agree ".
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The question is for FPEC. concerning question #1, there are monthly
requirements that are ast.ed by FEC from MHE.

1) MLE should visit sites.
Y Clarify the Lype of parcticipation regquestodg from MFE for their half-

monthly report, 1 the report is done jointly.

MtE will assist the other parties 1n the preparation of their
reports ¥ would not report alone unless there is a major deficiency in
management or field.

" Further discussions for deteaeils
" Major agreement on collaborate reports ".

The MEE monthly follow reports will be discussed.

Eng. Nadar comments that the project director 1s responsible for
the project report. the ME writes anything they should make +Ffield
vizits 1n which all representatives should aather % write the report
(the current report) that should be presented to the project director.
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drains.
USAID : Very concerned with problems at the meska level. USAID is
receptive to proposals from MFWWFR. MFWWF should take the initiative.

About the river Hyacent. That could be treated as an addendum to
the project.

Subject is open to turther discussion bevond the conference “

Eng. Nadar comments that it is essential % relevant part of the
ptroject.

“ Clear "

How long would 1t tale the Ministry nf Agriculture to set the
herbicides agreed upon, as this will affect the project maintenance ?

1t  depends on whether those herbicides were new or old. If new,

they could tale some time for the approval of their usage. If tried in
laboratories, then there 1s no problem.

The Nile Hyacent should not be covered in the project.
There were some concer ns about the chemicals used.

The recommendation that was made was Amitrin is safe to‘ use and
that is 1n use currently in the U.S. '

Technical i1ssue that needs studies, not in this forum
USAID comments on use of herbicides.

It needs clarification on tha phasing out of herbicides. The funds
allocated are as follows :

1) Equipment
2) Herbicides

Herbicides are said to cause pollution. Mechanical % biological
treatment are requested i1nstead.

That will tale a long period to be i1mplemented so it would not
affect the project.

Chemical treatment will be replaced gradually.

The directorates say that they prefer the use of Magnaside.
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