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€ purpese of this project is to "improve and expand a coatinuing capacity in lecal units
) plan, organize, finance, implement and maintain locally chosen infrastructure projects.”
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This evaluation is the fourth of this project simce 1979. It comes as the original three
‘governorates '"graduate” from the project, documenting the significant achievements of BVS'tc
date and providing substantial recommendations to enhance the project's impact.in the re-

maining life of project. S ; /.—

The eight member evaluation team, c ised of Egyptians and Americans, AID direct hire
staff and consultants, spent one monqggrin Egypt evaluating the project. It is worthy of
mention that the team devised an ordinal scale matrix by which to assess and compare project
achievements acrcss governorates. This proved to be a valuable tool in summarizing the pro-
ject's progress and irpacts to date.

The main body of the evaluation report focuses on project achicvements at the purpose and
goal levels as well as its progress in addressing the "four pillars” of Agency-wide priorityy
(A pumber of appendices discuss project details in greater depth.) The team reports that -
BVS "is well on target in meeting its basic goals and purpose. It has activated Egypt's de-
centralization policy and made it a vital element of rural development. Beyond decentrali-
zation, BVS appears to be a viable spproach to rural develcpment in Egypt, stimulating local ¢
| private sector economic activity, including agriculture, and improving the quality of life,
It is strengthening development. institutions at the village level and appears to be improving
institutional perfonronce also at the markaz and governorate levels."”

(ne of the mzjor accomplishments of BVS is that local awareness has been raised concerning
rights of elected village councils to choose and administer village projects. Inevitably,
performance is highly variable across governorates and scme project components lag behind
others. In nearly all project areas, however, the potential for disappoiftment and frustra-
ttion exists if the project is phased out too quickly or without adequate USAID/GOE follow-
up. The report recommends several means to reward those governorates that have used the BVS
concept to their bemefit as well as several means to offer additional assistance to those
{governorates that have not performed 2s well under the project. Across all governorates,
lack of maintenance of project-built activities is a potentially major problem that the team:
recommends should receive immediate attention. In addition, specific technical problems
(most immediately, insufficient pastewater treatment/drainage capacity at the village level)
appear across governorates and require a nation-wide solution that goes beyond the scope of
the project. B

lessons learned: (1) Achievement of meaningful decentralization is dependent upon a strate-
gic combination of increased delegation of authority to the village from the central and
governorate authorities and increased village capacity to make effective use of this authori-
ty. Achievements at the project's goal (decentralization) level, then, depend on factors
that are both internal and external to the immediate project activities in the villages.
(2) Project-specific training and project management experience can be effective in building
critical village level institutional capacity (purpose). '™Not only had skills, competcnce
and confidence developed, but attitudes were changing.”” (3} Purel development projects such
as BVS can stimulate poivate sector development directly by infrastructure construction con-
tracts with the villages, and indirectly through benefits derived from existence of adegunte
~thlic infrasturcture such as water and roads.

\
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The Basic Village ‘Service prooram (BVS)- is/-a ‘major U.S.-Egyptian
cooperative effort whose goal is to help the Egyptian Government realize
its policy of decentralizing and improving the ;u:cal development process

The key units in the program at the vi],lage level are the .'iocally

elected popular ocouncil ard an ‘executive council which together

constitute the Village Council.

' prd
The concept btehind the program is-relatively simple. Through Egypt's
national rural development  authority ORDEV  (Organization .for

Reconstruction and Develcpment of .the  Egyptian Village), BVS funds are -

allocated throwgh the Governorates to the village courrcils for local
infrastructure projects selected by thes village popular councils. Local
institutions are strergthene,d through training, technical assistance and
the actual exparienwe of carrying out the village projects
("sdcprojects"). The process ard the infrastructure the progrem puis
into place aim at strergthening lecal rural institutions' capacity and
accelerating rural devalopf-pnt. The project is movirg into its fourth
year. It started cn a pilot basis in three governcrates and has expanded
over the past two years to twenty governorates.

A team of eight Arerican ard Egyptian technical professionals was
called vpon to evaluate the EVS project, February 15 to March 15.
Seversl members of tha EVS Case Studies team (January 12-February 12)
tock part also in the project evaluation, which incoporates the Case
Studies. The team develcped a hasic evaluation framework ard visited ten
of the twenty governcrates covered by the project. A major pwpose of
tte evaluation was to’ assess project  immact with respect to goals,
purpose and outputs. It has also addressed .specific conceptual issues
vhich had been ralsc;‘ about the project, namely: ~

Is it fundamentally a government-to-government czsh
transfer program?

s

Is it bypassing the private sector?

The results of the team‘s)evaluation may be sumrarized as follows.
* On a scale ard in a time frame unprecedented in rural deveicpment

experience, BVS is activating the GCE's decentralization policy. It is
well on target in achievirng its overall gosl. Six of the ten governortes
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vzslted are peforming very well to ex"ellently orn this 1ndcx, with local
popular councils delegated full authority in proga.t identification and
selection. Of the cthexr fouxr governorates, two_ are,. in the first year of.

" the program and a third is in a seriously laggmg_—reglon of Urper Egypt.

* The goal is being achieved through a cz"r)?lnat{on of:

s = the apprcprlageness of ORDEV-as a coordma ing bedy, as
: its mardate is coordination ard poli¢y making, not -

subproject implementation:

- development of good support ané/pro;ect urderstanding at the
governcrate ard markaz levels;

- eagerness and readiness at the' village level--for lorg the
neglected stepchi Jdren in Egypt's developrent;

- a very substantial flow of furds to the villages which is
giving thew, for the first tirme, real decision makirg
ard Gevelcpuent experience;

a

- a massive training program to back it all up-—=Cre than
21,000 pecole have be n trained in the past two years
of the’ program, 400 in technical training programs and
17,000 in awareness programs; .

* Ireal institutional dsvalooment is teking place as planned: that
is, local units are exercising their authrority effectiv -'\ly, taking full
respeonsibility  for implementing scme programs and  seer xing to take on
further respcnsibil;t'e,.- ™o of the three governorates in the progran
for thres years have acnieved the highest ratirg in this area; two of the
tlixee szoord —-3 ear governorates studied Ly the evaluaticn team are doirg
vary well. Of the remaining governorates, threz are doing roderately
well ard the remaining two first-year governorates are doirg poorly thus
far on this index. )

o
-
/

-* Ve eom‘qt a baseline in measuring progress towards goal and purpose
achievemznt. Acain n end &g again, the team members were told that prior to
BVS the ‘low of monsy to villages was inconsequential. Vulage councils
had no erperience in deéaling with development decision making or
implarentaticn. They were not aware of their richts under existing local

- governmort laws. Tney reported that BVS has given them the exper ience,

training and confidence to think and act progressively about village

. develoent.



*  Pecpular participation through the elected popular council and
various mechanisms it uses to get the views of villagers also vas very
much in evidence in most of the governorates visited. - Also, the level of
village volunteer labor and village contributions in cash and time was
very high 3in three governorates and a facztor' m all ‘but three
‘governorates, two of which scored very low on-goal and purpose ratings’’
and who also were new to BVS (on°-year mvolvetrent or less).

*  Socioeconomic impack. Though dlffzcult to measure, the quallty of

life improvements attributedt to BVS activities by interviewees were fourd -
in wost governorates visited. Roads c¢reating access and potable vater
mcreasmg cleanliness and reducing mérbldlty ware the major subprOJects
ard impacts cited. The oe,nerally “increased level of econocmic activity in |
villages also was cited in most cases., Three governorates had very high
ratings in this area, five had moaeratﬂ ratings, ard two had low ratirgs.

* BVS has been effective in pro:notlng local private seu.tor activity.
The majority of EVS contracts in the ten governorates visited, taken
togetter, are with private sector contractors. Three used private sector
contractors exclus 1ve/1y for subprojects, one used private contractors for
the majority of subprojects, and five used a fazirly even mix. Only one
governorate, 1 specdial case, used no private contractors. There is also
.an irpressive indirect irmect on the private sector in all governorates,
although the irpact, as expected, was judged to be higher in governorates
that had been with the prugram for two or more years.

* After oonsiderable difficulties in starting up such a large
activity, implementstica has been relatively smooth over the past two
years. Pﬂoxm.a ‘nrbected in the field showed no serious esngineering or
structural problems. Based on data - through FY 1933 and field
cbservations, implementaticn appears to be on schedule. Only two
first-year goveruorates seemed to be laggirg. The finencial” system
develcpad for BYS is based con the Egyptian acccunting system and appsars
to be adeguate and roason:.bly well establiched in the governorates.
However, better monitoring of financial data by ORDEV is neceded ard the
computer . system needs to be firmly established in ORDEV ard the
govermorates.

* The training prg:éo has been extremely successful and remains a
critical compongnt of the project that must bhe continued. Scme
wezknesses need attention, but above all, a mechanism must be found for
. continuing the training program and further decentralizing it. Training
program effactiveness was found to be greatest when closest to the
problens.
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~ * GOE technical asmstd—xco seersed to be avallable to the villages as
needad, usually providad by the markaz and - soz'xetlmes through the
govern:)rate level technicians ard engineers. »

o, L ‘
S

* The contractor, Chemonics,-after consmerg,ble étart—-up problemr and

changes 'in persomnel; is doing a good job.' Itsﬂram achievement and a ~

critical component of the project has been .its massive and largely

effective training program. Chemonics now needs to change. gears and

think about steps leading to its scheduled contract conclusion in

September 1984. The tec:a does not feel a further extension is warranted.
e

L’
-

* The project has overcome all” ‘1“ one of the problems raised in the. -

1982 mid-project evaluation. The- question of ‘“incentives" still is
rais J by Egyptians; we understand this is a problem not within the
=W 01 ;ﬂji . .

r-'- (D

. some koy issuss raised by the evaluation team that require

* The deperture of C(hemoaics in Septembor 1984 will create 2 gap in
two critical areas: trainirg and the E‘. information erd ronitoring
system. Chemonics ard CRDEV  should develcp a plan now to fimly
estabiish thoso camlilities within CIZIV and ths govermorates over the
last ¢ix months of the contract. We believe this trancition is feasible
within that time frame. However, neither Chemonics nor ORDLV have as yet
made plans for such a transiticn.

* Mainterance is the EVS time bomb. -' Daspite the early recognition

ard preparaticon for raintenance (i.e., the up-front 10% fung- for
rainterance, raintenarice, maintenance wanuals and trainirg), it is not
being peformed except in a few isolated: instances, according to the
evaluation team's field cobservations. Maintenance accounts are not. being
drawn down ard maintenance plans are not being prepared. Chemcnics has
built mainterance into training programs but more nzeds to be done in
this regard, and scme solution to the hesitancy to use maintennce funds
st be fourd. ‘

[T,
v

, * Technical p*oU' s do and w111 continue to emerge in a prolject of
this rmagnitude. USAID should draw upon 2ID staff and contractor
rescwczs Lo help ideutifv and to solve these problems. TFor example,
wastevater is the current problem. Chewonics designed a treatment system




to solve this problem, but it is inappropriate for BVS resources. or for
ruzal corditions in Egypt. This problem thus remains to be solved, and
it is critical. ’ : :

* Performance across governorates varies. It }s .possible ‘to identify
"soft spots" in the program amd this evaluation HWas/served that purpose.

The Mission and ORIEV should develep a strategy for aczdress:mg the

problers in lagying governorates.

* There eare opportunities to adlresg-the incentives issve without

gettirg into the questicn of cash ircentives. rtain types of training

czn bz used as an incentive, awarded on the basis of performances

verrorate or village performance cozil'l Lz rewarded by extra allccations
ard or performance could sult - in, lower allocations.
Cross—fertilization between gcv'*morates could be an elerent of an
incentive prodram. Stepsz sitould be taken with ORDEV to dzvelop such a
prooram: t’-r-rc is receptivity there. It could start with a continuation,
witl. GOV, of the governcrate ratings produced through this evaluatic:.
It wowid not = a difficult task to exterd it to the remaining ten
governcrates to create.a bazeline.

T2 Migeion has a raj::r locally tased rural cevelomiieznt success story
in BYS. 1t is mt a "czzh transfer” program. The HMissicn should exploit
this success . It Qgeserves further study, d4disscmination ard
reccenition. It could bGCO'”‘P en impportant rural develcpment medel in a
region of the world that keily nceds cne.

DR Vo
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I. Introduction -

Background

d—.,er the period February 15 to Marcir'l5, 1984, a team of Egyptian and“

Arerican technical experts evaluated the BVS project at the request of

USAID, Cairo. The evaluation started with case studies of three -

goverrncrates which had bheen in.the ‘project from the beginning, ard
studied seven more, or a total of ten governorates—half of the twenty

participating in th project—selected to achieve a reprecentative

geographic distribution. The team develcped a matrix of ordinal measures
scaled at values of one to five which it applied systematically across
the ten governorates to determine relative status with respect to sixteen
achievement variables such as goal, purpose, irplementation progress,
impact on private sector develcpment, and impact on cuality of life. 1In
additicn, the team conducted numerous interviews with parties inwvolved in
the project and reviewsd volumes of materials produced hy ard about BVS,
including all project documents and previous evaluations.

BVS was evaluated against the elements of the original logical
framevork, a copy of which is attached as Appemdix VI. The project was

also examined with respect to other criteria such as: a) whether BVS is

functionirg as a develcpmental, institution strengthening activity or
merely as a cash transfer mechanism, and b) the degree to which it
corplenents and stimulates the private sector. Finally, because BVS
contains as basic elements most of the pillars of AID's current
priorities, namely:

- Policy dialog and support

~"Institution building

-~ Technolegy transfer and human resotﬁces development
. R

and - Private sector stimulaticn

rerformarce in these areas was explicity -assessed.



Houvr to Read this P\emrt o

) “The Executive S.Jm:nary ray already have satlsfled the information
needs of some readers. - It contains all of -the. major findings ard
recommendations. The data base and myses Of-the report are contained
in the Apperdices. This Sumary Report is a synthesls of backgxrfm.mdy

firdings and recomendations contained in Athe 2pperdices. It is

" deliberately short to give the reader a quick as&eécment ard grasp of the
ntext, our overall assessment, major issues, and recomematlong.
Readers 1nterefted in the data base are referrcd to Apperdlx 11,
Reports of Field Visits to Ten Governopates. Apperdix I contains a
descripticn of lccal government. in Egyprf: vhich may be necessary reaéing
for a full understanding of the governorate reports..

”>

Readers intercsted in the spec:.f:.c analyses of the progect -are

re; ferred to Zpperdices III ard IV. Pppendix III contains analyses of

he: major ectivities involved in ttre pv'o*ect, namely fimancial recozds,
trcxmmf;, engineering, impzct cn the private sector, amd quality of life.
Erperdiz IV is reports about the implenenting agencies. These are
anzlyses of processes ard institutions which take place at or are
controiled at a macro’level in the project and include financial records
analyses, and separate analyses of the individual roles armd performances
of ORDEV, Chemonics and USAID. The methodology, the project logical
framework and a glossary azre fowyd at the erd of the report.

II. PROJECT SETTING

Physical Sotting

Pricr to the BVo program the rural v;llages of Egypt were in a
severely inpoverished state. lost houseliolds did rot have pctable water,
the limited existing rural road network was in very poor congition,
irrigation carnals ware clogged ard deteriorating, and rural sanitaticn
was practically non-existent. Egypt had been through a long series of
wars and c@pltaj. recources were not getting down to the wvillages.
Villege econaies vere rnldt:m_ly stagnant.

Instituticnal Setting

The Fsyptian go'ferntuént'. policy for- decentralization of rural

develcprent already was on the books. Popularly elected bodies called

Popular Councils, with considerable de"'lslon making authority, had been
createds alcngside the - r*revwoasly existing appointed Village Executive
Courrils. By and large, based on our field reports and available
literature, pricr to the BVS program these Village Courncils {combined
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Popular and Executive Councils) did not have the experience, know-how or
even the initiative to take local actions. They were unaware of their
rights urder the new laws by which they were established and since
practically no resourcés were channeled to the va.llages which they were
required to serve, there was ro way for them to become activated or to
~develcop their .capacities. Most decisions regard:mg the  few types of
projects reachlng down to the wvilleges wérg: being taken by 1line’
ministries. in Cairc and being implemented " by governorate -level -
representatlves of those mmstnes. e ' ; '

For example, one of the few investments coming down to the villages 1

was for schools. Ministry of Educat;eﬁ officials at the governorate’

| . _..level made needs assessments for the’ villages and decided what schools
wvere needed ard where. The Village Council, popular and executive, -was ..

asked to approve the location of the school, but even at that, its
decision was not regarded as binding. Except for a few minor examples,
this constituted their only experience. For all practical purposes, the
pre-BVS Pomular Councils slept, and the villages stagnated. '

, ~ 1II. Project Description

EVS was instituted to change this state of affairs—to help Egypt
activate ard implement its decentralized rural develcpment policy. The
BVS program was to direct rescurces to the village to activate, train ard
vitalize village counxcils and to provide at the same time the hasic
village infrastructures needed to get villege develcpment movirg in Egypt.

Goal ané Purpose

The stated goals ard parrose of the project, taken from the project
paper, are as follows:

vGoal | ' . s P

The goal of this project is to expand decision making capacity on

the brcadest possible basis, within the framework of Egyptian policy
of using the decentralization process as a means for achieving its
develcpment objatives, by providing local government decision-
makers with experierce in the allocation and utilization of resources
ard in develcping the ,financial ard other mechanisms to carry out de—
velopment programs.... Ju : , .

The rationale for this goal is that such trarsfer to decision making

-power to the village level will stimulate = self-sustaining develcpment

process.

/
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“Purpose L - .
- The immediate purpose of this project is to improve and expand a
. -continuing capacity in lecal units to plar,.organize, finance,
implek zat and maintain locally chosen infras tructme projects.
- ¥While this purpose is necessarily 11m1tcd~tora cem.,rl tv ‘building - - -
- effort with outpats characterized by pnys:Lcthmnrovamnrts - yoads, «..
water shsters, drainage structures - the infusion of & capaéity for
infrastructure becomes a stepping-off poirnit by which other ‘problems
can be tackled ard cther solutions explored.

Capacity building viewed from this‘,,%taqe is not gotten within the
span of a single project nor under the urging of a single effort.
But the advantege of exp\_rlen,e in self-reliance, in par t1c1r3t:ng
in tie mt_tlrvg of cne's goals, - gives strength and direction to -
other aims arxl efforts.”

St rateqy

. Ihe strategy for achieving this ambitious set of objectives was
relatively sirple. A BVS InterAgercy Committee (IPZ) was established to
preside over the prme t on behalf of the Egvptian Covernment. A low-key
central governuent institution, the Organization for the Reconstruction
and Development of the Egyptian Village (OFDZV) was selected as
secretariat for the INC., BVS funds were to be channeled to the
governorates on tr2 basis of a standard allocation per governorate. The
CGCE yas to put up a maintenance account =2cuivalent to 10% of BVS furdirg
tc e kept by the wvillage in an interest bearirg account. The
govarrprates in turn were to channel the furds to village ccuncils on the
beeis of populaticn sgize for projects selected and approved by the
village popalar ocouncils. Villagse councils and  supporting entities
within the governorate were to be trained in project planning,
irplementation, accounting ard maintepance. Village councils Were- to ke .
given awareness training to inform them of their rights and potential
activities. A U.S. contractcr was to be hired to provide the necessary
raining ard teckmical assistance and to establish an informaticn ard
tracking systen for HVS.

This, jin corbination with the actual e}‘penezccs gained in project
selection, plenning and manzgerent as-the DBVS funds were channeled to
village projects, would} strengthen the local institutions ard their
cepacity. Progoressive develogment attitudes wculd be instiiled and a
self sustainad development process at the village level eventually would
be put in moticn )



. 1V. FINDINGS

" " - The” findings of the team~are based-in/part on the analysis of factor”
attainment matrices developed by the , ‘team developed after each
governorate visit. Two references will be useful here. Table 1 (page
11) is a summary matrix of ratings by govermrate for each of the p::o;ect
elements or impact factors rated. .

s ; : ’
The meaning of the scale for-€ach element on the matrix is contained

in the sample matrix found in the methodology discussion of Apperdix V.

Each element, as noted, was rated ordinally on a scale of 1 to 5. S

The secord reference is the conversion of those ratings to two bar
charts. Figure 1 (page 12) is a simple ratirg of goal ard purpose
~attairment by governorate amd Figure 2 (pzge 13) is a bar chart that
clusters ard collapses the ratings by majior category: Decentralirzation
Policy aid Instituticnal Developwent, Technolcgy Transfer, Private Sector
. Promotion, Implementatica Progress, ard Quality of Life. This is sirply
a nzans of cnnveymg visually a large amount of data produced Ly the
evaluation which is relevant to impact assessment. &nyone wishirg rore
detail or kackup description may refzr to the summary governorate repcrts

(&8pperdix II).

Given the scale of the BVS activity ard its scope—it covers Egvpt's 889
local village units {clusters of villages) in 20 governorates—ard in its
relatively short duration of three years, BVS has made very impressive
progress tovard its goals and objectives.. It has the makirgs of a major
success story. ~

Goal

'—"‘-// .

The pre-BVS conditions described in the above section have been
dramatically changed in a majority of BVS governorates. Popular councils
in six of the ten goverrncrates cbeserved had been delegated full authority
in pro;ect identification and selectidn as shown in Figure 1. Of the
remaining four, two are new to the BVS program ard one, Schag. is in a
traditionally neglected region of Upper Egypt. 1In this latter case, it
may take some three years to convince the governorate level people that
village ccuncils have the capacity to act on their own. Sohag, in this
respect, is a problem gecverncrate. Fayoum also, to a lesser extent, is

- -



TARLE ):

GOALS ATTAINMENT MATRIX INDICATORS OY GOVEXNORATES' YEARS IN THE BVS PRCGRAN

' " Ird Yr Geverrorates 2nd %¥r fiovernorates “1st_ Yr'Governorates .
©, CATEGORY SURCATLG0RY Sharkia Sohag Fayoun ! Menufi: Cehefra Giza jGhardis 82ni Suef Red Sea Ismailia
" A. Recent Polley Y.Delegaticn of Authority 4 22 5 & 4 5, 5. 1 2
, and Institu- § - | . )
tion Develop=] 2.Institutional Cevelop- 5 -3 5 4 1 3 3 5 S 2
ouent ment/Capacity Building : - .
3.0eciston-making 4 2 4 5 4 5 4 5 1 2
. &.Local Contribution 4’ 2 1 4 4 2 2 2 b 1
(Ladar/Casital) )
_ 10. Source of Technical 4 1 4 4 2 2 3 1 « 1 2
) Assistanne ; B ,
. 8. Technical 9.Level 0" -’ ¢t 4 2 4 4 4 K AN | o, 2 2
© Trensfer Unders® : ,/US Funds “\
1M.Level of rarticipation 4 2 2 4 4 3 '5 l"\\ L 1 4
in Training . \ . o
12.Financial Records 5 1 5 5 2 4 3 4 -1 3
. .
. 12.Linkege with Cthep . P g
' Al1D Projects ’ 2 3 2 3 3 3 3 ?‘\ ! 2
i : . XN
17.Ma{ntenance Performance 3 13 5 5 3 3 1 R s
C, Private 6.Use of Private Sector \
" Sector Contridution (% of 3 3 ) > ! 5 3 3 3 L 3
. Promotion Projfect LE) :
14, Impact on Private 4 3 4 4 3 ] o) 3 2 ]
Sector '
0. Implementa~ 7.Funds Expanded as of 4 3 3 3 kl 2 2 3 4 4
tion 12/31/83 N \ .
Progroess . .
8.5ubprojects Completed 3 2 3 4 3 4 ) 3 3 2
“E. Quality of o K
© T Life . - S
. 15.S0cioecoromic Impact/ ) :
. Quality of Life 4 y 3 3 > 4 “ ! 3 2_\ 3

ny




Figure 1~ GOAL AND PURPGSE ATTAINMENT BY SAMPLED GOVERNORATE
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L 3rd. Year———! ¢ 2nd, Year 4 1 1st. Year
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(Il Goal Attatnment (Decentralization of authority to village Yocal units;). o

Institution building ... capacity.of_ lncal unit
P f ( Jof..
urpose Achievement °. to select, mnage, and implement their development projects). .. »
N i o Lt
Attainment ratings based on ordinal rankings using a relative §ca1e s T

" - of 1 to 5 for geal. and purpose. g X T RN



Elements by Governorates

pot

J
Evaiuation®

2

LS

of Key BVS Pro
March 198

s

FN

n

Attainmen
Visited

wre 2.

«

(

-
5
§

F

Vo iy e
s e 5 a3 Lk T
ERPRE vi s.h.bn\l. \m) . sfll..l SRS FE TP SRS

e neeee

coa s //Jﬂ%hthwmw”ﬂmWW/,“”nMHWU/
T . | TrIrrn

Ismailia

m... ow! ¥ LA Non --ons i sC o dod R “.J.;t-; W_Ayu.-m m A
ki i\!lv:ltvrkhu..zfumvuvtt Us.;vv.\otffaﬂnrﬂa Mm

2l 4 "s s e . * V4 o 4 A 3 e »? 'rl-.:l,-r -~

\\ M\\\lx»\.\u\Nn..\_u‘\\\\\

¥ RSt anle

[P RN T T IRL:
o et et LS g % e

S /JM/D,V./,,, ,.,ny/f

_ PRI

ﬂ/ﬂ?///.éx
RN %3%.

_«RR_\%\&.\ 4 \:Nkh\mx\;\u\\,\..w\

T A P AP TIR SN JU UPU = IR RSP NI #24 L_OILY el .

m..-.\-.o'......-waonl-o.\:. .ouul.nto . -

r/v//VA//,/A/VOA//aAA//JMVVr
L I TR NN EENENNEEE RN NN

LL LS L LA LA LLL L Ll
Mba....hrvu iivt.lkb. .nb v.&\ ‘..v (“\s - lo”. .. ....p..m - &l)m
. .t.liovuba ra..nnn.:o.«-o.:..

//1/4////////4////7/////x,
REENEREREEETEENERE RN

T 7777 Z 777

?{1'1“‘!\v hal Bt Pl et 1\1‘} il o

by e BRI !f-r.!,hii;-\ -l e T D 0m Dhn’.'.\fir.b- ....L
-\-cll...-':'~'.c' 2 -.n Wer Fow et N

OO O ST

T 77777777 LTLL LT

ot e ! B e e e
—as v“..lll\l.f\: ﬁl.nll!.cl\arl. EvSi.N l..rl" vL
eG ) o PRy N N -
T..:.\.:. D AR P Rl it J L \L IR

R

T LT LA

-,IJ Ql ,;!11‘\ M
.

n!....un'd e s % o Bas cAS \.kll.a‘.

w. . - g. W/WWWMW// //

L L LT 777 \\ \wv\\\ 7 7 7.

O e o Y e g

LM e R
-3 g r e i e ¥ L :\\(ri\l.h Ry t!’wv\faum\p»n.l.\.:.«,.vx

ﬂf//ﬂwy ..ww«ﬂ
. OITeoorsorri

vy ~T 14} o~ -t ()

P e

Factors. ccored were those contained in the BYS -

trix (see Table 1). - Fifteen #actors were clustered_;

]

93 using é«re?ative.'t””

b

A

Beni .Suef Rad Sea.
1st. Year

»

~

Q

™ . . £ . .
by major category and averaged to produce.this bar chart,

Gharbia

*Attainnent racingé based on ordina) rankinw
scale of 1 to &,

Evaluation ¥

Giza

Beheira
2nd. Year

Mencufia

Fayoum

tion Policy and Institution Development

Sbhag

Sharkia
Implemontaticn Progress

o) Quality of Life

| 3rd. - Year

E] private Sector Promotion

E3 Technology Transfer

E} Pecentraliza

L4



reluctant to delegate full authority to the village councils. This seems

to be a characteristic of the economically more underdeveloped
governorates. : S .

P

Institutional Development -

4

e t o L

4

' In examining progress in this area the team locked at the extent to

which local units had full capacity to select, manage and implement
subprojects. Five of thz governorates had attained very good to
excellent capacity., threz had a moderate level of capacity in this area
ard two of the three newly participatipg governorates had developad or
fostered little or no capacity at’ the local level. Length of
participation in the BVS progiam was a clear factor in attainment.of
local institutional capacity (see Figure 1, page 12, and the Goal
Attainment Matrix, page 10). - : :

- Ajain, commentary frow the field visits at the village, markaz ard
covaerrorate levels indicated beyord ary doubt that the BVS training and
project manzgerent experience—mwaking things happen through loc2l
decisions ard actions—hnad been responsible for this transition at tie
village level. Kot only had skills, corpetence ard confidence developed,
but attitudes were charging. FPcpular council merbers maintain that the
councils now thought more in terms of community improvement whereas prior
to EVS they ternded to he more concerned with their own personal gains.
Villege chiefs were saying that they now think in terms of change ard
development action. They want more training and more responsibility.

Technology Transfor: Training and Human Resources

A range of variables was lurped into technology transfer, including
level of project understarding, Jevel . of participation in training,
financial records maintenarce, general maintenance performance and
linkage with other AID Decentralization Sector projects. As a -General
jndicator it suagested project performance in this area was fair to good,
vith only two naw BVS governcrates and again, Sohag, reflecting poorlys
Within the indicetor, waintenance was the wezk reed, as will be
discussed. Four of the ten governcrates indicated no maintenance had
been performed; significantly, three of these were new BVS governorates
ard the fourth was Scnag. Training participation was generally high
throushout the governorates -but, not surprisingly, it was low in those
thres govermorates that ! scored very low’ on delegation of authority-.
These same governorates also scored low on general urderstanding of the
BVS project. Financial records maintepance and. training will be
discussed in detail in later sections.
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Private Sector Immact

] T o ' .
Private sector impact was examined through two factors, direct impact 5
N - e e - . 3 -> - P2
through use of private sector oontractors™ 1ry, BVS surprojects, aid U

inrdirect inpact, - assessed through the extent’ that EVS subprojects

appeared to be stirulating local private sector activity.  The question

" of contracting was easy to assess and we’ fpund that in most BVS®
covermorates a majority of private contractors.is used. Tre spaller. the ‘

subproject ard the closer to the village level contracting is done, the

greatcr the likelihood of private contractcr use. Chemonics  has ,

“estimzted Tiat es mach as 80% of . BVS subproject funding rmay be goiny ;

. throvsh private contractors. While our,ebservaticns do not conflict with’

this figure: nreither were we able to corroborate it. _ :

The irdirect private sector ippact :is hard to.assess but nonetheless  /

was mxch in evidence. Interviewees reported fifteen categories or types

of private sector activity that were, in wvarious situations throughout

the governorate, stimulated Wy BYS activities (see discussion and table

in Pppendix IIX.D., Private Secter. Impact).

»e

Another impact reportad is the change in &attitudes and increase in
ranajerent skills ard experiences- that have core : t throwsh BVS. It
is reported that there is a direct carryover of these into the private
sector.

There is a strorg link in rural zreas between the creation of local
infrezirucivres at the town and villege level and stimulation of locel
ecrnomic activity. We have nad reports 2lso of VS irpact on agriculture
an? the a3jrarian structure. This too is consistent with theory ard with
eipirical covidee, for exauple, from Jrdia aend the Fhilippines. The
opperiunity should not be missed to study this phenomencn in some detzil
in Zgyot.  En accepted rural developgmsnt podel 1s eperently bein
irpleventced successfully in Egypt, amd cn a major, unprecedented s/;ale.

. . : s
Sccicecoronic Impact , .

In gecnaral, there is no doubt that BVS has had a direct impact on
improving the quality of life in the Ecyptian villzge ard has acted az a
powzrfal catzlvst in stimuisting private cecter growth. Villzges has
becomz more accessible through BYS roade. This has aided commerce, addaed
tc profits for eports, (and reduced prices of imports in <" T2 cases.
Poteblie waler has neived cut worbidity in weterborne gastrointestinal
diseases.  In the opinion of many ¢overnorate and village officials
interviewsd, EVS has helped c¥reate & generel irprovement in health
corditionz at the rural level. In one village at vhich a water
subproject hzad resched a majority of households, the doctor in charge of

-
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the local health un1t estlmated a 50% decline in ‘cases of waterborne

diseases.

In three of the governorates visited. sociceconcmic impact due to BVS
was seen as high. In all but two of the others 1(: was mcderate. In oOne
in which it was low, the benefits were offset by a major drainage
problem. In the other, the project was in its /f’lfst year and impacts had
not been generated.

-

Athough difficult to measure, the lorng fun benefits and ‘differences

between governorates should be monitored. Again, BEVS should begin to .

develop associated study components. P

. —— e

III‘D].("}“’nu.atIOD Pxoqxess

¥

Project implementation has béen relatively smooth over the past
year. Based on data through FY 1983 and field observations,
implementation appears tc be on schedule (see Table 2, page 17). Of
those visited by the evaluation team, only two first-year governorates,
Gnharbia and Ismailia, scemed tc bz lagging. The ernginecering aspects of
of implermentarion are discussed beslow.

The team reviewed the issues raised during the -previous evaluation*®
These ircluded: a) the question of delay in wter pipes delivery: ) the
lack of rescluticn on the issue of decentralization; c¢) the lack of
wderstanding in the field on the role of the U.S. contracter: d) the
absence of training and backup support, ard e) the quastio*x cf wash
incentives to those actively involved in EVS. COf thes2 issves, only the
incentives issue rerains unsolved. This, we urderstard, is beycnd AID's
purview to solve. The problem is in the Egyptian government system: it
cannot pay incentives within existing CCE regulatioms.

g

Trhe ircentives issue was brought uwp with the present evaluation team
in several GQifferent contexts. Various ‘“non-cash” approaches to
incentives for the BVS program were sucgeted, includirg: a) -special
training as incentive; b) overseas training as incentive; c) awards and
reccgnition as incentive; d) differential EVS allccations hased on
performance as incentive. This suggests that the incentives issue should
b: openad 1 again and creative solutions sought. While individual cash

ncentives apxxrentlg are! out of the cuestion, there is a range of other
.pOSSlbllltle ~

Egypt: The Basic Village Services Program, Annual Evaluation"; Gecrge
R. Garéner, Elizabeth B. Berry. USAID, Cairo, March 1232.

4
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F st s -
TARLE .1.. IMPLEMENTATICN STATUS OF SUSPRCIECTS ($/LE 000)

-
b

P

- - -2 Actuel LET ' Funds erpended on .mplgmnty*ian ’ o ' /
: ¢« fouivalent 3s of 12/31/83 {LE) :f' i Allocztions “Actuz)
S us s filozations , Average 3 FY1980 thry - Ixperse
Governorate Allocztion s of 2/29/84 Mater - Rosds nthcr Vi ’mtn # Completioh 1983 ‘only T Kocat
Sharkia - 14,570 10,926 6,730 1,565 1,50 ,z’e 758 %6 w2 8o
Fayousu 13,130 9,889 L2,097 2,642 3,175 2,914 . 3 ‘ 8,889 o BeY
Sohag E 13,850 . 10,381 5,705 2,587 < B.292 80 . 0,321 g0
Galiubia 10,650 7,36 3.638 1,515 41 5,10 63 7023 jz
tinia 14,170 10,621 . 3,574 2,482 26 6,282 €0 T 7,288 7 8},
Betufia - 13,350 16,104 5580 492 . 120 6,142 60 7,276 84
CGema 12,800 10,350 © 3,476 .7 1,443 %y 5,218 51 6,900 .. 76
_Beheira 13,800 10,350 2,190 |, 3,148 348 5,685 £5 6,900 )
Giza 13,720 0,288 4,858 1,646 366 6,310 61 €90 9
Beni Suef £,070 6,702 900 1,663 ¢ 482 3,055 46 3,450 - 89
Sharhia , " £.,810 6,830 2,282 92 189 2,570 37 4,053 63
£afr L1 Sheikh 7,200 5,97 1,160, €50 - 2,020 4 3,840 5%
Dakehlia 6,435 5,341 1,608 33 329 1,970 7 12,343 52
Tarietta 5,570 4,624 €63 5¢3 - 1,145 25 2,450 33
fssiut . 8.315 6,502 . 599 g22 13 1,034 15 3,850 o
Lswan 5,050 4,299 637 855 160 1,682 40 13,450 49
Zszailia 3,615 . 3,600 30 1,200 - 1,500 35 1,500 120
sz Valley 3,040 2,523 350 40 £2 42 16 1,500 S
ied Sew 3,240 2,628 576 - 10p €75 25 1,560 o4
—struh 3,765 -3,676 292 1,000 - 1,189 39 1,770 67
4. Sinai 1,480 1,729 - - - - - -
TCTAL 185,370 168,520 47,002 23,628 7,440 8.t ev.siy 105,512 av. 752
tote /0 Actuz) aezated fu-#r of LT 1::.}?3 riilions 1.-‘L‘e 1933784 aYlezetions of LE 28.617 rillicne aszinst
wvhich 6o experditures are recoeded.  Thus totel & tletments for L¥S subprejects for =15208) tprough
1922/23 arcunt to LE 105.512 nillions agzinst which the ahove devailed expanditures of LE 78.021 millions
are reported.  This shows & 742 avzrazge exnense

te budyet ratio over the first threo years cf the project.
Source:  USAID and DiDIV records .

Best Available Copy
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VI. OSSERVATIONS AND ISSUES

Sectoral and Overview Analvses

Detailed sectoral ard overview analyses w1th recorrmwﬁatmns are

comtained in .the Appendices.— The followlrg—-smnn)ar:es hlghllght“ major -

firdings and recommendations.

-

Financial Records B . e -

The accounting system develcped for BVS is based on the Egyptian
accounting system ard is sound ard adéduate for BVS nceds. _ Official
records tend to be kep: at the markaz level but accep able informal

records were found at nost villages visited. Disbursements are made at =

the local level through a standard- CGOE forn (Porm 50) and the local unit
has sole authority over di sbu::semante..

‘Records are reasonably accurate although there are discrepancies
between actual records and the computerized monitoring system intalled at
ORDEV amd several governorates by Chemonics. The computerized system
needs irprovement, Fgyptian users need rore training in it, and it should
be promoted nationally by ORCEV. :

Centinuing trzining in accountirg and computer monitoring and
analysis is necded. Training is needed especially at the local unit
level where the GCE is establishing formal accounting units. Chemonics
and CRItV need to give particular attention to this situation as part of
th Crheronics phase—out over the next six ronths.

Engineeri vy

Subproject engineering has been generally appropriate to the needs
arnd conditions of rural Egyptian villages. Design ard construction
supervision resources tend to be concentrated at the governorate level
although widespread efforts have been made to establish these functions
at the markaz level. With few exceptions, local parsonnel are
sufficiertly competent to design ard construct the types of water, roads,
sewzge aryd other subwrojects fourd in the BVS program.

Mairtenance is the weak link in the - technical- chain. Water and™

- sewage subprojects, in parh.cz._lar, re prone to malfunction without

constant maintenance. Local officials generally do not urderstand the
need for routine preventive maintenance and few village councils have
spent ary money on maintaining BVS subprojécts. The prchlen is

corpounded by a great shortage of maintenance workshops at both the
village ard markaz level ani by the terdercy of the local councils to
lock up their maintenance furds in time deposits in the village bank.

-~
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For the remairﬁer of the BVS proiject, it is considered necessary to

--strergthen technical services. at .the -markaz level and to give project
priority to the development of maintenance awareness and the delivery of
- maintenance services. . S , A = -

i
f o / 4 4

Technical assistance ly Chemonics has been e’é'pgcially effective in

the preparation of technical-manuals and the ,p’?qen‘.atlon of- training .

courses. Over 2000 engineers, technicians cperatozs have been

traired in wvarious aspects of subproject engmeanng and have teen

provided with refcrence materials for subseguent use in their work.  The
EVS pro"o"“ iz the first major effort in Egypt to provide technician
level traintog in rural poblic works. P

P

.

Tnze dolivery of extornal technical assistance services in the fle).d

hzs been more difficult to accomplich. "“ne demand for such services at

all levels of local govern: ont far, €xceeds the capability of Chemonics to

.p;ly tlem. -~ &8s a -“:lL, go rernorates  have  learmed to  becor
surprisingly self relldm_ arl to uvse the technical rescurces fourd in
theilry o.n depaviuwents. This has dl.lowcd the field technical assistance
cf Chumonics 1o be used for overlal sulyproject iromtorlrg and cpecific
trouble sheoling. Tor exawple, ope proolem that is becoming increasirgly
sericus is ih

=

) 3

the lack of a suitable system for removal of wasterater ani
sewage.  Surface water je collecting in some wvillages due to ircreased
water use The design for a systern dovelcped by Chemcnics is seen by the
evaluaticn team a2s teo erpeonsive and comlex for rural Egypt. Tnis is a
priority problem reguiring early soluticn.

LUSAID has tancn ¢n a growirg role in the area of technical ronitcring
and  review. Direct~hire Igyptian engineer currently cverses all
technical agpects of the oontractor's work and of the subproiects.
p’lf.lli_lcz.r'l technical inputs are neaded, however, to review overall
ernjincerirg strategy ard to provide gujdarce on key techniczl issues. It
is reccomendad that: )

. .
- Maintenance be mude a nusber one priority in implementation
prograns;

r?'

- Cor. entrats at
ar

rarkaz level first to build up a
. rraln‘.ennnce C e

he
pacity

- Provide zome means of coptinuing technical wmonitoring and -

assistance, e.g., thraush AID/il TLY ard-contractors, spot
technical sonitoring by LAD enginecering staff and other
means, 2s appropriata. Solution of the wastewater problem
is one exzmple of an immediate need.” S
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Training

Over the past two years, 22,000 people have been tramed through the
BVS project. ©Of these. 5000 were trained : ‘throuwgh technical training

programs and 17,000, through various awareness,programs such as village )

counc:ll -seminars- and prograrming and manage;ﬂent courses. .

To co:zcluda that the mmbers of people tramg_ by Chemonics, either
directly, or indirectly through the village council workshops usirg
Chemonics—~trained trainers, are wvery impressive is to state the obvious.
Regardless of any rendining weakncs/seq ard shortcomings, Chemonics  has
urdoubtedly done an incredible job“in a relativelj short period of time.
Success can be found in the almost unanimous favorable reaction of
goverrisnent, mwarkaz ard village of f1c1als to training programs. esp:v‘lallj
technical training and awerem€ss seminars, ard the increasing number of
govermnortes reguesting more training:; for example, 12 governorates are
asking Cbcmomcs for trammg courses on environmnental issues.

Training is seen as the most critical component in an congoing BEVS
progrem.  ‘Tlwere has been heavy turnover in village councils and village
leadarchip, ard this will be a continuing pheromenon.  Training has not
vet Iren extended to all of the technical pecple vwho need it. Moreover,
training is reedod to get at serious BVS implementation wezknesses, such
as maintenance ard sanitation amd rew activities such as village level
accounting. ‘There is room for improvement in existing courses as well
(see Zpperdix 11I.A., Training).

The most sericus problem at the moment is that the Chemonics contract
erds in Septewber 1964. CORDEV has limited caopecity to organize ard

admirister tralmng, yet this is an essential element of the BVS
c.CLlle_y-

. We urge that immediate action b2 taken by ORDEV and Gigmonics to
develop a plan now to transfer training administration and management
capzbilities to ORDEV over th= next six months. The plan should ccntain
a mechanism for the continuation of trzining, e.g., management of
training through the Saggara Center. .

Chemcnicg

Chemonics has dond a job of which it can be proud. Six months remain
in the contract ard there is an opportunity for an orderly phase-out.
Chercnics, ORDEV and USAID should come wp with a plan for that phase-out
shich will effectively transfer trdinirg ard information monitoring to

CRDEV arnd mimimize shock to the activity when Chemonics leaves. (See
section 1V, Implementing 2gencies.)

I
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VI. Corlusions and Recommendations : . .
3 i
W 7
=
General: AT
- 3 7 Ead

s well on target in meeting its basic.’fqgals ‘and purpose.
tivated Eqvrt's dscentralization policy and made it a vital
element of rural development. Beyord decentralization;, BVS appears
tc Yo a viable copprexch to reral development in Egypt, stimulating
Tocal private sector cconomic activity, ‘including agriculture, -and
irproving th2 cquzlity of life. It is  gtrergthening develcoprent
“institutions at the village level .and appears to be improvirg
institutional perforcance also at the markaz and governorate levels.

USAID has performed wzll. The' BVS activity has overcome major
prcrlers identified in previous evaluztions and  irplerentation
suroars to be roving along smoothly.  This is the rore noteworthy in
light of the tromerdous size and soepe of VS, It is the largest
rural dovelepmont programn of its kind in the develceping world.

Fh N

OTIEV has poarfomed cffcectively as the coordireting body ard the
govaerncraie, marraz ard village levels have yesporded very well to
the prozran. Governcrates that terd o ke lzgoing behind the

micrity terd olsoc tC e new to the program, altroush thiere are
exceptioss that rzy require special attenticn.

ey m N 3 -t = - . & - &~ R 7
Crononics, the U.S. contractor hirad to support the BVE Program
v

with traising, technical assistamce and ranagement and inforrmaticon
systoms, has Conz a very good Job of carrying out iots madate. lIts
achizverents in the tiaining areas have Leen remarkable in terms of
ecala,  sTop2 i genaval receptivity by trainzes. ezonics also
has helned EVE overcomz objections to the use of asbestos-cerment .
pipas. £ nas produced and distributed ainstecn technical manuals,

rostly in Arabic. It has made a goo? start ipn establishirg a
ccapaicrized irnformaticn system aithough preblems remaln.

Chomenics now must move into a rhzseout mode and concentrate on

: i
ineuring that vitel treining, informaticon arnd technical swpport

furotions continue after the Chemonics contract exzpires in Scptember
1sk4, Tnere has peen insufficient attention given by OFDEV,
Chemonics ard AID to the Chaponics phraseczut.  Imeediate action is
reeded in this arcz involving all three parties and the governorates.
Thzre is conplems irteraction of olhsr decerntralization sector
activities at o level. They tend to be mutually
Tupmortive ard often are secn as such by village heads. However,
ere is no effort yet at the local level to actively ccordinate

Tha
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these activities and we sensed that information at  this leve] on the
full range of relevant AID decertralization -activities was not
sufficient. The new SDS Activity should address t;hls pmblem.

The questions of vhe ‘ther BVS should cor\tlmﬁe or what should
happen in those governcrates which are in their third and last year

are questicns that the evaluation team tried to address. ~ With

respact to the general questicn of continuing the BVS activity the
‘team has no equivocation. The impact of EVS has been very strong
~and it has been very positive. Moreover, it seems to teke some time
for it to register its full impact with respect to 1ust1tuL1cmal
development and sowme governorates have been. in the program for only
one or two years. It is owr view that BVS should continue in those
governorates for at least a total of three years and that it should
be extendad to those rural governorates not yet in the program.

Third year governcrates pose a different problem. In most of
thew, tre d ecentralizetion and developnent process is activated ard
local institutions Mve been strengthen=d. These eppears to be a
keen awareness ard cporeciation of the U.S. role ard acmittedly
based on limited fecdback, we sensed an awareness at the wvillage
level that BVS funling had a definite beginningy and ending.
However, in many villages we visited that were in their second and
third yoar w2 were told that BVS should continue for & time pericd
that varied bketween 2 and 5 years in order to ‘“compiete"
nstallaticon of basic infrastructure. While it wes beyond our scope
to assess basic infrastructural needs in villages viesited, it was
clear that much remained to be done, even in third year villages.

2s & minimua, waste water removal systems should be installed in
all villazges where ground and surface water are seen as problens
(see FErngineering Sector Znalysis) even if this means extension
beyord three yoars. Further, villages not aware of ground water and
surface water problems should be provided with that information,
perhops through BVS awareness training. However, design of an
adeguate wastewater removal system should proceed an information
campamn. ' '

There shotld be goneral p*m«;eout strateqy for BVS in which the
GCOE is a full partner It probably would not be healthy to simply
terminate third year governorat.es if there is nothing to replace the
BVS resource flow. Villages will, no doubt, generate more of their
own local revenues as a result of B\/S development stimulation and
local institution strengthening. They will have to in order to
maintain  their new infrastructure. However, some system for
insuring & continue flow of development resources to the village
throush the Popular Councils should be developed. The idea of
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rFhaseovt through a progrem of | matdu grants on 2 sliding scale was

brought up at a USAID debriefing. 'I'hls idea has mvrlt,

N
In additicn, the Mission and ORDEV might fexperi'mont with a
variety of ph_ﬁseo"“ echanisms, including a eleant &nd carefully

monitored cutoff in one or two governorates ‘tg’ test the will of

local institutions and the GOE to continue BVS type activity on a
reduced scale. ' Ea :

Finzlly, the  cuccess stoxy dn - BUS should be exploited.  BRVS
represents a model for rural developmeng-~ aw akenirg the villages —
that oould be "i’»‘-’uortant also “to other middle eastern countries.
CRDEV ard USAID should contemplate the possibilitied.

0
-

Spacific Sector ard Im;tltutmnal Recomerdations:

The reader is refrrved to the Sector ard overview apperdives for
i sector  ard  institutichzl  reconmendations. Specific
recommariatiens are zs follows.

s

Training:

1. U3nID should ask Chemonics to work with ORDEV arfi prepare
1.nc<u.u:otly 2 plan for trar‘b er *'rg BVS training capacities to
OPDEV within the six ronths - focusing on establishing a na anagement
and TUY capacity at Sarkara.

2. Inpiove th2 gznoral natwe of the training program, ircluding
traine: selection, practicality, follow-up and duratien.
3. Continue the ongoing process of decentrzlizing the trainirg
prograns. -

V.

Ve

Pinancial Records:

1. CRILV ;ah,,x.ld spezrhead a coordinated effort by each governorate to
review trorouxghly all of its subprojects ard make necessary
records aGjustments bassd on actual sz)m*ogect status.

2. OKEEV siwuld d&ve}cn a"ﬁ apgly stricter pol icies and procedures
for subprojeck am’zpm-ﬁts in crder to prevent cont usmn ard to
maintain accurate subprojoct documentation.

3. ORI‘EV srtould develon new alternative measures of subproject

status that do rot deperd exclusively on financial data to
gatge pregjress. ’
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2dditional technical assistance will be needed -at ORDEV and at

the governorates to develop systems and processes to correct
the weaknesses of record keepmg now made very §a11ent by the
. computerization. /__ s e

Enginearing

1.

Conzentrate the rajority of technical services at the markaz
Jevel = this means some _strengt’hening at that level.

2. Give p*‘o:;er‘..-mc“e prlorlty to mai ntenance and the delivery of
raintenance services — this bec,a'rws especially 1r*>ortant as the
proicct matures.

3. Maintain appropriate levels of TA assistance after completion of
the Chemonics contract. USKRID should ask Chemonics and CRDLV foo.
a plan, .,‘.oula rare use of other &gency resources and should
consider also’scre LAD staff trainirg overseas.

,/ !

Frivate Soctor Inpacht

1. Take steps to ercourage rore contracting at the markaz anmd
village level.

2. Study further the impact of BVS on private sectcr activities,

including agriculture. There is much to be learned in this area.

USAID end ORDEV .

1.

2.

3.

4.

USAID's LAD-DBVS staff should focus on the transition requirvehents

of the projsct as Crhemonics phases out. Therz should be a clear

garne plan ard clear individual responsibilities for this

transitiom -

Uob ID amd ORDEV ghould complete for other BVS governorates the

type of vovernorate plou.lcs develcpad through this evaluation

for ten governorates. This will prowde a good baseline for the
rext evaluaticn am‘i a good nam—.gevnnt teol.

ORCEV should consider how it will rc::*—;pord to the differential
rerformance of governorates under BVS. What will it do about
lagging geoverncrates?

Further, USAID and CRDEV should develep some system for insuring

a oontinued flow of develooment resources to the villages tkhrough

the GOE and the Villacge Popular Councils. There are a nurber cf
alternatives that might be conszidered. A few exanples are:
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-~ Future grant allocations coulid be made on ‘a shdmg sca}e
to matching grants from the GOE. ’ :

,’ P = . -

- e S e s = . o —

- In—kird an? cash contributicns repre.;mgtmu an increasing
parcentage of subproject costs could le made by recipient
villages. . .

-~ Incomz-gensrating suhbrojects through an -eazily accsssod line
of credit to th2 pr1vau= sector conditional upcn a rebayrent
of a percentage of profits.td the community's special sccount
for BVS-type projects could be proroted: this woul
of lozal income tax bui. ,carmarked for community development.

-

It is mot necessary or even rea.li stic to continue a village level

flon of resources corparable to that achieved by BVS. However, it

is crucizl that a meaningful level of resources continuss to fiow to
arid gencrote at the local level if BVS is to he counted a success in
tiz lorg term.

d be a form .
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I. LOCAL GOVEFNMENT IN EGYPT

Introduction

e ,
The Government of Egypt initiated a program of decentralization

in the mid-1960's aimed at delegatirg its admipistrative authorities
“to the governorates and in twn encourAgi governorates to
. redelegate their authorities down to the ~ v{g.age units. This
represented the beginning of local government: in Egypt.

On May 15, 1971 the Law of Local Administration (No. 57/1971)
was amerded ard two councils were es}:ablishéd at the governorate
level, a Pecple's Council amd an Exetutive Council. The forwer s

to suygest policies, adopt resoclutions and provide a forum for the.

pubic cn local concerns such as educatlon. culture, transport ard
irrigation. i A

In 1973 legislation was formalized under decree No. 891 to
establish the Organization for Reconstructlon ard Develcpment of the
Egyptian Village (ORDZV). ,

Iaw No. 52, Octcber 1975, erbodied the policy of delegatirg to
Jocal authorities  all functions of a local nature such as local
utilities, town planning, etc.. JMore such authorities were
delegated by Lew No. 43 of 1979.

Actual experience cained from the application of the above
decentralization effort demonstrated the need tn support ard develcp
local covernment in order to transfer formerly centralized authority
to local government units, represeried in the coverrorates, ail
povers enabling them to undertake tasks and problems of their local
arezs. Other laws and arendrents have been premulcated to extend
- ard to reinforce the concept and practice of Jdecentralization of
.local governiernt. ) : o

1. Units of Lexz]l Govermment and Their Functions

Under the umbrella of the Ministry of Local Government, which
acts as coordinator and liaison for local governrent affairs,
goverrorates have total freedom in administering their own affairs.

The units of locgl ‘govermment are: the Governorate; the
District (“markaz", pl.- "mirakaz"; in this paper we have used the
sincular consistently even though sentence sense may indicate that
‘the plural, "districts", is interded), 'and the Local Unit.

I-1



Egypt is divided into 26 governorates, ¢r geographical (and
often gecpolitical) areas. The administrative body of each
governorate is located at the principal city in each governorate.
In turn, each governorate is divided into districts (markaz) with a
~ town as the focal point of administrativer authority. Within each
markaz, villages are grouped into Vu.zage Local Units that”
administer the affairs of their satellite villages.

Cf the 26 governorates. Cairo, Alexardria, Port Said and Suez
(which are considered "urban governorates"”) have only Townships and
Zones that act as Local Unl;s’ These governorates do not’
participate in tle BVS program. -

The ultimate goal of the GOE is to decentralize substantial
authorities down to the Local Unit level, enablirg it ’;o administer
its cwn developmental ard community needse

Units of local government assume responsibility for the creation
ary  administration of all public utilities umder their
jurisdiction. These units also assume, each within its jurisdiction
and within the state's general policy and plan, all functions which
ministers of state assume according to the laws ard regulations,
with the exception of whatever is considered by the Prime Minister
to be a national utility. teads of govermorates, G::vamors. report
directly to the Prime Minister of Egypt.

2. The Lccal Unit

Each local Unit is governed by two councils, the Executive
{appointed) Council and the Popular {elected) Council.

Tre Executive Council is delegated the authority by the Governor
to administer all public affairs amd utilities as well as~execute
decisions taken by the Popular Council in executing develcpmental
ard comunity projects. In addition the Executive Council acts as
an advisory body to the Popular Council, offering guidance and
technical cpinions and thus assisting it in reachirg sourd decisions.

B Tne Chief of the Executive Council enjoys the authority ard

responsibility of a head of a governmental adency with jurisdiction
over the Local Unif's financial amd -zdministrative affairs as they
relate to public entitites ard the national budg=t. Other members
of the Executive Council are the departmental hezds of the various
government  branches  active in the ILocal Unit. Cther
respensibilities of the Executive Council are:
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- Studying village needs for utilities, services, and activities
needed for the economic, social and physical development of the
villages:

; S
. ; - sl . .

- Articulation of rules and requlations required tc insure proper
and effective comduct of work by govermnental' agencz.es
"operating in the villages: J

- Supervising the collection of government revenues from the
villeges. -

According to Articles 69 and 70 of Law No. 43 of 1979, the
Executive Committee of the Village .Cduncil undertakes management of -
the "Special PAccount for Services ard Develcopment", the functions of -
which are: i o
- = to finance productive projects ard local services within the

framework of the governorate's public service plans;

~ to complete projects in the village where the appropriations
ir the Local Council's budget are iradequate:

"= to raise the quality of delivery of local public services
within the Villege Council's control.

The Special Account's reverues accrue from the follow:.ng.

~ seventy-five percent of the proceeds of the original
tax levied on cultivated land and seventy-five percent
of ths additioral taxes, local taxes ard fees decidaed upon
by the Local Council:

- profits of council-owned projects which are executed on the
basis of “revolving furds" cperated by the Village Council:~’

- proceeds of the ownership of buildings in a villaée
constructed through the Special Acccunt:

- donations, gifts and endowments which the village lLocal
- Council approves, to be assigred to the village;

- allowances and cortributions of international organizations.

3. The Popular Council

Fach ILocal Unit has a Local Popular (ouncil, the members of
vhich are chosen by direct general public elections. At least half
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of the members must be farmers and laborers, in accordance with the
definitions of farmers and laborers adopted by the national Popular
Assembly. The councils must have at least one woman member .

The Village ILocal Pcpular Council shall assume, within the scope
of the district's general policy, control over . the~ variocus' local

utilities and is especially concerned, within @h} limits of laws and
regulations, with::

- preparing t’he village's economic, soc1a1 and physical pian:
- proposing the draft budget, and endorsing final accounts;

- pruposmg means to enllst popular participation through self
motivatica in the vxllage, , .

-

~ extending agricultural knowhow in order to improve and -
diversify producticn ard increase productivity:

- proposing the creation of public utilities in the village;

~ eradication cf illiteracy; family planning; youth care, ard
fostering moral and religious values.

PRTYNPS
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Time in BVS: -3 Years

Introduction
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eastern part of the Nile Delta. Since the advent of BVS project funding.
Shargqiya has become almost a model case of .decentralization, Shargiya
was one of the first three governorates to receive BVS funds, ‘and thus it
provides insights into the longer term impacts c¢f the project.
L7 :
In the first year of project .furding, project planning was hichly
centralized. With the encouragement of the GCE, ORDEV and AID, Shargiya

shlfted the locus of decision-making and project implementation

esponsibilities to the local uhits for the past two years of project
ﬁndmg. What makes Shargiya a- model case is not necessarily the smocth
implementaticn of subtprojects, but rather the cocperative arrangement
established between the local units, markaz ard governorate. Urder this
arrargerment, the villages make project decisions, control implementation
(wit‘x strong pcpular part1c1ratlon), the markaz helps coordinate

civities between tne local units, and the governorate Dro‘ndes guidance
a.nd technical assistance.

I. Decentralization: Supporting lolicy Reform

A. "”he Decision-making Process and Project Implerentation

As we have mentioned, in the first year of EVS furding, decisions
vere made at the governorate level. 7The first such decision was to
oconcentrate BVS furds in urgently needed projects for roads, water
systems ard sewers. From the outset of this assistance, however, the
goverrorate egan a program of “on~the-job" training for local units Ly
having them participate in project selection ard irplermentaticn.

By the erd of the first year public awareness of BVS had - spread
throughout Shargiya and local units had gained considerable experience.
To launch the following year's program, the governorate adcpted the
policy that the BVS program should be implemented as a partnership
between the goverrorate and .the community. Thus, €ach local unit should
be prepared to oontx:l‘mt:va3 all lakor requirements for project execution in

" order to maximize the use of allocated furds. Local unit councils

eagerly agreed with this method, on the urderstanding that they would
have total freedecm in choosing their subprojects ard implementing those

. within their capabllltles. Accordmgly, the oovermorate bLegan to

enchasize the role of the local unit in selecting and executing its

b 4

Sharqua is a 1a~'ge, densely populated gt;vgc:norate located in the - |
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subprojects but reserved responsibility for technical supervision,
financial disbursements and accountability, all of which are carried out
by the markaz authorities while the governdrate itself monitors overall
progresse e

£ L .

At present, the decision-making process .’/i-s{ one of cooperaticn amorig
the different levels of governorate, markaz and village. The
governcrate is inwlved in cocordination of the program, .provision of
technical resources, monitoring of progress, and f£fills in with its
financial resources when gaps in execution occur. The markaz provides
technical assistance, performs accoupting and financial processing, and
follows up on subproject implemeritation. The villages declare their
needs, decide on priorities, seek technical informatio, make the imitial
auvthorization of furds, implement most subprojects, and evaluate outcomes.

In this process, the governcraté receives the authorized {furds. It

sets aside some 5 to 15% of these funds for central implementation of

subprojects servirg wmore than one local unit. Such projects are

inplertnted by the marxaz. The rest is divided among the local courcils
in prcportion to theilr size and, in some cases, according to special
needs. The alloczted sum is sent to the willage to be deposited in a
separate account in the villge bank. Authority to eign checks to
withdraw money from this account is given to the head of the markaz.

The executive village courcil notifies the popular council of the
allocation. The pooular cocuncil members kecome active in deciding upen
priorities. A 1lct cf negotiaticn of diverse interests takes place.
Specialists from the village executive council are invited to advise then
on the feasibility ard technical aspects of different subproject
alternatives. In kxthe case of major subprojects, specialists from the
markez are involved. The communication lines between the villages ard
the markaz are open and are used frequently. Thus, before a final
decision is made, specialists frem the markaz may, for exampk€, affect
the ocutcore of the decision. o

The popular councils advise the markaz of its firal decisions and the
markaz gathers the decisions and reviews them. If there are
miswrerstandings or oversights on the part of the village council (as in
a case where the village's plans exceed authorized furds), the proposals
are returned for necessary charges. The Shargiya lccal cfficials could

not recall a case of interference with a’ choice made by a2 local village -

council. ‘The  governcrate follows the same process for the markaz
proposalse ’ 5

¥hen final approval of plans is granted through ORDEV, the villages
are rotified ard trhe funds released to them. Execution is accormplished
through private contracters, mostly through the local unit with the

-
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cocperation of popular council leaders and other informal leaders. In
the past year, 85% of the subpro;ect funds were used through local unit.

Amplementation and 15% were spent in direct contracts.

Subprojects are thought of by this governorate m terms of equipment
tc be bought (e.g-, pipes). Procurement is’ done by ‘the local unit
officials. ILabor is contributed voluntarily’ By citizens. Simple tasks,
swh as earth £filling, are done throwh subcontractors. In some cases,
pecple donate the money used for contracting to, complete the job.

Oversceing of implementation of subcontracts is carried out by local’

Jeaders at no additional cost. Iocal unit officials consider the
subcontracting to be part of their 35‘6. Other pcpular council menbers
ard informal leaders consider supervision of the process to be a
guarantee that the jcb is done in accordar\ce with soeﬁn.lcatlons. 7

It is important to mote that if a dlspu"e arises hetween the head of

a narkez ard the wvillage popular council, the governorate takes a

supp:)rtlve position cn the side of the village council. The governcrate
is obviously dedicated to stre'gt"xcnmg decentralizaticn.

B. Pooular Participetion and Seif-help

Local contributien is now firmly established as a means for expanding
financial assistence which scretimes represents no more than a catalyst
in the process. In one case, a villege was allocated LE 2700 for a
sewerage subproject. The end product was a sewege disposal system in
vhich LE 17,4C0 was invested. The difference was local contributions.
Tre governcrate has succeeded in enccuraging this system and villages
expect to be called uvpon to contribute wvoluntarily.

In all potable water and sewerage projects BVS are used to procure
raw nmaterials only, such as pipes, fittings, tools, cement, belts, etc.
All labor required (and in some cases, miscellanecus small items) is
‘furnished by thre local wmit commnity as their participaticd” in the
project. In genecral, the value of such participation is estimated ty
25-30% of project costs. In some projects such as sewerage, however,
community participaticn may equal of exceed the BVS porticn.
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II. Institutional Development

A. Gapacity of the Local Units to Select, Dengm o - g :

and Implement Subproiects

Sharqiya presents an interesting case 9@/ both evolvmg local unit
capacities to manage BVS subpro;ncts ard a growing recognition of these

capabilities on the part of higher 1level local officials . in the
governorate and markaz. ' '

The Secretary General of Shargiya governorate was quite candid in

. discussing  the govemorate s _official stand on the precess  of

decentralization as it is experienceci by to level officials. He said
that when BEVS came, the governorate . .could not believe that the villages
would be able to handle such & 1arge project. Even today, he thinks that
it is premature at this time. to give the village control over a project
for vhich it has no trained staff or techncial capability. He suggested
that the markaz level would have been a hetter candidate to do the job:

th2 markaz had accounts opened for comparable projects, had the technical
-p:rent ard expertise, and could supervise the execution of subprojects
ci£1c1ent1y. '

However, he feels that the consistent pressure from USAID, ard
- ORDEV's Interagercy Committee, brought about the change. The governorate
decision makers learned that they had to lie with the movement towards
ccentralization. Reluctantly, at first, atterpts were made to abide in
form with the requirements of the program, such as having a separate
account for each local ccuncil in the village bank.

Now, most governorate officials are confidsnt that the village level
is capeble of execution of local projects. Markaz officials corroborate
this opinicn, Jjudging from the types of demards made upon them by
village representatives. Most importantly, local popular cowicils are
savoring the new roles and insist on practicing their prerogatives. They
are familiar with local govenment codes ard many of those we met are
rather outspoken in deferding their rights vis-a-vis the executive
council and governorate officials.

B. Project Avareness

Field visits in %qwa revealed that officials at all levels of -~

local government frem the villages to the governorate understand ard are
implementing project concepts of village participaticn, amd transfer of
project mplemcntatlon and control to the villge councils.

’
ey 1
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Of the three gcvernorates funded in the first year of BVS (Sharqiya,
Fayoum and Schag), this is the only one where such vertical understanding
developed: Shargiya is also the only governorate of the three which- - -
zgreed to participate in the Management and Planning Seminars (MPS).
These seminars, developed by Chemonics, target project ooncept awareness
to hicher level local government off1c1als” before - these new ideas are ,“
disseminated to the village courcils. t\e).thez’ ‘Schag nor Fayoum agreed to '
participate in the MPS and in hoth, the ‘governcrate and markaz level
officials seemed less well informed about the project concepts - than the
Vlllagﬁ officials who were trained through Vlllage Council Workshops.

Pad
-

II11. Implez’tiéntation Progress
A. Physical Outputs . L /

s

Governorate officials estimate that the BVS project by the end of
this year will have helped  meet about 40% of the governorate's
developrent needs at the villge level...an accomplishment unprecedented
in the gcvernorate's history.

Before the beginning of the BEVS project, GOE furding allocaticns to
govermrates were small ard were used to enhance the development of its
markaz towns. Village develaoment funds insignificant. The total amcunt
allotted kv ORDEV to Shargiya (frcm GCE ailoccatons to ORDEV) over the
past ten vears amounted to LE 1,859,197, or LE 0.524 per capita (cornar
to Faycum's LZ 0.748 per czpita in the same periodj. .

The initiaticn of the BVS program in Shargiya was received with great
enthusiasm. During the three years of BVS activities, Shargiya received
a tetal of LE 10,268,457 with 190 supbrojects in potable water cesting LE
7,200,176, 106 subprojects in roads costirg LE 1,544,670, 76 subprojects
in sewerage costing LE 902,000 amd 51 projects in slaughterhause ard

- communicaticns facilities costing LE 406, 784.

B. E‘inancial Records Keepirg

Shargiya governorate still uses a centralized system of accocunting as
all local unit accounts are kept at the markaz level. FHowever, each
local wnit keeps sirplified cash flow records that provide it with funds
allotted, received, disbursed, and balances on each subproject. Furds
for each subproject aré deposited in the local unit's bank account at the
markaz. Signatory rights are vested either in the markaz or regquire the
co-signature of the executive head of the local unit and a representative
of the markaz. In any event no funds are disbursed without a
disbursement request ("Form 50") signed by the executive head of the
local unit. The local unit retains files cn each subproject containing
subproject specifications, studies, design and pertinent financial data.

o



- II-6 ' : .

In addition, the local unit maintains separate data on the 103

maintenance account deposited for its use by the gcvemorate.

Accounting records were examined at t‘he —goﬁemrate ard the markaz.»
as well as at the local units visited.  The system, as in other

~ governorates, iollows the GCE accounting ’ system with modifications ard

additional formats devised by ORDEV/Gaemm’cs‘ to standardize financial
kinformation reporting on BVS sulprojects. Records are adeguate for
recording and reporting all financial transactions related to the BVS
program. Quarteriy reports on each BVS subproject are prepared by the
local unit and forwarded to the appropriate markaz. They are reconciled
arnd incorporated into a quarterly report for all local units under the
markaz’s jurisdiction, then forwarded to the gover orate and in turn to
ORDEV. Financial data extracted from governorate records was tested ard
cross—checked with records at . the markaz and local units visited and
found to be ccnsistent. However, when the same data were cross—-checked
with the computer printout obtained from ORDEV, there were discrepancies
in the 1982/83 records.

IV. Technology Transfer

A. Techinical Assistance ard Training

2s in Shag an? Fayoum. technicl assistance and training did mot
begin in Shargiya until the fall of 1982 and project awareness seminars
1{Village Courcil Voorkshcps) were not introduced until mid-1983. By this
time, most third-year funding decisicns for BVS had already been made amd
a centralized mode of program ranzgement was well established at the
govermorate level. -Nevertheless, Shargiya dramatically charged its
systems of project implementation in the direction of decentralization
during this past year, ard training and technical assistance appgar to be
a catalyst for this transformation.

The technical skills oriented training was well received and
appreciated in Shargiya. Governorate officials expressed a good deal of
pride in what they called their "fully staffed dsirectorates" (of
housing, roads, etc.) which supply technical assistance to the villages.
Consequently, they felt that techrcial skills training offered through
BVS primarily at the v111ag»° and markaz levels complemented their already

fairly scphisticated ldvel of technial skills at the governorate level.

A1) officials interviewed recuested additional training in skills for the
construction and management of water systems, roads, sewerage, drainage,
etc. They would prefer to have this training conducted in the
governorate, and mest felt that more scophisticated training in these
areas is required. Several officials defined the ideal case as an

-
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on—going program of technical skills training, offered in the afternoons

for technicians employed during the morning that would necessarily have
to be offered in the governorate, possibly at the markaz level. One
suggestion was made for greater governcrate<contxol of the courses.

_B. Maintenance Awareness and Performance A

— gt By L,

The GOE contribution of maintenance fundg equivalent to 10% of BVS
allccations are deposited in a separate accunt and transferred to each
lcal unit for their use. A complete financial status of this fund is not
available at the governorate. We were advised that such data is kept at
the local wnit and may take four to,five weeks to be available in order
to make a conplete record for all wunits.

Field visits indicated that_ all maintenance funds have been deposited
in interest bearing accounts (9% per annun) and remain largely
wntouchad. Only one village, Sanhour, had used a portion of these funds
to procure tools amd spare parts for a local workshop. Generally,
awareness of maintenance needs and the use of this 10% fund is low.

V. Private Sector Promotion

A. Direct Impact

Approximateiy S50%3 of subproject contracts in Shargiya were let to
public sector firms. The remaining half were split in volume between
gmall private sector firms and local unit labor contributions which
should e considered a private input. Because of the volure of BVS funds
entering this governcrate, this stimulus of private sector ccntracting
firms is considerable, recardlless cf their relatively small share of
subproject oontracts. Previously underermployed lccal labor was used
substantially throughout BVS subprojects, which had a direct impact on

" local vages. -

B. Irdirect Impacts

As in all BVS cases, the improvements in roads, water systems and in
the goverrorate sewer systems has coontributed to the economic
revitalization of the countryside. New stores have cpened along road
networks, new forms of transportation appear and trade hes increased with
the resultant two-way Benefit in prices to the local inhabitants.

New housing starts are found everywhere in Shargiya. It is difficult
to assess what percentage of these are attributable to the repatriation
‘of furds from Egyptians working abroad, but it is clear that improved
local services have influernced the selection of relocation to villages in
preference to the cities.

e
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VI SOCICECGSCMIC IMPACT

The direct impact of the BVS project in terms of wages paid the local
lakorers, or incomes to local subcontractors,,. is less than found in other
governortes such as Fayoum. The emphasis oo’ ‘Aocal donation of labor to
conplete "subprojects is partly responsible for this situation. This is
more than made wp for, however, considering the subprojects’ effects on

imoediate cquality of life, ard even more so when we examine the long
range 1mpact. )

e
-~

The cuality of rural life was substantially improved thanks to the
project-related infrastructure built. Local contributions dramatically
increased the wolume of subprojects ccmpleted. The value of water
subprojects increased by at least 25% due to local contributions.
Sewerage systems were increased by at least 50%. In - at least two
specific localities, Alakma and Bahnabai, the total wvalue of the
subprojects ccmpleted was more. than 4003 of the initial BVS investment
that served as ssed money.

As a result -of this investment in better roads, water supply and

severage systems, villages (which already had electricity) were

considered by inhabitants as better places to live in. Wrere villages
were near to major towns suffering from housing shortages, it was

cerved that sume pecple chose to live in the village and commute daily
to their work.

Roads built facilitate movement to and from the villages, to farms ’
ard to toms and markets. Small trucks ca.rying produce ard animals are
a familiar scene on the roads, generating inccome for their owners ard

‘users. A&s in Fayoum, it is reported that property values increased

3-4-fold in areas adjacent to newly constructed roads. This trerd is
rore roticeable where the governorate paved rocads after -BVS furds
provided grading and graveling. The increase in property values meant
small fortunes for some landowners. Such property sales were either for
residential or tusiness buildings, or for poultry and cther productive
projects. ‘

_ Water ard sewerage systems constructed bhelped improve village
sanitation and cleanliness. This is instruzental in making villages
safer places to live #h, particularly for children. Sewerage systems are -
connected with drainage canals already in existence, which are in turn
connected with a main drainage canal leading from Cairo to Manzala Lake.
It is Qifficult to ascertain the extent to which the new sewerage
systems’' output would mean an increase in environmental hazards. This
issue has to be studied in a comprehensive fashion.

i e b AR [ . R A T S I,
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Telephorne ard telegraph services are now being established in the
villages. The cbvious benefit of these is to facilitate communications

with nearby cities. The villagers appreczate the ablhty to communicate 7.,

with relatives working abroad.

The Jlong-range impact of the project; 15, expccted to be dramatic

fmdeed Efforts to encourage local develcpmem‘ﬁ in Egypt date back to the

early 1230's. Attempts were made to engage village inhabitants in a
process of identifying their problems and needs, devising solutions to
these problems, and working collaboratively to implerment these
solutions. Though the approach was bascially sound, the government was
never willing or able to divert _any significant funds to suppert- the
process. Now, in Shargiva, the same sound approach is being attempted

ith the timely help of the BVS funds. Self-help is considered. part and
parcel of the effort. This teids fo create a spirit of self-reliance

that we expect will have far-reaching effects on the. develcopmental:

potential of rural areas in this governorate.

As people participate in project activities they feel they own their
roducts. ey are expected t6 help maintain and keep them up. Their
confidence in thermselves and in the efficacy of their loral government is
increased. This should mean 'a lot in terms of the develooment of their
localities. Ve were impressed by the spirit of cptimism that colored the
l“f‘USSIO‘.s with pomlar courcil mernbers.

e
.
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' SOHAG GOVERNORATE

Time in BVS: 3 Years A ' o

Y e i - —- A Ve
Introduction _ e

,o

Apart from the desert governorates, the Governorte of Schag is one of
the rost disadvantaged in Egypt. It is located far from Cairo amd is in
the heart of Upper Egypt which traditionally. has lagged bchind the Delta
goverrorates in institutional ard physical development. It is ot ‘a
major tourist center, has few amenities for wvisiting government

£ficials, and suffers from the highest level of out-migration of all
governcrates in Egypt. Given this backgroundand the consequent general
lack of attention Schag receives from the central government authorities,
it is not surprising that Schag remains one of the most underdevelcped”
ard certralized gowerrorates in Egvpt. It is nevertheless the assessment
of the BVE evaluation team that with additional funds, a lornger destation
pericd fer project input ard more project supervision and
awareness, greater decentralization is possible and would be productive
in this governcrate. BVS has had an important impact on the quality of
rural life in Schag regardless of the centralized mcde of |, project
Inanagercrt, ard i '
loc) capecity bulldirg.

t

I. Decentralizaticn: Supperting Policy Feform

Decentralization is still a new and relatively untested concept in
Snwag. Oificials at the coverncrate level are proud of their centralized
management and control of all developrment programs, whether EVS or GCOE
furrled. In the justification for this approach, they point to.d lack of
cualified personnel at all but the governorate level, the general low
level cf developrent in the governorate, and the pressing development
needs which they feel can be addressed only by governorate ccordinated
programs. :

Conversely, several local units visited by the evaluation team

" “demonstrated a capability to identify and address their own develcprent

needs with creative se}lf-help mechanisms- and local participation. These. -
local initiatives are the seeds of decentralizaticn largely encouraged by
BVS. ) . _
In tre first year of BVS fundirg to Schag, all project processes were
controclled at arnd Ly the governcrate. When the BVS project agreement
corditions ware more enfcrced in the secord and third year of fundirg,
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the governorate transferred some project implementation responsibilities
to the markaz, surremdered the 10% maintenance funds to the village
councils, amd encouraged the local units to contribute manual labor for
laying water pipes. ’ o

) f

~ A. Lecisicn-making and Implementatioﬁ

,_" N ’ Ll

s

P S ___.7( - - e e . - . ;
After the first year of absolute projectfcontrol at the governorate *

level, a mixed system of governorate decision making and partial control
- of implementation at the markaz level was-established. At the outset of
BYS, the governorate determined that all funds would be used for the
improvement and expansion of recads and water systems—-both priority
governorate needs. The funds have beén therefore placed at the disposal
of the Directorates of Roads “and Housing (the latter being also
responsible for potable water). Project locations are determined on the

basis of population, needs and,cost.: These project decisions are sent to
the respective village councils for approval at which point

recommendations may be made on charges in the exact location of a
particular road or water system. Any nodificaticns made in the plan by
the village council require approval of the markaz ular council.

S 2

The governorate-wide master plans are then ratified by the goverrnorate
popular ocuncil, (after which the Directorates of Roads and lousing assume
implerentaticn responsibility, each using a different aporoach. Tre
Directorate of Roads advertises bids for the whole package of road
stb-projects in the governorate. When the contract is awarded, copies of
th> contract are sent to the markaz for follow-up. For the water
subprojects, the Housing Directorate secures the necessary water pipes
centrally (from Siegwart Co.) and these are distributed to the markaz and
villages. Fumds for buying fittings are released to the markaz which
supervises the installation of the pipes. The villagers dig the pipe
ditches and later do the land filling as a local contribution.

¥han porticns of the work on rozds are completed, as certif}ed by the
local wnit representatives, the Directorate of Roads authorizes payments
to the contractor from funds deposited in the Central Bank of Schag.

The wvillage 1s basically at the receiving enrd of this process
regardless of their cpportunity to "recommend" changes in road or water
systems lccation. Their only role is in labor contributions and the
certification of work completed.

" -
Id

B. Popular Participation and Self-help

The cnly example of popular partiéipation in Sochag has besn mentioned
above, i.e., the organizaticn of village labor to dig ditches for water
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pipes amd later to fill them in. According to some reports this effort
is often undertaken in a festive atmosphere of commumty cooperation, and

upon notification of the arrival of the pipes, the popular council «V",
menbers and infcrmal village leaders orgamizé the digging and flllxng‘

cperations, often completing the job in as 11ttle ,as_24 hours.

Beyond this alreadye ev1denced local enf;hus1asm to contribute labor

to village improvement projects, other vilYages indicated a willingness
to make up to 50 percent equivalent value contributions of labor for
projects for sewerage (sewerage projects have not yet been initiated).

In the case of one village, B;ngﬁ, the village COUDCll raised fundq
,equﬁvalent to five times the BVS™ allotment for the village (LE 170,000

compared to LE 320,000 from BVS) for projects which they selected,

contracted for, and supervised. 'Project mnagement concepts taught 4
through the BVS awareness seminars contributed in thls case to the

ability of the village to implement these activities.

II. In.ééitutional. Developrent
A. Loczl Unit Capacity

It is the opinion of the evaluation team that the local units and
markaz in Sohag demcnstrate institutional capabilities beyond the
present level of authority being delegated to them by the governcrate.
The local units in Schaj appear neither more or less develcped than those
of the cgovernorates in Egypt where decentralization has been successful.
¥hile it is true that Schag suffers from an acute shortage of skilled
technicians due to ocut-migration, the local units and markaz have already
demonstrated an ability to handle project implementation ard would like
to have greater participation in project decisicn-making.

The Governor repeatedly stressed his cpinion that most viﬁge local
unit chiefs were mnot of a high enough caliber to execute EBEVS
subprojects. A differentiation should be made between technical skills
cf the lccal units and their institutional capabilities. While the
Governor's point is well taken that neither the villages nor the markaz
have sufficient technical skills to design subprojects or supervise the

~enginesring comonents, the local units and markaz have shown cabability

of choosing projects, ,ehoosing project sites, and generally supervising

implementaticn with the technical assistance of the markaz, governorate

and line rinistries.

Both the two merkaz ard the four village units visited by the team
felt that they had the capability to plan amd execute projects with
governorate technical supervision. The previously mentioned example of

s
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the village of Binga whi'ch manages all stages of its own funded projects'

is a case in point.

L4

A. Project Awareness and Understanding - f,

. The level' of project awareness in_ Schag 'is’ mixed.’ While the
" governorate participated in the Village Council -Workshop (VW) program
designed by Chemonics to disseminate project concepts, it did not
participate in the Management and Planning Seminars (MPS).. These MPS's
were intended to precede the VOW's and introduce the broad range of
- decentralizaticn corcepts at the higher levels of local government. An
- understandable conflict arose between”many village councils which had
. been apppaised of their rights and -responsibilities under BVS through the
VCW's and the governorate which remained firm in its centralized approach.

,7 A L .
Most village officials demdnstrated an awareness of their rights with

regard to the projects, particularly in project selection .and simply had "

acquiesced in governorate procedures. In at least one village, however,

cowrcil meabers learned little more from the VOW's than that the project -

was American Gevelcpment assistance and that there would be roads ard
water projects. "wWe don't have a role", was one response.
7

III. Implementation Progress

A. Fhysical Outputs

Over the three years of the BVS program, Sohag received LE 10, 380,285
and laurched 78 roads subprojects and 242 potable water subprojects.

For the project fiscal year 1980-81, 45 potable water projects were
corpleted in 45 villages for a total of LE 2,2€8,000. Twenty-six of 23
- yoad construction projects undertaken were completed in 14 -different

villages at a total cost of LE 1,151,000. Total experditures in Sohag
during 1980-81 were LE 3,439,000. :

In 1981-82 the value of work completed ‘on 147 potable water
subprojects in 49 villages was LE 2,129,000. With the addition of 9 road
subprojects still under way (LE 991,176 disbursed), a total of LE
3,120,176 was spent in Schag in 1981-82 of the LE 3,450,000 allocated.

) ) _

Finally, in fiscal year 1982-83 a total of LE 1,732,976 has bteen

disbursed from an obligation of LE. 3,450,000. Fifty village water
subprojects (LE 1,288,100 disbursed) are currently urnder way and 41 of 50
village road subprojects have begun (LE 466,867 disbursed).
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B. Fimancial Records

Al) accounting functions for the BVS program are centralized at’ the -
governorate level as a data gathering point: Accountability for various
furds urder EVS 1is fragmented ard responslbﬂltles _are distributed

according to types of disbursements. zﬁollowmg illustrates the /

expenses accounting centers.

Poad Suboroijects: All accounting functions are carried out at the Roads
Authority. CQuarterly reports are forwarded to the governorate showing a
detailed breakdown of subprojects cgtegorized by local wnit and markaz.

The data reflects furds allocated, disbursements, ard valuation of work
completed.

#

Water Projects, Vells ard Plmps, Procurement of Weter Pipes:  All
accounting functions are carried ocut at the Ilousing/Water Authority.
Quarterly rerorts are forwarded to the governorate showing a detailed
breakdown of subprojects based ¢on each local unit amd rmarkaz. The data
show furds allocated, disbursements and value of work ccmpleted. They
also show size and lergth of pipes p:ocured and delivered to the local
u:ut....

Pipe Fittiras ard Installaticn Costs: All accounting functions are
carried ocut at the markaz level. GQuartery reports are issued to the
governorate siewing allocations and disburserents for each local unit.

The gowerrnorate synthesizes all data and issues a cuarterly report to

ORDEV detailing all subprojects as to type, funding allocaticn,
disbursements and valuation of work ccmpleted for each local unit,
growed by rarkaz. Accounting records were examined and proved to follow
GCE accounting systems. Test checks between CRDEV and goverorate reccras
showed scme armissons in the computer printcut, e.g., in CGrerizat local
unit data. The formats used to report financial data are~the sare
standardized ones develoved by ORDEV and used Ly the governorates. It is
apparent that the BVS program has had a direct effect on capacity
building in the financial vreporting area, as it has - develcped
capabilities at the governorate to synthesize ccllected data and rmenitor
each subproject separately as collectively by markaz and governorate.

. IV . Tecnmlcx;y Transfer

A. Fuman Resources Develcoment

The development of human resources anmd technical training in Schag
throuch BVS is as centralized as the project decision-making.  All
participants in Chemonics' technical training were selected by the
Directorates of Poads arnd Housing in the exclucive areas of pump_set

P
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maintenance (42 trained) and road construction (7 trzined). 1In addition,
45 village records keepers were given a cowrse in accounting in
preparation for a plammed GOE transfer of accounr,mg unit respons:Lblllty
from the markaz to the local unit. . -

This tralmng, vhich was not mplenentzd mth ‘the third year of
project funding, arrived too late and was o'f»!msu ficient magnitude to
have much effect ¢n BVS project 1mplementat1csn or upon the acute iack of
technicians in the governocate. It is clear however that more technical
training would help develop markaz arnd governorate capabilities. The
courses cffered by Chemonics were appremated and the participents were
enthusiastic.

s
PO

It showld be moted that neither Chemonics nor ORDEV were ever ‘cited

~as sources of tecnniczl assistaive An the subprojects. All - technical

assistance came from the governcrate -or markaz level. '

B. Maiptonance Awarcness and Perfc,r rance

The GOE ccotribution to the BVS program of 10% for maintcnance of
suberojects is transferred to cach local unit for administraticn and
vse.  Yach local unit, as it chooses, tritutes up to 25% of this fund
to its rarxaz tc create a central maintcname vorksheo.  In at least two
local units visited, the village has spent a portion of the furd on
purchasirg tools for its own workshop. All local vunits were usirg the
hardbook developed by Crhemonics for managing and using this maintenaznce
furd.

V. Prorotion of the Private Sector

The Govarncrate of Schag has used a mix of private ard pubI ¢ sector
contractors for project implementation. During the first year of fuding
most contracts were let to small private contractors. However, due to
delays in ccopletion, the governcrate awarded all second and third year
subproiject contracts for roeds to a public sector ccntractor. In the
water sutprojects, all pipss were procured from Siegwart Co., a public
sector manufacturer, ard labor came from local contributions. In some
cases, smaller private  sector subcontractors were employed under public
sector firms. . In any event, the exact ratio of private to public sectcr
inwolverent is @ifficult to determine.

Nevertreless, the direct impact on the private sector from BVS is
evident. QMany s=mall contractors ard local irndeperdent laborers were
erployed through the project.
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While it is very difficult to measure, irdirect effects of improved .

roads and water systems are considerable: new transportatlon services
appear, the volume of goods and persons transported increases, new shops
open along these transportatlon links. -

VII. Socioceconomic Itpact: v .

A. Direct Impact

The direct impact, i.e , the flow of funds, of the BVS projects m
local units of this governorate, is moderate. In the first project year
_small private contractors were .awarded most of the contracts for
completicn of subprojects. However, because most of them were unable to
complete them in time, the _governorate decided to advertise one
comprehensive bid for all road sub'aro;;ects in the governorate, a policy

sujgested by the initial USAID ccnsultant (see I. Asmon, Technnical and

Ecoromic Aspects of the Egyptian BVS Program, USAID, Cairo, April 1979).
Tris meant that one large contractor would be responsible for execution,
a large public sector company in this case. Consequently, the project
furds would not protably be spent directly in the lccal units. We
learned, towever, that the contracting company did use scme local private
subcontractors to implement the widely dispersed small subprojects. This
must have benefited the local econcmy. The myriad water subprojects are
inplemented through the local units, reaning wages for local citizens
doing the excavation and technical 3jobs c¢f installation. This has
resulted in stimulation of the 1lccal econcay and develcerment of
entrepreneurial skills arong those involved from the private sector.

B. Irdirect Impact

The impact on the quality of life in the villages is substantial.
. The Governor felt that the project has addressed two of fhe most
important services needed by the people in the governorate's rural areas,
narmely roads and water. Scme fifty percent of the needed roads and water
subprojects are beirg implemented througn BVS funding...a dream dome true
for the villaeges. Some of these villages previously did not have even a
dirt road leading directly to vhere homes are located. This is a "giant
leap” for Schag into the beginning of the -20th century at least,
according to the Governor and another top off1c1a1.
}

Executive and popular courcil xr'embers as well as ordinary citizens
vhom we interviewed felt that roads were an absolute necessity for the
creation of a more "dynamic" village. Roads do improve the flow of
produce and manufactured goocds to and from the villages, and they have
indeed contributed significantly to stimulating the private sector. The

e




- I1-17 | -

result is better prices for farm produce and lower prices for formerly

artificially high priced manufactured goods. This is expected to have a

very fawrable effect cn the village “ecencmy:- On the other hand,
movement of persons to and from the villageis fac111tated. For those
helding joks in the small towns nearby, life has ‘become easier. Where
" secordary schools are located only in the m’arkaz,, 4owns, the ‘roads can
mean the difference batween attending and‘{ " not attendlng school:
formerly, students had to stay the week’ ‘with relatives in the town, or

rent hard-to-find accomodations meanirg financial hardship for parents,

or drop out of school. With roads, many students can commute dally.

il
Also, recent surveys Ly the gmfernorate authorities indicate that
hecavse of road access, some town dwellers who have businesses or, are

employed at the governorate capital are moving their residences to the

surrounding villages {usually back amongst their families) and commuting
te town. ,

Providirg the villages with -a reliable supply of potable water has
satisfied ancther basic need in rural areas. Before the BVS project, the
cld purps could ke ocerated only a few hours a day. Now, with new purncs
installed and in oderation, amd old pumps used as standbys, the villages
are assured 24~hour service. Not only have old users benefited, but
tlere are many new users.  In one village, - there were 1200 househeld
ccrnnecticns whore there are now 2000 house ccnnecticns registered with

the local courcil. This is helping generate revenue for the local

council.

.

e %
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FAYOU4 GOVERNORATE

Time in BVS: 3 Years B

L P e oA T ) )
Introduction ' Lo i

The governorate of Fayoum is an extensive ocasis-like area lccated 110 ¥ms'
southwest of Cairo (its water actually comes from a major canal from the Nile)
and is bordered on three sides by the Western Desert. Despite its relative
proxinity to the capital, Fayoum's wéry distinctive character differéntiates
it from the Nile Valley governorates. Fayoum has followed its cwn sense of
directicn in the decentralization process. In general, the -picture of
government in Fayoum appears to be crne of partnerships between the governorate
and the village councils, with the markaz level somewhat sublimated.
Hevertholess, the governorate maintains substantial oontrol over local
decision naking and over BVS project management. -

Fayoum was cne of the first three governorates to receive BVS furds at the
outset of the PI480 Title III program in 1978. The patterm established, of
local wiit  project selection (and  implementaticn in most cases) with
considaerable governorate control provides an interestirg alternative model of
decentralization for the more traditicnally centralized goverrnorates.

The team has oObserved that less—developad govermorates such as Fayoum terd
to feel a reed to rmaintain stronger central mechanisms cver the villace units -~
until more trust is developed hetween the levels of local government and until
thz local units prove their capabilities throuch experience. This aprears to
be a2 common stege in the decentralization process, ard is the situaticn in
which Fayour finds itself.

I. Decentralization: Supporting Policy Reform”

.

A. The Decisicn—-making Process

At the outset of BVS funing early in 1979, a USAID/Cairo consultant
worked with the governorate to establish priority areas for BVS projects. A
" governcrate-wide decisicn was made to channel these furds, based on village
selection of subprojects, into improving water supply, drainage (many villages
and homes are situated below the water table), building access roads to
villages, and other related services. The local councils were subsequently
advised by the governcrate of the program's objectives ard informed of the
range of project chcices eligible for funding.
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The popular Jocal council normally met several times to come to agreen‘ent
on a list of subprojects that they felt represented their people's needs ard
which fell within the parameters of the BVS program. The 1list was then
sukmitted by the head of the local executive council to the ! plannirg
directorate in the governorate. The directorate considers subprojects
sumitted by all local units and coordinates them. . The ultimate selection is
made by the governcrate, but is clearly Da/sed cn- 1ocal unit requests. The
markaz, in many instarces, with the partlc:Lpauon of the govornorai.e,
collaborates with the local unit in performing the feasibility studies and:
design of the subprojects. The governordte sends the approved lists to ORDEV
whose Interagency Committee grants final approval. The governorate releases

the furds to the local units to m’alem/ent the approved subprojects.

. -

e

K4

Trhe implementation process"/{s a¥so strongly influenced by the governorate
although the locsl unit remains thé locus of implementation. The local: unit

.get‘* assistance from markaz and governorte technical staff to draw up

subproject specifications, perform feasibility stuwdies, ard undertake the
occm.cns‘ The tech'\ical assistance fees for studies, d&esign and technical
suparvision are determined by the gover'ioxate and cannot exceed 2% of the
“U}‘rl"'O:}-«.«. co-.us._.' Bids are then reviewed by the head of the local unit if
this is within 7its prercgatives, ard the head of the markaz may be also
inwlved if the cost of the subproject is greater than the amount handled by
tte local unit. Contrects are .u.'arded to lowest bidders.

In many instances, after receivirg the lowest bid, the lccal urnit may opt
to execute the project themselves, if capabilities are available. This
rorrally is the case with simple subprojects such as canal lining and e&rth
filling which o nct require extensive technical exp-:rtise. This method of
irplementation was very popular during the first year of the project, but the
situztion  changed in. the second ard third years, when most subprojects were
awarded to private sector companies.

;

In any case, whether a private contractor or a lcal unit’ 1s awarded the
contract, the pcpular council directly ronitors ard follows up the execution
of actual work done. If council members are dissatisfied with an aspect of
irplementation, they call on the head of the local unit. If the matter is not
then satisfactorily resolved, they can go to the markaz council or to the
governorate. As work progresses on irplementation of the subproject, payments
are mada by the head of the local executive council to the contractor (private
contractor or local junit) upon technical certification of completion.
Disbursements must however first be approved by the governorate. Accordingly,
the rarkaz éppoints an engineer who monitors the technical aspects of
construction ard who periodically certifies completion in accordance with
specifications. Such certificates are verified by the governorate as a safety
control, then forwarded tc the local unit for processing arki payment.
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- Vhen suﬁprojects are completed a committee composed of three govérnorate
erginecers ‘reviews the work done ard certifies final completion. Copies of all
designs, plans, specifications armd other subproject documents are kept in the

village local wmit and in the markaz and governorate for future reference. - -~ ~

C. Popular Participation and Self-help

: PR
//”, =

Fayoum has developed a curious system of'/ pooular participation in \-ihlch

the value of local contributions to BVS subprogects exceeds those of any other:

governorate under review here. It is curious in the sense that the local unit
in many cases becomes the contractor for the subproject. Although the local
it receives revenues from project fgms for services rendered, the amcunt JSf
work ccrpleted per expenditure surpasses that of all other governorates. The
difference must be attributed to popular participation (local contributions)
in the form of a discount on labor costs. The funds received by the’ loczal
wnit, minus direct weges paid to hired laborers, are then remitted to “the
local unit budget for other village expenses.

In the area of revenue generation ard self-help, at least three loczl
units in the governcrate have adepted a policy of "“voluntary users fees" for
wvater. Funds collected Ty these villages on new potable water services are
dercsited in the maintenance account for use in replacing and repeiring
mackinery and hardware.

II. Instituticnal Development

2. Lccal Unit Cesacity

A pattern exists in most goverrncrates whereby the demcnstrated capacity of
lccal units to address their develooment corcerns is a direct function of thre
authority they are given, over time, to assume that responsibility. Faycunm is
ro excepticn. Specifically, Fayoum has gradually decentralized authority over
the oourse of successive GCE legal decrees promoting this policy. This
cumulative learning process which began with the establisiment of the "rural
social centers” of the 1%40's ard the “combined units” of the .1930's set the
stage for the idea that t+._ village is the appropriate locus for decision
rakirg.

With the advent of local administration in ‘the 1960's Fayoun was amorg the
few governorates to maxe use of Decree 31/1967 allowing local units to start
their own "eccnomic rejuvenation” projects. Cadres were trainad throuch
direct experience to urnderstand the processes of planning and execution of
small projects to attain specific econcmic goals in the village.

/1
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This process was later strengthened with the establishment. of the
“Services and Develcpment Acccunts" allotted to local units. With the advent
of BVS, bank accounts were already open, necessary books and paperwork: were
ready, and more important, officizls who ~unde1;stood these processes weré - in’
place A1l the same, BYS care in volume, and was quite a test for the systems
in place. It was the first time in the ,hlstéry of -villages for them .to
receive "new investment funds" comparable tof tpose of Beb III (Chapter III)  of
the national budget, apart from the LE 200-500 allotted annually through ORDW
for comnparable activities during the years .of the "oonbmed Aunits” !

A~cording to the Seretary General of Fayoum governorate, "the syste"l waq
forced tc mature quickly." Arnd, thls/proved to be poseible thanks to Fayounm's,
twelve consecutive years of oonsistent application of increasing levels of
decentralizaticn by the three governors holding cifice durirg that pericd. '

¢ ,.’

P

Nothing is more indicative of . Lhe validity of this tban the nromanccd
trermd in this governorate to use lceal units as contractors to implement EBVS
subbrojects. About 80% of the actual 1...ple"ventat10 in the first year was
dore by local units through .the separate “Local Services and Developmznt
Pcoounts”.  This meant that loczl units became involved in procuring supplies,
recruiting personnel, and supervising the actual execution of major projects.
Technical aspects were directly managed by cofficials frem the markaz.  The
goverrorate kept a closz and watchful eye on the whole enterprise in which
its inflvenc2 has remainoed considerable.  Nevertheless, it is increasingly
arparent that the villages have the capability to manage their own development -
projects.

B. Project Avareness and Urderstanding

Vhile it is clear that all levels of local governmesnt in Fayoum have a
clear understanding of the project as it is now being 1*"p1erem_ed in the
governorate, it is unclear whether the local units are aware of their fulil
rights and responsibilities under the EVS grant agreemesnt. OCnly 260 village
council merbers participated in the Chemonics-sponscred willage council
workshmos (VGOvi's) and the gcvernorate as a wncle declined to participate in
the management and planning semirars (MPS). DMissirg the MPS, designed to
convey BVS project corcepts to higher level officials before presenting these
ideas to tle village councils, explains the general lack of understarding of
tl2z original BVS principles. Nonetheless, the present level of project
avareness corresponds well to the goverrnorate's ovmn pro;;ect approach.
Additionsl seminars should be offered as the trué locus of decision maxlng ard
project duthorlty becoires more decentralized.

-
O
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IIX. Implementation Progress

14

. A. Physical Outputs . g . -,

= ot

Prior to the BVS program the GOE allotted 11m1ted funds. to OPDEV which in
“turn allocated--funds to governorates for/” wvillage develcpment activities.
Fayoun received a total of LE 603,831 in the ’1972-79 period and LE 415,425 in
the pericd 1980 through Jure 1983. Thus the total funds allocated through -
ORCEV cver the past ten years amounted to iE 1,019,256, or 1E 0.748 per caplta
in ten years. A very small portlo"x was earmarked for roads, water and
sewsrage projects. Accordirgly, basic services infrastructures outputs were
negligible, or at best very minor “accomplishments in the context of rural’
develcpment. The initiation of BVS activities constituted the first major
effort to focus simultan eocusly on decentralized oc'nlanLratlve ca&;ac:tty
building at the village level and on- dv.—_veloomg the badly needed services. g

In Fayoctm a total of 404 subprojects with an estimated value of LE
9,889,000 have heen urdertaken  in the last three years of projsct spending.
This total includes 123 road subprojects (LE 3,317,874;, 28 water subprojects
(L 2,467,149), 241 canal/sever subprojects (LE 3,887,€68), ard 16 wvaricus
ctlvr subproiects’ (LE 287,087). All first year subprojects (FY 1980-81) have
been completed and roughy 90% of subprojects initiated in FY 1981-82 have been
completed.  Sukprojects hegun in FY 19832-83 are between 34 and 57% completed. -
An estirated pcooulation of 5,408,000 has benefited directly from these EVS
subprojects in Fayoum.

IV. Technology Transfe

A. Technical Assistance

BVS began in Fayoum in 1979. The present techn?rgal assistance
consultants, Chemonics & Co., began their work in April 1981, and actual
training activities did not start until 1982. This meant that the governorate
had established its irplementation practices before the arrival of technical
assistance ccrponents of the BVS program.

. Thirty-seven aCf'OL.rtaan from the governorate received tralmng :
recoré keeping and 38 technicians were trained in maintenancs of
sets. The governoratej ¢fficials cemplain of what they see ac
types of training imposed cn w1dely divergent governorates.
should be consuited closely in the design of specific ty;
tailored to their particular needs. - They cite as an examp ] K7
sets training: these pumps are not used in Fayoum, vwhich hac # oevriral water
system covering all areas of the goverrorate. They believe some training

Best Available Copy
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funds should be transferred directly to the governorate to help set uwp local
training in .the areas of accountmg and management.

.
. -~ i
- Vi . . s L ldd
b

B. Maintenance Rwareness ard Performance 7 ..

Cr

The GCE contributes an amount equlvalent ,t»o 10% of subproject costs. Such
amounts are deposited by the governorate in thHg" ‘iocal unit account to Pe uded
for maintenance. ORCEV does not release - annual BVS allcttments to the
govﬁrnorate until it receives evidence that the 10% amount ‘has been de'\ablted
in a2 gpecial account by the governorate.
. . s
As such funds are GOE contributions, they are deposited in interest,
" bearing sccounts to generate more” “funds. Most local units have rot as vet
tapred tha prircipal amount of this fund, as maintenance needs have not;
arisen. EHoweve, some units have amsed the interest generated to deffay
incentive payments, to procure small tools, ard in a few cases, to erect small
worksnoos with adecmte spare parts.

B. Fipancia! Fecords

Records were examined at the governorate and in sample local units and
were found to ,be adequate for recording and reportirg all financial
transacticns and data pertaining to the execution of EVS projects. The
ac&wntin\_, system follows the GCE system with some refinzrents and
alteraticn Certain program report formats were designed by CRDEV and are in -
use at f.rw gov xrnorate level. These forms are specifically designed ard used
to reccrd BEVS financial activities for each subproject in the governorate.
This methad of reporting standardizes data feedback to ORDEV, thus
faciliteting data synthesis and computerizing.

Each local unit has a complete financial record anm@ file for EVS
subprojects. MNonthly reports are issued by the local unit ard forwarded to
the governorate. In turn, th2 governorate.issues cuarterly progress reports
ard financial data and forwards them to CRDEV. Upcn subprojéct corpletion,
the local unit issues a conprehensive completicn report to the governorate.
The local unit retains complete files on all subprojects. Such files incluce
project studies, feasibility studies, designs, progress rcports and finarncial
data renorts. ‘

The local unit reccrds sampled were tested ard ccmpared with financial
data extracted fram the. governcrate records and no discrepancies were found.
Governorate accol nL..nhs parlodlcauy review the local units' accounts  and
documentations” The acccuntants of the lccal units visited appeared competent
ard they refiected expanded knowledge in accounting as a result of attending
training sessions provided Yty Chemonics. Some accountants had attended
seminars at the governorate level as well as trainee workshops in Alexandria
urder Chemonics' auspices.

e



I1-24
BVS project funds are deposited in non—interest bearing acounts at the
goverrorate level as well as at the local unit level. Although subproject
furds are controlled by the local unit officials, no disbursements are made

without certification of a representative of the governorate. -
- - -~ ~~V. Private Sector Promoti o'x e e
A. Direct Irpact ] ’ o . .

Each subproject has had a positive short-run influence on the villages.
Project funds are usuvally partly spént in the villages themselves. In rany-
cases this has meant the creation of jcks for a limited span of time. In one
spoecific example, about 20C0 workers were emploved Ty the local council during
a period of seven ronths to corplete a massive canal lining subproject. tbre
importantly, it has created technical and business skills which continue to
benefit trhe villages long after subprojects are completed.  EBricklayers ard
particularly those who do the linirg of the canals were trained throush
participatin in these subprojects. Sulcontractors vio worked with the EVS
suproiects continte to o business in the area. In cihe extrerme exarple, the
Tead of a wvillage ocuncil wiwse loczl unit successfully completed a canal
lining project a2s a contractor was called upen to do armother jecb for a large
joint wventuwre in the area. It can be safely sazid that the project was
instroeental in nourishirg & businesslike attitude ca the part of marny local
leaders and in the creaticn of sm2ll private businesses as well. ’

B. Irdirect Immmct

In general, road constructican had the =cst profournd indirect impact on
villaces throgh increasirg the mcbility of persens ard coods.  This has
coered the way for. myriad charges in villace life. Collecticn of lccal
prcduce  for sale cutside local markets became easier. Local businesses
benefited from better transportation facilities. Villagers' acgessibility to
a tost of specialized services available in the larger to.ms was enhanced,
such as visits to private physicians, hospital stays, purchases of spare parts
fcr farm machires, etc. Jfoother effect of roads improvement 1is the
substential increases in adjacent land values which may bereift the lardeowners
inwlved in the short i but could be urdesirable if agricultural lard is
rcroach=d wpon for buildirg purposes. '

Canal lining surprojetts have also promoted new entrprise through giving
better access to the inrer village. Businesses flourish in such areas. We
can cite cne instarce where a pharmacy was established on a newly constructed
roxd elwg with a canal lining project (Fidimeen) which would otherwise have
been iupossible. We do ot doubt that there are rany similar development
el-zvhere. :

H
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VI. Socioeconomic Impact R
The spec1f1c physic 1 infrastructures made possible through EVS, pro;xecj:

furds hawve r=de a recoo: .zable impact upon v1llage life. There is no questlon
that the types of subprojects completed in Fayoum constltute a 1eglt1mate

response to felt needs. ; Y R ’
c . j ." 7 ”"
Roads have obvious socioeconomic beneﬁts vhich we have noted above The

effects of orher types of sulprojects are described balow.

A. Camal Lining ~ | g
// 4

This has special relevarnce in Favoum Streamlets passirg through village
arec at times so deep and steep banked that there is obvious danger” to noarby
homes.  The soft silt banks erode quickly. Roads separating homes from thése
streams are quicklvy eaten away. - Canal 1linirg means nrot only walls to
strergtren v banks of these streams, but also the creation of a "rcad" and a
dreinzge system for subterranean water which is essential to protecting
miildings. It is also said Ly villagers to be important for the safety of
small childrean. Te canal lining enharces the appearance of the wvillages, and
ladies wash their pots and pans where steps are fashioned in the stones.

B. Potezble W ater

The importarnce of potable water for human health can harédly ke
overerphasized. In two villages studied in some detail, one had pre—BVS water
facilities while the other, with the benefit of a water surproject had only
two Tours of running water daily. lHowever, we found that the water
suterojects in this governorate had greatly benefited a small markaz toam.
Thoush this may be an indication of tre largey centralized EVS potable water
schere for Fayoum, it also may te an accident of siwall sample size. Ve
learned frem the governorate authorities that the major effort in water
subprojects vas the "strengthening of the major carrier lines serving a whole
area”. This may mean that the benefits of the water slbprojects are
wicaly——if thinly--distributed among villages ard omall towns passed by these
larger pip=lines.

C. Ieong Range Effects ‘

Ve have roted an attitude of confidernce in the future amorg the mamy local
leaders met. These v;llages have for long been neglected ard de pt’.l" as to
what the government would doc for them and their many problems was widesprea
* MNow, they see that the gvernment cares, thanks to American funding, ard that
sormething can in fact be done to alleviate their long—~standing problems. On
the ore hand, this has created a demand for more from the government (and,

possibly, from the U.S.), but on the other hand it has shown that progress is
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possible. A force against apathy and acceptance of the status quo has been
created among the villages and their citizens.

. ny -
— [ - -

;
5

Another trerd which has begun and is expected to show up more in the
future is more integration of the village into the mainstream of governorate
arnd naticnal life. With roads and co:mnunicat{@}s.. improved, the private secter
is coming to 1life. is, coupled with local 1leadership, executive and
popular, becoming more and more involved with markaz @ and governorate
authorities, meane the beginnirg of quite a new sociceconomic situation in |
Faycun. ,_."

rd
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- Introduction T ' Fur g7

Fenufia is one of the eight Nile Delta go\}ernorates and the home of

both Presidents Sadat and Mubarak. Its capital, Shibin El1 Kom, is

approximately 78 kns northwest of Cairo. The evaluation team visited

Shibin El Kem, Menuf markaz, and the villages (local units) of Barheem'

and EBchnai. e

-

- ”

While Menufia is a typical rural Delta governorate, agricultural and

traditic*n?ly conservative, it ‘is the home also of some important
industries and a prestigicus university. Cotton textile and electronics
irdustries eriploy large numbers of pecple and the University of Menufia
has contributed to social and econcnic charge in the area. Despite this
urban basel activity, rural areas are still in a relatively baciwar
atate, althoujh they seem to be iore progressive than most regions
visited by the team.. ’
y

I. Decentralization: Supporting Policy PReform

A. Th2 Dzcisicn-makire Process

Menufia has adcpted a highly cecentralized apprcach to development
under the BVS program. Full progf}:t selecticn ard decisicn authority is
delegated to the popular councils c¢f the local units arrd the governorate
assumes 1o authority to override them. Local vunit  chiefs meet

zriocdically with markaz chiefs for gu1d ance. Village executiv¥e and
popular councils meet every one or two weeks to discuss village
tusiness. The Governcr has seen a great improvement in this process year
by year since the beginning of BVS. Village level pecple were trained to
take on new responsibilities and now both know and demard their rights.
Moreover, village selected projects have consistently been approved on up
the line ‘-‘ﬂ.rougq the Interagency Committee final approval.

This was confirmed at both the markaz and village 1levels. The
Goverror said he welcomes this local 1n1*1at1ve and tries to encourage it
by adding govomordte J.me‘mg to BVS act1v1 ies, as for example in the
aspnalting of local BVS road '

e
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The markaz chief visited by the team stated that he also welcomes
this new aggressiveness on the part of the villages. He dees not see it
as a loss of authority at the markaz level but rather as a chance to find
optimal solutions, working together with the ‘village. ‘This supportive
role by the markaz was also confirmed at the vi‘.[lé'ge level.

I =

B. Popular Participation ' o ,/ U TT o T,

There appoars to be good horizontal and vertical communication
between all levels in Menufia. In Barheem the popular council armd
executive council meet formally weekly and more often than that including
social occasions. The means of enﬁcpg;aglrrg popular participation may-
vary from village to village, but it is clear that the popular ccurcils
are the key. As ore mllaga chief put it, the people elect objective
representatives who 1live in their village anmd they talk with their
representative frequently ard informally. The dialcg is very lively
tlese days because the popular council representatives now, through BVS,
have important decisicns to rake that effect the whole village.

C. Self-h=3

~ In both Barheem ‘and Behnai the village courcil and the villages have
contributed their ‘own cash and labor to BVS projects in order to carry
ocut projects fer vhich BYS funds are not sufficient. For example,
villages in tre satellite village of Gizae put wp LE 500 for a LE 2000
slaughterhouse. The pecple of Barheem contributed LE 13,000 in sard,
gravel and labor to have a road wpgraded. This particular rcad segment’
eventually ccst BYS only LE 20C0. The Governor said that villagers are
reacting to EVS this way everywhere in the governorzte.

In Behnai viilzge the villagers bought the pipe fittirgs, couplings
ard installation pipe—-layer for the water system to stretch it further
ard kuy more pipe through EVS furds. BVS furds were not sufficient to
‘build a small bridge the village courcil wanted in the satellite willage
of Bershams, so the villagers “contributed the substructure slab for the
bridge from villege furds and labor. '

Interviewces consistently stated that the decentralized process vas
ot operational pefore BVS. It existed in the decentralization laws of
the country but not in practice. Projects formerly were chosen at the
governorate and markaz levels, usually by -line ministry local
representatives. Through training and the cpportunity to make important
decisions fecting village development, the decentralization process is
establisned and working. Village chiefs ard cocuncils, for example, have
a much greater sense of respensibility than before.
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In both villages visited it was clear that village councils were not

going to give wp the local develcpment process beguan thrcugh BVS, and

would continue on a smaller scale with their owa resources. It is

reported that some local units already have started to go after their own -~ =~

revermes to augment the process. Through locdl fees and taxes ard

through profit-making projects, villages can ,arnd, dp raise. their owmm -

- develcprent revenuves. In Menufia, some local ,®}$ already have as much- -

as LE 10,000-15,000. '

.

II. Institutional Develcpment
//

e
e

Local Unit Cepacity .

e .

-

Local wnits have full capacity to .select village EVS subprojects and
they have good technical suppert in' this process from the markaz and
goverrorate levels. The village courncils also are inwlved to scme
degree in irplemsntaticn, althouch presently this is limited. Fer
example, contracting at the village level by village courcils is lirmited
Iy ratiomal law to L., 5000, though this varied informally between LE 2CCO
argd 1EX 5400,

In the villages visited, amd within these linits, some contracting .
vas beirg dore by the executive cocuncils. In Barheem, the villsge
controcted for the completion of the water subproiect. )

Scme contracts carnot be managed at the village levels bzcause it is
rore ecorcnical and efficient to batch jobs at the markaz or gevernorate
level for a number of villages needirg the same type of work. In these
cases, village inwolverent scmetimes takes the form of village cowrrcil
representation on the markaz or governorate coimittee for solicitirg ard
judgirg bids. Villege invovlement in thics process usuzlly ccmes only at
its own initiative. e

Cn halarce, village chiefs at both Barhzem and Behrnai felt that more
contracting ard prolject management responsibilily cculd be delegated to
tre village level. This wcould help overcome the ozp that occurs when a
project is selected by tre village but managed by the rax mz, a sztuat‘cn
that was common throuwshout Menufia. In all governcrates, the ORDEV
representative pesiticns at governorate ard markaz levels wsre created in
part becavse of this gape., "

Project Desion

S\ﬁmro;ect cdesign is cdone at both the markaz ard governcrate levels.
Markaz enginesrs carry out basic site locations ard preliminary buildirg

-
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designs and make recommerdations regarding water supply pumping plants.
Governorate engineers are responsible for final structural design and
equipment selection. All design and construction work on roads is
carried out at the goverrorate level by the Department of Roads. When
technical assistance is needed, the markaz -ergineers twrn to the
governorate departments for help. Design drawings é;re reportedly kept at
both the markaz and governocrate offices. The” drawings and technical
files are very incomplete at the markaz level 4nd are inadequate for
subproject review. In general, the designs appear to be appropriate for
corditions in the villages. ’ . g -

Subproject tendering is shared between the markaz arnd local unit.
_All contract work is carried out by private contractors or by cooperative
agreements. Iabor sources appear to be both external contractor

personnel ard local village participation. The quality of construction - -

work is structurally sourd, but the finishing aspects (plasterirg,
painting, site clean up) are generally poor. The rate of construction
progress is acceptable, although work has stopped on some subprojects
pendirg delivery of necessary pumps and fittings.

The environmental corditions of subprojects in the governorate appear
to be reascnahle. . There are some small pools of water near BVS
purrhouses, but no’ major problems were seen. The markaz raintenance
personnel are responsible for correcting the drainage problems near the
pamphouses.  No specific records are maintained on environmental problems.

B. Project Awareness and Understaniing

Throuwghout Menufia the team found a high degree of understarding and
appreciation of the EVS project. Local officials were well versed in
project details and it was clear that there was widespread pcpular
participatican and invovlement. Facts and information tallied at the
varimus levels at which the same or similar questicns were asked.

C. Links with Cther Decentralizaticn Projects

As in other governcrates, there was no deliberate linking of EVS and
other USAID decentralization projects, but there was considerable
complementarity.

For example, sewerage tanks constructed under BVS were being emptied
by trucks purchased tlirough DSF. Fire hydrants which were part of a EVS
water subproject in Bennai would service fire trucks also purchased under
DSF. BVS water would supply tile factories and other projects built with
DDI locans. Profits from DDI activities were seen as a local means of
continuirg with BVS type service installations after BVS terminates. BVS
stations and roads would serve DDI microbus projects. However, there
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appears to be room for information at all levels about the various
decentralization projects and how they may fit together at the local
level. '

’
o= -
Nl S
- .

III. Implementation Progress . -

&

A. Physical Outputs

According to CRDEV records, BVS subprojects in Menufia governorate -
for the first two years included water, -roads, sewerage, filling swamps, -
slauwghterhouse facilities, bus sheds,” lining canals, a small barrage,
fire hydrants, post office, ard bridges. A total of 77 subprojects were
implemented in the governorate .during 1981-82 and arother 138 in
1982-83. Tre increased diversity of subprojects over time is illustrated
by the example of El PBagur markaz, whose local units limited their
activities to water projects in 1981-82 but added a wide range of
additional procjects in 1582-83.

‘Menufia is experiencing  no problems in  completing planned
subprojects. Project ccmpletion exceeds 90 percent, in contrast with
informaticn contained in the ORCEV ccmputer printouts. As of the end of
Decerber 1983, about €0 percent of BVS funds were expended in the two
villages visited. ‘This figure probably can not be extrapolated to the
entire governorate.

For example, as shown in the table belaw, El Bagur markaz nas
experded 94 percent of funds allocated. The table shows that allotments
ard expenditures of EVS furds in El Bagur markaz remained comparable over
the first twe vears of the project, but a wider variety of activities

viere undertaken Guring the secord year.

) The reccrds that made this level of analysis possible were also
broken dowm by village by vear. This kind of information did not appear
to be available in other units visited Ly the team anywhere. The markaz
level ORDEV representative who produced it had taken training in the U.S.
urder BVS {the Bluegrass BGADD program).

LN
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BVS Subproiect Activity in El Bagur Markaz

Item Subprojects: 1981-82 - - ;- 1982-83

Pipes (24285 meters)’ . (27444 meters)
Diesel.pumpsets 18 i - . .

-- -- Electric punpsets T 15 K. et e e s s

. Pump houses : 8 ”{ 7 2 |

" .63 A. transformer ) S
Fire hydrants 9 24’
Water taps 'S 9
Prilled wells : 2 4
Ferry boat ‘ Rl ]
Bus sheds . 8 .
Slaughterhouses B 2
Surrounding wall ’ 1
Bridges 3
Wastewater vault 1
Canal lining 2
Workshops 3
Purp intakes/outlets 2
Foads -7 5000 meters
Furkds allotted LE 391,100 1LE 388,500
Funds expended . LE 365,102 LE 363,840

{93% experded) (94.43 expended)

B. Financial Records ' K i y
Good fimancial records are available at the village level in the two
villages wvisited. Reportedly, this 1is the pattern throughout the
governcrate. Formal records are maintained at the markaz level. -~
IV. Technology Transfer

A. Hurman Resources Develorment

The level of training in Menufia is particularly high in terms of the
total numbers of pecple trained. It is heavily encourage at the
governcrate level. The most effective programs appeared to be the
awareness seminars, which includes training of trainers, village council

rkshops, and planning and management -seminars. Even the information
systems seminar for trainers was well received, thouwgh it was suggested
* that it should be longer amd include practical computer training.
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Training aids such as charts and overhead projectors helped to

clarify presentations, it was reported, and also helped to effectively
train large numbers of peopleo For example, cne part1c1pant in the TOT
seminar went on to train in turn some 403 popmar a3 executive council
members and about 128 village chiefs in the v:.llage works‘rops.

These programs reportedly were ouite efﬁ/eczwe.' In five cases,
wvillage councils withdrew their BVS priority llsts ard plans from ORDEV.
After participating in the village workshops the oowxils .wanted to
revise their plans using their new information and knowledge.

Technical training also was reporteaa’s very useful, but shortcomings
vere also identified: - . :

a) rot enough practical trainings

b) inappropriate choice of trainees in many cases (for exarple,
recple with too much experience to benefit from the oourse, no
relaticnship between the training and trainee's actual job, cr not enough
experience to benefit);

c) poor trainer _stardards, trainers less experienced than some of the
trainces:

d) technical concepts presented and discussed were superficial: more
specialized technicil training is neeced.

B. Maintenance 2vmareness ard Perforrarce

Trere is no formal raintenance plan for any markaz or local unit.
For EVS-related maintenarrce, the local unit provides an advance rpayment
for work performed by morkaz personnel. BVS furds have reportedly teen
used in Menuf merkaz to replace engine batteries amd purchase small hand
tools (LE 450) and in El Bagur markaz (Manawahla and Suk El Dehak-"local
units) to replace ball bearirmgs and cylirnder rings {LE 50).

Maintenance staffs in the governorate are large. At Menuf markaz for
exarple, there are seven electrical engineers, three mechanical
engineers, ard approximately 300 technicians. Most er\gineers ard senior
tec‘*miciar»s ard operators will have attended a Chemcnics trainirg course

on subproject design, maintenarce, or cperation. There are workshops at
the markaz level, tut tbéy gcne*ally have .no facilities, equipment, arc
few tools. AlL majo* repair work is given to prlvate contractors.
Overall, the cuality of maintenance of pumps and ergines is acceptable.
No purpirg eguipment was round to e inoperzble. There are daily
perational records {or pumpirg plants which are kept at the puamping
plants and at the markaz cffices.
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V. Private Sector Prcmotién - ﬁ .

A. Pirect =i
i, F = . .

The local units claimed that all subprojécis  weré done by private
ccntractors, if the cooperative sector . {village and self-help
contractirg) is taken into account. Most contractors came from the
markaz level although oconsiderable village labor was hired “by them.
Tnere terds to be more active private sector participation in contracting
when, as in the villages observed in Mepufia, the projects are relatively

- —small amd there is active village level contracting or at least

participation in the contracting process. P
B. Irdirect
From tle cooverrnorate level on down, there appeared to be clear
recognition of a strong indirect link between establishing basic services
through EVS projects and private sector stimulaticn in the villages. The
Goverror said that the impact goes down to the farmers. Patterns of
farming are crarging, largely through the impact of roads. Farmers are
roving goods easier ard getting better prices. .

BVS water axd road projects are having an impact on the housing
sector, stimulating new construction amd arcillary rcads. Spare parts
shops and plutbers have gone into business because of the greatly
exparded water systems. Tile factories are beirg develcoed with the
availability of steady water supply and the gereral increase in.econcmic
activity, partially caused btyb EVS projects, reportedly is producing an
increasa in commercial shops, workshops, restaurants, etc. The EBVS
slaughterlrcuse in Barheem has encourazced a cattle fattenirg operation
ard increased the nurmber cf cattle slawghtered in the vilige.

-

e
VI. Sociceconomic Impact

The Governor claims EVS projects have had a measurable impact on
living corditicns amd health as a result of rocad, water and sewerage
proiects. In Basheem, for example, before BVS only 150 houses out of
20C0 ‘were served with potable water. Now more than 1000 households are
served. Before, water ¥as available only 10-15 hours a day: now it is
available 24 hours a day. In Bahnel water was extended to the four
satellite villages, increasing households served from 500 to 1500, and at
full service. 2lso in Behnai, services alnog the improved rcad were
themselves improved ard upgraded. A BVS bridge increased commerce

tween tvo villages and saved three hours walkirng time.
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These are examples that came out of interviews. Impacts such as
these should be tracked under the BVS program on a regular basis to help
shed more light on the local development process and the complementarity
between basic local service infrastructures ard_ ,stlmulatlon of the local
private sector economy .

Conclusion ' o

The decentralization process and capacity for local self-help . and
develooment is in a relatively advanced stage in Menufia. Village chiefs
feel there has been a tremendous charice in' local institutions and
CcDablllty sirce BVS was introduced info their villages. They say it has

given them the capacity to plan,” cost, and manage projects, to judge .

priorities, and evaluate corpleted projects.

Villege council members and technicians have had their skills
increased through BVS training and practice, trainers have been trained
to continue the trainirg process, villagers have benefited from their
involvement. One village chief said that he had Gained tremendous
experience through the BVS program and has changed his attitude, rnow
thinking in ambiticus terms for his village.

Ve
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_ BEHEIRA GOVERNORATE
Time in BVS: 2 Years N .

Introduction

Beheira is one of the largest Delta govei'rﬁdéat'és and is located in
the rorthwestern part of the Delta bordering on the Western Desert. It
has 67 loccal units and village councils, all of which reportedly function
quite similarly with respact to BVS project implementation. The

. governorate, with a population of roughly. three million, is in the low to -

medium range cn a relative scale of rurél develcpment in Egypt and at the
“time of the introduction of BVS subprojects was woefully deficient in

decent rural roads and potable water services. Consequently, ‘the -

majority of BYS subprojects are inthesé two categories.

The team visited the governorate seat at Damarhur, 167 kms north of
Cairo, amd the village of Kom El Akhdar in Hosh Eissa markaz. A number
of inpressive DDl (local Develcpment Fund) projects as well as EVS
subprojects were seen.

A problem of particular concern noted at the governorate level is
that of waste water and seweragce disposal. Governorate officials
parcxeive that the extensive water program is creating a disposal problem
and is thought %o be posing a threat to the already dangerously high
Delta water table. The fear is that water levels soon will be high
enowsh to begin infiltrating and dissolving the mud walls of village
housing. The potential health hazard of standing water is also a
cono2rn. Whether or not vwvillage water supply actually coontributes
significantly to the rising water table should be determined.

I. Decentralization: Suprorting Policy Reform

A. The Decision-making Process and Project Implementation -

Decentralization pelicy was working well in Beheira. Popular council
rights and responcsibilities were well recocgnized from the village level
up. There was good cocperation between governorate and village levels
and considerable pride expressed at the governorate level about the
quality ard extent of willage EVS subprojects. A strong argument was
made for more BVS furds té continue + : process. :

Decision making vas made in the usual way under the BVS proé_:;ram with
furds allocated on the basis of populaticn and the village councils
deciding on priorities.

o

v



..

IX-37

In 1981-82 Beheira began 104 subprojects in which LE 2,150,000 (623%) .

was allocated to roads activities and LE 1,160,300 (34%) was earmarked
for potable water pipelines. Accordirng to governorate officials, these
subprojects are all completed. 1In 1982-83, a total” of 105 subprojects
were authorized, in which LE 1,930,500 (56%) was for roads and LE
1,248,200 (363%) was for water, and the current completion rate is claimed
to be arourd 95 percent. The range of subprpject .activity is very
limited' in Beheira. Roads and water account £6r  jover: ‘60 percent of zll
subproject experditures. The remainder was spent #for sewage disposal and
the purchase of small boats.

B. Popalar Participation and Self-help

——— . Popular participation was . de'ronsi_tated by the ve~y complete grasp

arnd appreciation of the BVS progvv"' cn the part of the popular council

visited. In Ko El Akbdar, in far‘t, the popular council seemed to be ™

more an too of aid in charge of pror"ram than the esxecutive council.
Popular participaticon was e>press¢-d also in the excepticnally high level
of village self-help and laber involvement. Villagers contributed 100%
of tlrr lator for the water system and purchased technical assistance and
more pipe with their cwn funds. An estimated IE 58,0600 in labor, in-kimd
ard cash ntributions was used. More than 1000 local villagers were
involved thrcugh lacor contracts in the roads projects.

IX. Institutioral Develcpment

A. Local Unit Capacity

In odditicn to selecting pricrities in Kom El 2Akhdar, the village
cotncil sumervised the water project, which vas carried out wholly by the
village, and it mansged the contracting process for the roads projecg.
An executive courncil sx_bccmul‘.tea was established by the village fcr this
parpose. Based o specifications developed Ybv the governcrate, it
tendered ani reviewed bids and made the final selection. The project
implementation was overseen by the governcrate roads engincers.

3

Subproject design is carried out at the goverrorate level. . As is
common througnout Egypt, all BVS roads are designed by the governcrate
cads departwent. Water projects in Beheira, however, are the
responsibility of the Eeheira Vater Ceopany, a public secter compeny
serving the entire governorate. All public water swplies  in the
goverrorate are a::aoad Ly the BHC as part of a special vorld Eank
assisted project.for Beheira Governorate. OCverall ergineering for the
project is prcvided by the consulting firm Binnie Teylor, Ltd., while
additionzl technical assistance arnd standards are drawn form the National
Orcanization for Potable Water and Sanitary Drainage. BVS water projects
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are generally limited to extensions of BHC pipeline networks, although in
a few cases diesel-driven pumps were purchased and installed. BHC
engineers acsist the BVS subpro:;e"ts with plpehne surveys, designs, ard
some constructicn supervision.

-

Roads construction is done by public contractors, vhile water and

sewage -subprojects are carried out by either tl'\e -1ocal “units- or by
private contractors. The local units have béen highly effective in

“mobilizing self-help contributions on water projects. Each meter of

wluntary trenching, pipeline installation and bhackfilling -saves the
local council! LE 1.50. In Kom El Akhdar local unit, for examle, the

villagers are msta‘l*ng over 10 Kkilcmeters of pipes for an estimated

labor savings of LE 16,000. - This subpfoject is 60 percent completed.
Al)l BVS water subprojects are using “acbestos-cement pipes, manufactured
in Egypt by Siegwart. , ’
-~ .
Roads constitute the pfedomimnt B”“ activity in Deheira. The
qgoverrorate has been namng BVS roads with governorate furds ard interds
cventually to pave all of them. The current priority is to begin using

BVS fumls for paving in 19383-84.

Vater subproject maintenance, includirg BVS pipelines, is periormed
by the2 Bereira Vater Company. BVS maintenance furnds have not yet been
used on water subprojects, although one EC ergineer reported that the

spary  was  requecting release of EVS maintepance fuds from the
governcrate.

Eavircimentally, the BVS subprojects have wmade noticeable
oroverents in the quality ard corditions cf life. Local officials
int to the thousands of new household cornections. Outpatient clinic
visits formerly due to ailments cormected with lack of potable water have
reportedly declined, and the upgrading of village roaGas has ercouraged
greater cormercial activity in the smaller v1ll ges.

8 pte
’1

As mentioned abowve, uaste water drainage is becomirg an 1....1””55’(‘0’11'
urcent concern. The Delta's already high grourcdwater levels are rising
ven higher throuch intensive irrigation made possible by the Aswen High
Dan and officials fear that increased water use will add to this
problem. Innovative soluticns short of costly conventicnzl sewerage must
te fourmd for the 451 wvillages in the governorate. Such soluticns will
pv'owuly inwolve some combination of lcowerirg the growdwater levels,
insulating rouse foundations ‘from subsurfzce darpness, ard collecticn and
disposal of housencld wastewaters. ’

B. Project Awarenecss .

Understarding and awareness on the part of the pecple as reflected
ard reperted by the popular courcil was very high. The cocuncil Chairman



) 11-39
reported that pricr to BVS, although the village council system was in’
place, there was very little action ard practically no experience. The
BVS project has made the courcil viable and active, "learning by doimg",
ard basic attitudes have changed. Prior to BVS and DDI programs, council
members reportedly put their own needs first. -Now, they put the public
interest first ard take a more developmental view, -

e L

=

C. Lirks with Other AID Projects - A

There was a healthy interaction of DDI and BVS projects although this
was not necessarily a furction of deliberate planning or integration.
For example, regular water swbly is a key element in a DDI-loan tile
factory. Moreover, the tile factory was furded out cf profits from a
DDI-lcan woodworking shop and training center. The general atmosphere
for DDI projects reportedly has been enhanced by the significant increase

-

"in basic services: water ard‘‘rozds and their direct and ‘indirect

benefits.
I1I. Implementaticn Progress

A. Physical Outputs

In 19€1-82, Beheira becan 104 subprojects of which LE 2,150,000 (623%)
was allccated to roads activities and LE 1,160,300 (34%3) was earmarked
for potable water pipelines. Acceording to governorate officials, these
subprojects are all ccepleted. In 1982-83, a total of 105 subprojects
were auttorized, of which LE 2,530,500 (56%) was for roeds amnd LE
1,784,200 (363) was for water, and the current completicn rate is claired
to be arourd 95 percent. The rarge of subproject activity is very
limited in Beheira. Fcads and water acccunt for over 20 percent of all

subproject expenditures. The remainder was spent for sewage disposal ard

the purchase of small boats. -

B, Financial Records

A full set.  of reccrds is available at the governorate level.
However, at the local level, informal records were poorly kept. Balances
were not srown nor were budget kalances carried ove from one year to the
next. Further, the EVS proiect money and mainterance funds are kept in a
single account wheread they should be maintained separately. The

governorate OPDEV representative agreed with this necative assessment ard -

said he would move to correct it. The disappointing impact of the
accountirg course in this governorate is reflected in this poor
performance at the locali level.
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IV. Technology Transfer

A. Human Resources Develcoment

- ;
v.‘" N /

The training of trainers program and the Village Council horkshops
seem tp have helped a great deal in bringing /a‘bput an urderstardirg of
the BVS project and the role of decent¥alization and popular
participation in development. It was reported that now all decisicns are
taken by the village councils. Another person interviewed stated that

the Village Council Vorksheps presented the first opportunity for popular

ard executive courcil nernbers to discuss together the problems and needs
_of the village, creating unpzecedented ‘Cooperation between the two local
“branches of covernmant. '

There were problems with the training programs. The disappointing
impact of the accounting program at the local level has been mentioned.
Other corplaints about non-technical training includzd: a) the courses
vere tco short and should be extended to 3-5 days: b) the courses were
too (heoretical, and should include field trips to successful projects;
¢} the courses were not alvays celevent to the trainee, apparcntly the
result of arbitrary traince sclection with too little attenticn given to
the trainees” background and actual responsibilities in the village.

On the wihole technical training appeared to have produced better
results than non-technical training.

B. Maintecnance Paarencss ard Performance

Weer project maintenance, including BVS pipelines, is performed by
the Beheiras Cocpeny and appeared to be acceptable. BVS maintenance funds
have not yet been used .ocn water subprojects, altlough cne BHC ergineer
reported that the company was requesting release of BVS maintenarce funds
fran the governcrate for maintenance work already pe orformed. There vas
initially scme lack of urderstanding by EIC about the procedure £ r using
maintenance funds. Maintenance funds are drawn dowm bascd on bllllngs
for actual work performed.

V. Private Sector Promotion
5T
Rozd and water subprojects were not contracted out to the private
sector in Beheira. Contractors are available for smal) projects at the

rarkaz level, but in the villages visited, the rcad project bid was won
by the Cocperative Society of Housing and Reconstruction, a government
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sponsored organizatin. This village decided to do its own water project,-
as rentioned, a cost-effectiveness decision that resulted in extending
- the water supply system to hundreds more houses .than would have been
possible if the villagers had not decided to volunteer their labtor to the
project.

- v
- v
s Tr

There was a growing irdirect impact of BVS on Jlocal prlvate econcmic
activity. Hecusing ard constructicn vas stnmhtea by paved roads and
water and by large-scale villager part1c1patiah in the roads contract.
Building materials shops were established and small shops and stores were
opered. Vater in ample and steady supply made possiblé scume tile
manufacturing shops which were modeled after a DDI-loan tile shcp. The
water also stimulated develcpment of an /ice factory.

There was a perceived connectién in this apd in other governorates

tween BVS ard DDI type activities. Basic village services are necded,
it was clairmed, to support DPDI  type activities and the- ‘private

initiatives they precipitate. :

VIi. Sccioecononic Impact

were vas substantial evidence in PReheira that BYS had impacted
poesitively on the quality of life. About 5C00 hcuseholds have new water
cocnnecticns in Boch Eissa and another 3000 are about to be connpct.ed
Widely available potable water has helped cut rmorbidity in
vater-borne gastrointestinal discases by scme 50 percent according to the
M2 running the cutpatient clinic in Hosh Eissa. The Assistant Secretary
General pf the governcrate said health nprovomants were widespread as a
consaquence of the water projects.

Roads are regarded as basic to local develcpment in the governorate
ard the villages ard it is clear that the rocad/water coa“blna/;mn is
contributing to scme dramatic sociceconomic c‘na“ges. The incicdence of
rnew businesses has been ited. Another example is the impact on land usc
patterns. Perts of BEeheira are reclaimed lard or semi-desert. In these
regions, rural houses tend to be Dbuilt in clusters or hamlets in the
fields. Viith extension of water to local units, farmers are abandoning
their mud houses in the fields in faver of brick houses in the newly
serviced villages. This terds to add to the total-arable land as former
homesites are converted back to agriculture. Also, new farmers are
terding to build in the ¢illages now rathér than in the fields. If this
is a widespread - ‘phencmenon in Egypt, the economic impact on agriculture
could be substantial. E
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GIZA GOVERNORATE

Time in BVS: 2 Years -

Introduction

In Giza governorate, the BVS program covers six markaz and 39 local
units. Most BVS <bprojects in Giza have been for gravel roadbeds,
crushed stcone roadbeds, potable water  gipes, lining irrigation canals,”’
anmd slawghterhouse facilities. | THe evaluation team visited the
governocrate seat and ORDEV office -at Giza, Embaba markaz, and Shubramant, .
El Barageel ard Kerdasa villages. - '

° The sites visited are transitional areas, semi-rural and semi-urban
in scciosconomic characteristics. For example, agricultural activities
are shrinking and simultanecusly ccmrerce ard small industries are
expanding. Rural culture diminishes as urban values begin to dominate
social and economic life. The villeges visited are quite close to the
Cairc cosmopolitan area. Tourism has influenced various econcmic
activities in these villages.

I. Necentralization: Supporting Tolicy Reform

A. Decision-making Process

Within Giza governcrate authority is delegated to the local umits
wrere pooular oouncil merkbers terd to be inwolved in the assessment of
needs, identification of problems, and the setting of goals, while
executive council merbers are more involved in irplementirg ard
monitoring infrastructure projects. The markaz and goverorzte levels
generally are active in settirg priorities, project design, ard feol lo.r up.

Although authority has been delegated down -to the local units,
governorate officials =xpressed a desire to concentrate BVS efforts in a
few viilages. They also irdicated that the technical assistance needs of
the project were not being met and that more was required from
Chemonics. Governorate Qff icials further claimed that 99 percent of BVS
subprojects for -the seccnd year (1982-83) were completed. The evaluation
team, however, saw at least three subprogec that were not yet co*xple*ed‘
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B. Populax Paxtlc ipation ard Self-help

Local part1c1pat10n in BVS subprojects seems to be very limited in
the govermporate. Private sector contractors do most of the work in Giza
but they generally obtain their 1labor force outside the local area.

- Residents. of subproject villages are nelther employed nor provide

self-help labor on BVS activities.

P ,

. : a S e ’,4'

II. Institutional Development K .

A. Local Umt Capac1tv : e

e
-

As mentioned above, subprogect selection is made by the local unit.-

Project design is carried out at-all three levels. A nurber of  village
courvils have engineers attached to their staffs who assist in the design
of small suhprojects amd are than available to monitor con.,tn..ctlon ard
subsequent operation.

The planning and design of several subprojects appear to ke
que-t;orable. A slaughter}"“’“° subprcject at Shubramant village (Waseenm
rarkaz) and arcther in Kerdassa ({knbazba markaz) both ran out of furds
because of inadequate site investigations. In general, the quality of
construction is adequate for the work undertaken. On a water subproject
in El Parageel lccal unit (Embabe markaz), tle council held up payrment to
a contractor until the final 40 meters of pipe were remcved and correc;ly
reinstalled.

III. Impiementaticn Progress

o

Giza governorate began 65 subprojects in 1081—82 and 27 subprojects
in 1982-83. As of December 1S24, S0 percent of the first year allocaticn
ard 82 percent of the secord year allocation had been spent. During
1981-82 over 90 percent of the governcrate alldcation was devoted to
potable water projects. This propertion dropped to 38 percent in
1852-83, with road subprojects taking an additional 26 percent. Other
BVS subprojects in tﬁa governorate include sewerage, small boats,
latrines, f£illing sva arps, slaughter fadilities, lining canals, post
offices, covemrg drains, planting trees, afd bridges. g
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B. Financial Records

" Unofficial accounting units are established at. the local unit level
while all official accounting furnctions are carried out at the markaz.

Records at the local units appear adequate and are reconciled with ‘the
markaz records periodically.

;o.te

The local units visited had data reflectitd fiinds allocated to each
subproject as well as disbursements. Markaz’ reccrds were examined and
spot checked with data obtained from ORDEV. Some discrepancies wer
fourd in amounts of funds disbursed for subprojects.

Maintenance furnds are kept in _s;epéfate bark accounts of the local
unit with separate records to accourt for these funds.

Ve
-

Iv. Téchnoldgy Transfer

A. Human Fesources Develcpment

BVS training programs in Giza have addressed three issues:
identifying local . needs, pinpointing local problems, and familiariz
local pecple with the decision-making process. Unfortunately, the
governorate records on training are in poor order ard do not correspord
with those kept bv Chemonics.

Participonts in training courses are nominated at the governcrate
level, especially by the ORDEV representative and/or the heads of the
branches of governorate offices (e.g., housing, roads, etc.). It appsars
that top officials in the governorate do not believe in the utility of
the Village Ccuncil Workshops due to the short period of time (three
days) over which they are conducted.

Chemonics staff visit villages conce every two months to” monitor
progress, but there is no follow-up on the trainees ‘after they have
attended coourses. Although the evaluation team was told that the
training progrars have suvceeded in establishirg cooperation between the
local executive council and the popular council, ‘there still appears to
be great need for further ccoperaticn between the two grcoups at the local
level. S _ .

Interviews with tra'fnees at all levels of Giza governorate resulted
in the following comments :

a) There was too much theory ard mot enough practical instruction,
especially in the technical training.
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b) Some trainers lacked knowledge about the real problems of the

village, such as the impact of the family and religion on the decision
making process.
~: - /»,

c) More specialized technical trammg is needed.

B

d) Training should be corducted at the nazlgaz Ievel. which could be
done by grouning tcgether two or three local councils.

e) All ainirg programs, technical ‘or non-tecl'mica-l", .,hciuld be.

corducted over a longer period of time in order to be effective For
exanple, the VGW's should be for 10_days instead of 3. AJ.so, these
courses should be offered at least. orce a year.

: -
B. Maintenance Awareness and Performarce

Haintenance appears to have been neglccted in the gcverhorate. while
the cvaluaticn team saw no BVS subproject requiring immediate

maintenance, some hazardous corditions were observed in a non—BVS water

punping station in Shubramant villege. No BVS maintenance funds hawve
boon expended to date. Loczl units have deposited the funds in interest
earning bank acccunts.

Environmentally, the BVS subprojects have improved conditions in the
goverrorate. Tre construction amd general ippearance of roads, water
projects and canal linings are well suited for the areas in which the
are located R

V. Private Sector Promotion

Being near the Cairo metrcpolitan area, villages in Giza have
numerous cp{x)rtulities to take advantage "of tourism:. hardicrafts ard
other comrercial activities. There are large numbers: of small stores,
workshens, coffee shops, and the like. Similarly, the establishrment of
new housing along BVS-improved roads can be readily seen. Whether these
private sector structures have been directly influenced by BVS
subprojects is not known. The greatest amount - of devolog“eptal charge
appears to occur in villages that have higher incomes and active local
councils. Such villageg also have a. high educational ard occupational
status and exhikit good awareness of community problems,and needs.

3
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VI. Socioeconcmic Impact -

" Rapid change is occurring in Giza goverporatie and local councils Are
generally aware of  their rights and ° responsibiities urder

. decentralization and within the BVS program. ‘The most dynmamic social and

econcmic changes are taking place ir villag_efs- mear metropolitan Cairos
BVS is undoubtedly contributing to these, Cchanges, but the direct
relationship is obscured by the numerous factors at work in this
govermorate that is partly modern city and part traditiomal village.

’
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GHARBIA GOVERNOFATE

Time in BVS: 1 Year

Introduction

o~

Gharbia governorate lies in the middle of"‘f the Delta with Tanta, 85
ks north of Cairc as its capital. In Gharbxa governorate, the BVS

program covers eight markaz and 53 local units where subprojects have .

included potable water, cewerage, roads, telephone offices, community
halls, bus sheds, filling swamps, larrines,” railway platforms, small
bridges, small markets, and lining irrigation canals. :

,.

The evaluation team v151ted tho governorate seat, Tanta t'!&lkﬁ?, andl

Nawag, El Hayatem, and San El Hagar v:Lllages.
I. Decentralization: Supporting Policy Refom

A. Dermlon-mahnd an3 Imale'ventatloq

Gharbia cr'avernorate is in its secord year of the BVS project. The LE
3.45 million given to the governorate is dividaed equally amorng all local
units, so that each of the 53 village courrils receive LE 65,000 each
year. Goverrporate officials want the EVS program to continue, claiming
that three years is insufficient time to meet the needs. T

Decision-raking and project selection in the governorate are
delegated down to the local unit level. In practice, however, authority
over local -issues tends to be shared between the markaz and the local
units. There is some evidence that local officials do not fully

2retand their powers wuder the decentralization policy. Several
villege councillors complained to the evaluation team .about constraints
upon their decision-raking powers regarding EBVS subprojects.  Further
inquiries indicated that the dissatisfaction was probably due more to
chariges in local priorities and to poor maintenance of scme subprojects
than to actual limitations upon local authority.

Both the local unit executive council ard popular council participate
in making decisions op- rural infrastructure services. Some local
officials however do not urderstard well the BVS prccess and are
uncertain as to which types of subprojects qualify for BVS furds.

/ -
y J Y -
S - - ,4,.___/: i -‘-,.“,, -~ R . e

r'
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Project irplementation is generally undertaken by the local unit with

some assistance from the markaz and governorate. Public sector

contractors usually do smaller projects. Local participation in the form
of woluntary labor is sometimes found on road subprojects and in the
digging of trenches on water subprojects.

1. Institutional Development

"‘j . -
Y . S

A. Local Unit Capacity

A number of village councils in narbia governcrate have engineers on
their staffs. This allows the design re€ponsibilities for potable water
and sowage subprojects to be handled ‘4t the local level. Unfortunately,

this delegaticn of technical responsibility to relatively inexperiended . -

individuals at the lowest governmental level sometimes results in lack of
attention to details in the area of cperation and raintenance.

Ergincers with local units have designed pipelirne networks and have
supervised che replacement of both diesel and electric purp sets in water
;:mmr-:, staticns. NO technical plans or designs could be fcud at the

village lewel. Such plans were claimed to be kept for safekeeping at the
hones of the engineers.

III. Irplerentation Progress

A. Physical Cutputs

In its first year of or*-eratlcn (19g2-83), CGharbia gov ernorate spent
IE 2,403,568, or 71 rcent of its LVS allocation. Of these
experditures, LE 2,182,551 were spent on water su‘::projects, 1X 92,092 on
roads subprojects, armd LE 188,226 on other types of SthrOj:?CtSe . Scre
delay vas reported on water subprojects due to problens in deliéry of
pipes. .

Overall BVS activities included water, roads, sewerage, small boats,
filiing swarps, slaughter facilities, fire hydrants, post offices, ard
bridges. The general impressicn of the evaluation team was that
"was proceedirg reascnably well with the exceptions of the
problens described, :\ogaoly those of mdmtenanco (see secticn IV).

E. Financial Records

~
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IV. Technology Transfer

- PR . i

A. Human Resources Develorment

=

The training provided to officials in Ghar'jag,a ‘seeme to have led to -

the improvement of knowledge and functional «capabilities of the
participants. This is particularly true with respect to. technical
training. Some participants attended more than one technical course ard
appear to know their work's requirements well.

e '

-+ In scome cases the objectives of the trainirg courses and the

mterials used were ot consistent” with the participants' backgrounds ard

educztion. This is the result of deficiencies in selecticn of trainees.

In Gharbia the training. appears to have contributed to the
establishrent of good cooperation between the executive ard elected
merbers of the local cowxcils. This cooperation dates to May 1883 when a
seminar attended Ly members of both councils was conducted.

The technical training courses appear to be the most useful of the
training program. The cbjectives of these courses were well stated, the
materials used werc consistent with the objectives, ard the instructicns
were relcvant to real-life prcblers. The courses, however, cculd have
been less theoretical and run for longer pericds. A training course on
drainege was fourd particularly useful. In this program and a French ard
a Dutch instructor presented the Jamaican experierce in drainage.

It i: essential that Chemcnics staff follow up the training of
trainers courses so that they know how the village council worksheps are
subsequently cornducted.  Awareness serinars (treaining of trainers,
planning and management, village council workshops) have contributed to
the develcpment of public awareness regarding the importernce of popular
participation in the develcpmental prccess. -

B. Maintenance Avareness ard Perfcrrmance ‘

The housing department in the coverrcrate is responsible for drawing
up a coverncrate~wide raintenarce plan. The local councils are required
to share the 10% EVS maintenance funds with their respective markaz.
During the first vear, eath local unit wes required to send 25% of their
maintenance funds to the markaz. Scme local units then used cne half of
the remaining 75% for purchases of small tools for a villege worksher
while the rest was saved for future maintenance needs. During the second
year (1983-84) the contribution to the markaz drops to 15% and in the
third year to 10%.

5
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., The markaz use these funds for the support of heavvy equipment and

markaz level workshops. Same local units have established rudimentary:

worksheps with a few tools. These facilities terd! 'to be found in those
villages fortunate to have an ergineer or semor };echmclan v.'orkmg Wlth
the local council. <, g j

Thouwgh construction of roads .and wa{:er subprojects appeared

satisfactory, thare was widespread lack of maintenance. BVS .foads only

six months old were rough and in need of minor regrading or resurfacing.
The governorate interds tc pave all BVS rgads eventually, but neither the

governorate nor the Jocal units have.-provided any road maintenance to
date. -

Maintenance of water ard sewadge stbprojects is very poor. - Vater
purping stations in a Tanta markaz village amd another in Mahalla El
Rubra markaz are surrourdied by pools of water from the overflow of
storage tanks. The overflow pipes need repair so that leakage does not
occur near the punping stations. Furthermcre, general maintenance inside
the pmping stations is irodequate. Attention seems to be given only to
the ergines and pumps but not to the hazards of 1mprop'>r electrical
connections ard general working corditions.

Maintenarce broblems are also found in the sewage projects. In San
El Hagar, for example, a wastevater holding tank sits amidst an expanding
swarmp of sewage. £ is a clear case of improrur use of the facility by
the villzgers and inadequate ermptying and maintenance by the local
council. (Chewonics rerorted this problem in tocber and Novenber,
1983, They reccmmended to the secretary of the village council that the
tank covers be changed and the tanks be emptied every day.)

The environmental problems caused by poorly maintained pumping plants
and sewege subprojects need immediate correction. The health effeots of
such conditions undcubtedly are serious: in the develogpment sense the
existence of substardard BVS facilities poses major. impediments to
irplementing future projects properly. If the technical officials and
local oouncils ¢o not attend to the operatiornal maintenance of the
projects currently in hand, it is unlikey that future develcpmental
efforts will be performed any better. .

The governorate es\.abhshed an envn.ronmental ofﬁce in 1081 and in
1983 increased -its staff with an additional eight engineers and six
technicians. Attempts should be mede to inwolve this office in
correcting the environmental problems  caused by poor operators ard
maintenance of subprojects. :

(no page II-F0).
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V. Private Sector Promotion

As mentioned above, the private settor. is involved in the
construction of water and wastewater subprojects, while the public sector

companies " carry out road subprojects. In, general. private sector

contracting involves smaller activities. Bre

In several villages, the increase of small com&.mal workshops was
attributed to the indirect effect of BVS subprojects.

R S
»
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BENI SUEF GOVERNORATE

Time in BVS: 1 Year

Introduction . R / S
L J; .

Beni Suef is the flrst Upper Egypt governcrate south of Giza. Here the
BVS program covers seven markaz and thirty-eight local units. The majority of
BVS projects in Beni Suef are for roads, water, irrigation caral lining ardd
commnity halls, in that order. There are. also scme projects for markets,
small boats, swamp filling, slaughterhouse facilities, 15 sheds, youth,
centers, sewage units, and latrines. —
The evaluaticn team visikéd the goverrorate seat; Beni Suef, Markaz
Fhnassia, and El Nowaira, Barout .ard El Awawna villages. Based on these
visits the team concluded that Peni Suef belongs in the lower-middle range of
rural development conditions in Egypt. New development activities were much
in evidence but general conditions, especially in the villages, were poor.
The villages in the governorate are traditionally guite conservative in nature.

BVS projects and new construction of private housing and mosgues
represented the bulk of develcpment activity observed by the team. Progress
on BVS subprojects was good; more than 80% were completed. There was a high
level of awareness of these proiects among village council mewbers. They were -°
well aware of the nature and source cof the BVS program and the rights and
responsibilities of the villages in carrying them out. 1is is a good record
espacially in view of the fact that Beni Suef has been in the BVS program less
than two years.

I. Decentralizaton: Supporting Policy Refornm

-

A. Decision-making and Project Implerentation -~

In Beni Suef the GOE decentralization reform has been accepted fully ard
throogh BVS ard DDI projects is being institutionalized at the local unit
level. The BEVS program 1is virtually the first major cepital investment
program to penetrate to the villages, obllglng all levels of the goverrorate
to master the process, of- selecting, manc.gmg and implementing local community
improvement prOJects. The team fournd the process working quite smoothly,
accepted with enthusiasm at the local unit level, amd supported at the
goverrorate and markaz levels even though furds are wholly allocated to the
villages in keeping with BVS project concepts.



el e e e, e T B

I1-53

B. Popular Pafticipation and Self-help

Each year the governorate receives an allocation of LE 3.5 million in BVS

" funds from ORDEV. The govemorate reallocates these furds through the markaz

to local units on the basis of popmatlon size. 1ILocal unit investment
priorities are made by the village unit in a Jjoint .meeting of the executive
and popular councils. Within this forum,- thé jpopuiar council has the -final
word in determining priorities. The executlve ‘council serves in an advisory
capacity amd scrmetimes as an advocacy body. Popular councils are informed

also of the cpinions expressed by citizens. In most instances, it was found
that v1llagers expressed their views informally to their represem_atlves

although in one wvillage, Ennassia, a ponthly- town meeting is held at- ‘which’

populgr views are aired. In El Nowaira, members of the executive council meet ~

in the villages with local residesnts to discuss village prlorl‘.les. -

Fopular involvement is also. expressed through self-help activities. While
less than 20% of owverall value, self-help in the wvillages surveyed was
dernonstrated in the form of villagers' contributions of labor. For -example,
in water supply subprojects, villagers dig and fill in the ditches, scretires

“on a wvilunteer tasis and other times under contract. Private contracters

often use village labor for EVS activities.

In some cases, the village couwcil chooses to stretch BVS funds by
solici..ing volurtary lavor. In Barut, village youths provided volunteer laber
to muild a youth center. The village ccuncil of Barut also has plans to use
profits f*cm DOI projects to help expand priority basic service activities.
In El Nowaira tle popular cocuncil initially wanted to put all BVS money into

profit-making vertures in order to assure a lorg term source of local revenues
for Imsic village services.
-

II. Institutional Develcprent

A. Local Unit Capacity s

The decentralized decisicn-making process described above appears to have
become reasonably well established in Beni Suef in the two years of BVS
operation in the governorate. Village council decisions have been honcred up
through the governorate level. Their decisions have cnly been questicned
where issues of coordination with governcrate sponsored roads projects are
concerned.  For exarpley ™ ds until this year asphalting was not authcrized
under the BVS procgram, the governorate exterded its asphalting operations to
include BVS—constructed roads. The rationale was that it made no sense to
build good roadbeds with BVS furds and then not protect them from wear and

-weather. VWhen a villaxge BVS road proposal exceeds the capacity of the

governorate to asphalt it completely in a given year, the governorate usually

I

oS
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recommends that it be cut back to within their capacity to finish the road
{the example given was reducing the road project from 1.5 kms to 1.0 km).

In most instances, the village council agrees to the recommerded reduction

to ensure that it will be ocompletely asphalted However, in one recent

instance, the village popular courcil turned dmm the- governorate's suggestion
and the road was prepared as the citizens or).glanlly proposed. This is ene of
a growing number of examples of citizens standmg wp for their rights with
higher levels of government and is a result, the people interviewed say, of
popular cauncil experience ¢ained througl" the BVS program. To their credit,

markaz and governorate level officizals in Beni Suef view this village levelr"

indeperdence as a positive davclopr"ept ,and link it with the practice, t=x 1mng
~aind awareness they have e:xpeuenced through BVS.

The capacity of local units. tc  select and plan projects . can best ,be

measured against past practices. In every village visited and even at the
markaz level, the story of the pre-BVS decision process was the sawms: - the
decentralization reforms were on the books and had been evolvirng since 1975,
but since no money came to the villages, village councils and popular councils
had very few decisions of any consequence to make and remained, in a real
sense, ine}:geriex"*c.& ard without power. At the village level, the parception
was that all decdisions affecting village dJevelcoment were rade at the
governorate ard rarkaz levels and that most rmoney earrmarked for the villages
was controlled by line ministries in Cairo. For example, one of the few
investments cm*'m down to the villages was for schools. Ministry of
Education officials at the governorate level made needs assesswents for the
villages and decided what schools were needed ard where. The village council,
pcpular and executive, was asked to epprove the location. This was the eir only
invovlement in the develcoment decisicn process ard their deliberaticn was not
considered as bindirg upon the hicher levels. Except for a few minor
projects, this \..‘stltu‘.ed their only experience. Despite decentralizaticn
reforms and for all practical purpcses, the popular councils and the villages
slept, ard stagnated.
: -

BVS forced the village councils into action, requiring them to study
corditions, discuss options and make decisions about how hundreds of thousarrds
of pounds were to be spent for village projects in a given year. This was a
level of activity scme ten to twenty times the magnitude of amythirg they had
ever experienced. They were told of their rignts and rosoon51b1ht1e= and
were trained in how to exercise them. Today, these same viliages scem to be
very pleased and excited abocut what has happened and with' what they have
achieved. They make aomslons. plan, ard things happen as a consequence.
This is a heady and confidence-building experience.
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Iocal Unit Design and Irplementaticn

" In Beni Suef the local decision making and planning process is way out in

front of local unit authority—and perhaps.-scmetimes capacity—to design and ~

manage projects. All suoproject design is ddne at the governcrate or central

government levels. Road ard water subprojects ,are: d%lgned by the goverrorate
departments of 7roads and water respect/lv ly.” Canal 1lining is the
. yresponsibility of the Ministry of Irngatwn,, while water supply standards are
set by the Naticnal Organization for Potsble Water and Sanitary Drainage.

Even community halls and wastewater vaul ts are designed at the go'v‘-*rrﬂorate_

level. There appears to be little technical capability for either 065191‘1,-"

construction supsrvigion, or malntenanpes at the markaz level. All requests

“for technical assistance must be dirccted either to governcrate engineers or.

to private consulting firms. =~ - -

Forral engineering drawimgs”’ are p eparc,d for some subprojec scts and s*a.ndard
type designs are utilized for cothers. Technical drawings and plans were seen
in the governorate offices but not in local vunit offices. Simple village
laycuts (non-scale schematics) are fourd at the village ccuncil level. In
general, the level of techrology appears appropriate for conditions in the
goverrorate. :

During the first year cf the project, 1982-82, all local unit requests for
sewage subprojects were rejected Sue to the need for more technical

inwstigation. Urder the direction of the chief engincer of the governorate

Directorate of Housirg (and Water), a short sewer line ard septic tank serving
a mosque in Manshiet Asim village were recently designed and constructed.

Terdering has Ieen clesely controlled by the governorate also. In 1982-83
a single pA'v"h.e contracter was selected t carry out all road subprojects.
However, prcgress was very slow and thus for 1982-84 the majority of road
surprojects have been- awarded to a pubic sector firm (The Arab Centractors
"Osman Ahmed Csman”). During both years, the awards were repcrtedly made on
the basis of lcwest bids. Contractors for other types of subprefjects such as
water, sewage, canal lining, etc., are normally drawn from the private
sectocr. In Manshiet Asim, however, the Barut lccal unit decided to construc
a comuemity hall itself rather than use a private general contractor when it
was deotermined that the contractor's price would exceed the subproject budget.

This is consistent with views and attitudes expressed at both the village
“and markaz level that technical assistance capacity, project ranagement ard
contractor supervision \:"o.xld be moved to the markaz and village levels where
apr:v"omlate. .Small contracts could be handled by the local unit while larger
jobs recn.u*mg cocrdination of a number of markaz villages should be handled
at the warkaz level. In general, responsibility should be moved as close to
the project site as possible. lowever, it was recognized that there will be
scme subprojects such as roads that still will require batching at the
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governorate level in order to achieve the critical mass needed to attract
qualified road contractors. .

A , ; v
- {

III. Implementatlon Progress
£ ; J
A P11y51ca1 Outputq and Env:\romental Impacts

Durmg its first year in the BVS program, 19'82-8'3, Bem Suef impleme’ntéd
82 subprojects including water, roads, filling swamps, slaughterhouse’

.facilities, bus. sheds, canal 11nmg, and community halls. The overall .

completion rate of subprojects. Seems acceptable amd no major problerﬂs or-
delays were cbserved.® . : -
-~ H . :" i

#+
s

The general quality of mnstructlon appears to be good and no significant
construction problems were seen. Tnree lcocal roads subprojects of 1, 2 and 7
kms lergths were inspected in El Nowaira local unit. All were in acceptable
cordition, though additicnal shaping of the roadway shoulders could have been
done. It was reported that the governorate intends to pave all the roads with
furds from its regular budget.

No environmental problems were seen that oould be attributed to BVS
subprojects. Two drainags qubv*ojects have made positive improvu"ents in
envircnmental corditions. The first is the sewer amd septlc tank in Manshiet
Asim village mentioned above. The second is a subproject in El Awawna village
in Ennassia rarkaz in which a low wet area has been filled in and a nearby
mosgue has been connected to a new scwage holding tank. A new house is beirg
built at the edge of the fill and the former wet area will soon be the site of
a new yc\.t"\ center for the village.

B. Financial Records

An orderly set of financial records on BVS subprojects waé available at
the local unit level. Official records are malntalned at the markaz ard
governorate levels. However, those records that are kept at the local unit
level were kept by the executive council and not shared with the popalar
courcil. The popular councils the team met with knew very little about BVS
records, particularly with respect to project specifications and costs for
materials used in infrastructure subprojects. While these records properly
should be maintained by ‘the executive council, they should also be avallable
to the popular council.-
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IV. Technology Transfer

A. Human Resources Deve=lopment . o

-

Beni Suef participated in most BVS tralmng programs. Chemonics was cited
as having done an excellent job in development n)anagenal skills anmd techmcal
capabtlity. The effort included mmtormg*’ and evaluation of tralnmg

courses, the results of which suggest that the Chemonics courses were a) too. |

superficial and should be longer: b) pertinent to trainees’ needs-but could be
more practical, especially in accounting: c¢) were tauwght by enthusiastic,;
kncwledgable instructors. - ) ‘

Training records were not kept at village councils but good records were’
available at the goverrorate and .presurably also in the markaz sipcé trainees
are selccted by the ORDEV repreSentatlve at that level. There were connldmts
about the selection process being more subjective than objective.

Loczl umit chiefs had a2 keen interest in training and suggested that to
make it more beneficial and practical, it should ke carried ocut exclusively at
the local unit and markaz levels, making use of local trainers and local
sitvations. O village chief expressed a particular need for move training
in maintenance, ‘planning and accounting. In appears that perhaps training
shoulds b2 concentrated at the markaz level, with strong local unit
. involvement.

B. HMaintenance sareness and Performance

The main problem in subproject implementation in Beni Suef is in the area
of maintenance. Below the governorate level there is little capability for
delivering maintenarce services. Indeed, few officials express any c:cncu:n
over maintenance. Several indicated that no maintenance was expected this
year because all of the BVS subprojects were new. There are no maintenance
plans at either the markaz or local unit levels. As is common throughout BVS
governorates, the local units tend to keep their 10% maintenérce funds in a
bank in order to collect interest. Unfortunately, the practice of placing the
furds in time deposiis makes them unavailable for emergency needs. The Barut
local unit placed its funds in a one-year deposit, while the El Awavma local
unit locked uwp its funds in a five-year time deposit! The results are as
expected: in the area: visited by the ‘evaluvation team, there had been mo
expenditure of BVS maintenance furds. , - :

. ,

Though it was claimed that the local units could do small raintenance
jobs, in practice only the governorate has the technical capability and tre
authority to do so. The secretary general of the governorate stated that he
hopes to develop a centralized road maintenance unit with USAID/DSF
(Decentralization Support Furd) assistance to serve the entire governorate.

-
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Maintenance eppears to be needed on several EVS subprojects. In El
Nevaira village, the new masonry lining along a canal had been broken away to
install an interesting culvert pipe but had not been repaired to prevent
further damage. The BVS rcads in El Nowaira were rough and consequently
limited driving to a maximum of 15-20 mph. Attention is needed to greater
compaction or regrading of the roadbed. Mary ,governorates realize the
limitations of unpaved roads and use nonBVS funds ~for. paving them. .
Unfortunately, asphalt paving can add 50 percent’ ‘t6 the cost of unpaved road
- construction.

Cheronics' training programs do not not appear to have had a great
influence on Beni Suef. Technical officials at all levels claimed to have bad
little contact with Chemonics training programs or field technical assistance.

Overall, exisiting maintenance practices appear to be deficient’and may -
" lead to problems if ignored ia’ the ‘future. Attenticn should. bc. g:ven to
building up maintenance capabilities at the markaz level mth erphasis on
awareness, technical training, and record keeping. , '

V. Private Sector Fromotion

" There are emergirg direct and indirect impacts of BVS cn private sector
develcpment ard activities in Beni Suef. The increase in construction and
developirent through BEVS was estimated to have doubled contvectwg activity in
the arca, though still only abcut half of the EBEVS ntrac:ts go to privzie.
sector contractors. One constraint has been the m.xed feeling amorng vi llaqe
chiefs about local small contractor capability to prcduce a decent product on
tire. Another may be the terdency on the part of the governorate to batch
jobs at that level. This precludes lcocal small contractors and tends to
attract large public contractors. Pushing contracting responsibility down to
the markaz ard village level seems to be a concept whose time has come in Beni
Suef, Yowever. It has worked well in other governcrates and seems tc be a
- factor in high lewvels of private sector contracting for BVS projéc‘.s. Not by
accident, oontracting at these levels seems also to result in higher loc*al
labor participation in contract work amnd greater econcmic benefit to the
villages. : i

vich respect to indirect impact of BVS on the private sector, while cause
and ‘effect relationships are difficult to establish, many examples wer:s citod
locally. These included a) pluxbers ard spare parts stores to service water
systems appeared; b) quarries opened uwp for roadbuilding materials: c) taxi
ard microbus services develcped in response to new and Improved roads: d)
bakeries opened in response to availawility of water connections; e) stores
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ard verdors took advantage of roads, transport and increased economic activity
in general; f) an approximate 20% increase in economic activity was cited in
Parut since BVS, due mairly to roads ard water projects; g) slaughterhouse
facilitiecs resulted in butcher shops; h) .DDI;.loans were designed taking .
i PR - .

advantage of new roads and water services. -

FoatE . E
L - .

e — ) /‘ i
VI. Socioeconomic Impact

e

Pa

BUS programs in Beni Suef are less than two years into their-
‘implementation stages. Thus it is tpo early to discuss their impact od
quality of life and socioeconomic® conditions quantitatively. — However, .
accordirg to village council mémbers, there are visible improvements in.
perscnal clearliness, type of tousing facilities and furnishings, and -public
health. Also, housing and commercial’ activities are escalating; aided Ly the
new roads in villages. The corditions of old roads have been inproved as well.

Another factor ‘affecting quality of life is the cpportunity taken by many
villagers to enmigrate for work in oil-rich Arab ccuntries. The influerce of
their remittances is seen in new housing and mosque constructicn.

s
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RED SEA GOVERNORATE

Time in BVS: 1 Year : - o

(’l
DTN

Introduction gt '

‘ ";"'{,g/" T . g
: This is a desert governorate located some-400 kilometers southeast of
Cairo, stretching some 1000 kms alorg the- littoral of the - Red Sea ard
extending inland to include the Eastern Desert "Red Sea" mountains, south
to the border of Sudan. It is sparsely populated and uostly arid desert
land. The total population is estifiated at 140,000 people, mostly
- Bedowin tribes. - The two most prominent of these are the Bishara and the
Ababda tribes who reside in thé southern half of the governorate where.
most of the BVS project furds are being invested. These trihal groups
live mainly in isolated mountdin communities lacking all hasic services
including water. Outside of the few established towns, no schools exist
ard illiteracy is thus almost universal. Communication with the ocutside
world in the form of radio,. TV, newspapers, telephones, etc., is
non—existent.

The goverrorate is in its infancy stage of development ard has just
begun to create settlements and to develop wvillages. At present it has
five main local village units that will increase to ten by July 1984 and
reach 20 by the erd of 1985. Its main industries are fishing, charcoal
manufacture, goa'. and camel herding. In addition, it produces sore
modest quantities of oil {exploration and production of oil, onshore and
of fslvre, has thus far been concentrated in the eastern Gulf of Suez
area), phosphates, and other minerals. The town of Safaga has
experienced some growth due to an AlD-zssisted port improvement project
for the offlcading of large grain carriers, import of bauxite for the
Naga Hamadi aluninium complex in Qena governorate, ard export of
phosphates fran the nearby Hamrawein quarries ard in the future, from the
- Bpu Tartur phosphates {near Dekhla Casis). -

Due to its geographic location and arid desert environment, progress
in develcpment is slow and very costly. Construction work, for “example,
can cost two or three times what similar works cost in governorates in
the Nile Valley.

I. Decenttalization: Supporting Policy Reform

A. The Decision-making Process and Project Implementation

The Red Sea governorate joined the BVS project in FY 1982-83 ard its
participation is thus only one year old.

-
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Decisions on 2l) governorate matters are cepntralized at the

governorate level due to the fact that its local units are still in a
very early stage of development. There are no village councils appointed
or elected as yet. The governorate thus far has appointed a chief
executive officer to each of its fiwe local umts &o commence development
in the areas tarcgeted.

[ 2 F

~ Consequently, subprOJect “selection, des:.gnf ,énd’ 1mp1ementat10n are

made at the governorate level with governorate popular council
participation. o . )

B. Popular Participation and Self-help

P
~

" No perticipation from the villaca”’iﬁopulation has taken place, as all

projects are awardad to private sector contractors who are headouartered o

at the goverrorate seat, Al Ghardaga.
- II. Institutional Development

. There is no capacity dﬁvnlcn'nent at the local units, as thsy are not
as yet fully formed. -

Conversaticns with villagers ard tribe members revealed scme degree
of awareness of the BV3S project, but no real wderstanding of the
process. Most of {he people contacted stated that they expressed their
desire, throush their chief of unit, to have water projects as a top
- priority reed in their communities.

I1I. Irplementation Progress

-

K. Paysical. Outputs | ) -

During the first vear of implementation, the governorate has started
the execution of five water projects, three village markets, £our
community halls and community stores. As of Februdry 1984 construction
is about 80% completed cn these suborojects, though actual disbursements
of furds are lagging hehind.

\
z

0
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B. Financial Reccrds

All records are kept at the governorate, according to GQOE procedures.
IV. Technology Transfer-

A. Human Resources Development : IR S

The level of participation in training in the Red Seza governorate is
very low. According to Chemonics records, the total nunber of pecple
treined is 69: 3 technicians were trained in the maintenance of purp |
sets; 29 attended a Management and-“Planning course; 22 received '
accounting training; 2 ORDEV officidls participated in a follow-up and
monitoring course, amd 3 governorafie officials had overseas trainirrg. o

There were no training of trainers or village counf*ll worksheps,
since there are no pcopular or executive councils.

No doubt due to the very low level of participation in training,
there are nd records of training available in the governorate.
B. Maintenarce Avarencss ard Perforrarce

BVS subprojecté are too yourg to require any maintenance workss
However, the goverrnorate undertakes all maintenance recuirements,
particularly cn its rcads projects throughout the governorate.

V. Private Sector Promotion

BVS sulprojects are too yourng ard 1ncoroletely developed to have had
ary impact on the private sector. It is worthy of mention thét the
goverrorate hzs adcpted the policy of encouraging © private sector
initiative. This effort began at Al Ghardaga {usually called
"Hurgteda"), the governorate seat, where outside capital is being invited
to develop tourism, capitalizing on the climate and marine recreation
attractions. Some 50 new small private businesses were initiated over
the past two years. &ll contractors used to implement BVS projects are
private sector cont.ractor§ who formed a cooperative to corpete in blddlrg
‘on BVS subprojects. THus far, they have been awarded all of the
subprojects during the past year,

Y

It is too early to gauge any socioeconomic impacts attributable to
the BVS subprojects.
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Introduction

The governorate ~of Ismall*a is s1tuated ald the Suez Chnal betweenf
the city of Suez and Port Said ard has a relat,lvely small population ard
territory. It also includes the eastern bagk of the Canal from Suez to
Port Said (Sinai Penmsula), which is virtually unpopulated.

Strong contrasts are seen between the attractwe city of Ismailia-
with its well developed community, anpd the somewnat forgotten countryside
that surrowds it. The obviocusly-large investment made in this city, the

operational headquarters of the .Suez Canal, compared to the . benign

neqlect of adijacent rural areas, indlcates the general status of
decentralization in the governmorate. Ismailia has adcpted.one of the
most centralized aop*‘oach‘*s to development in Egypt and the basic project
concept of local unit control t’hrough BVS project activities has been
largely ignored.

In defense of the covernorate and its development methods, however,
several important factors mist be considered. First, Ismailia is still
reccovering f{rom the physical, economic and social damage suffered during
a 25-year pericd of four separate wars with Israel. The GCE apparently
concentrated its limited recenstruction funds after each of these wars in
the city of Ismailia. Secordly, technically qualified pecple are a
scarce resource in the public sector amd are therefore o'ﬁ.y available at
the govermorate and markaz levels. Ironically, Ismailia is the hocme base
for Egypt’s largest and most successful public sector construction
corpany, The Arab Contractors (also referred to as “"Osmen Ahmed Osman",
after its founcder). which provides its extensive technical expertise to
the governorate by contract. Third, the economic and psychological
importance of this governorate, encompassing most of the Suez Capal, has
led to a GOE policy of appointing young, dynamic leaders. to the important
governorate - posts. T™his enthusiastic leadership has tended to
concentrate resources and control around itself, and is more involved in
local decisions than less dynamically staffed governorates.

Given the capabilities that exist at the governorate level, this
approach is not surprising. Nevertheless, the result is disappointing
from the standpoint of cjecentrallzauo'x and BVS project aims. Fourth,

. this is the first year of BVS funding in Ismailia. As other

goverrnorates, Ismailia has failed to cecentralize project activities in
the first year of project activities. -
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I. Decentralization: Supporting Policy Reform

In a amxious twist of perspective, the _Secretary General of the
governorate noted that Ismailia has established 'a system of "perfect
local autonomy” with complimentary governorate te/clini,ca;, assistance. The
twist comes in-the  definition of "local®./ In broad terms, the
governorate .. executive council of markaz chief§ coordinate local
development plans after soliciting “wish 1lisfs” from the individual
maryaz and villages. The executive council of markaz chiefs is in fact a
- governorate~appointed body of district level representatives convened at
“the ogovernorate. The suggestions from the village level are considered
just that—suggestions—ard are largely. ignored in subproject selection.

s

Tne Decision—-making Process

.
-

Village units, hoth popular and executive councils, are asked by the
goverrorate to set develooment project priorities for their local unit.
These corbined village "wigh lists” are sent to a ocommittee established
at the markaz level sprcifically for the purposes of BVS. This markaz
level committee is chaired by the chief of the markaz amd includes all
village executive chiefs and heads of village popular councils within the
markaz. The coomittee then establishes subproject reccomendations for
its markaz. The corbined package of rarkaz subproject reguests are then
trancmitted to a BVS camittee at the governorate. Members of this
committes include e Directors Ceneral of Housing and Foads,, the markaz
chiefs and governorate Director of Ruwal Development.

The governorate EVS committee has the ultimate decisicn-making
authority o©n  subproject selection. Subprojects eare selected from
propesed markaz lists on the basis of predetermined governorate
develonent  plans.  No . village executive or popular cocuncil mernber
participates in this committee nor has recourse if the projects for his
village are turned down or ignored. ‘ P

B. Project Implementation

The governorate of Ismailia has established separate procedures for
road and water subproject implementation. All rocad subprojects are
manzged Yy the Directcrate of Roads at the governorate. Thne total
. ocontract for thzse rcads subprojects was given to the public sector
construction firm "The, Arab Ccntractors® vhich then subcontracts
individual subprojects to private sector companies. Water subprojects
are managed directly at the individuzl markaz with the supervision of the
governorate Director of Housing. All of. these subproject contracts were
let to private sector firms.

At no stage of project implementation does the village get involved.
Popular participaticn is nen-existent. ) .

-~
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II. Institucional Develcpment:

A. Local Capacity | v ‘

3 ' ta . ¢

It is obvious that the governorate and mar)c_a",/zf'lgyels cf government in.
Ismailia have develcped substantial capacity t6/address governorate-wide
development concerns. The directorates of housing and roads have been
strengthened in their project desion and  implementaticn capabilities
throuwsh EVS experience and training. To a more limited degree, the local
unit executive chiefs have also beryﬁted from the experience of
participating in the markaz leve¥” project selection committees.
Nonetheless, the local wnit itself-—popular ard executive councils--have
not heen given the opportunity to psrticipate in either real project
decision-makirg or implementations” It /is impossible to address the issue
of their cepacity, given this situation.

B. Project Awareness and Understandirg

EVS project awareness exists only at the governcrate and markaz
levels. Project undarstanding, at least in terms of the LVS tenets as
erbodied in the Prpject Crant Agreement, is somawhat distorted at these
same levels of local government. The governorate is convinced that it is
addressing tre most pressing needs for basic services through the EVS
project. Furthermore, the governorate takes great price in its extencive
committee system to determine BVS pricrity subprojects and to implement
the swWprojects. Vhat is missing is corprehensicon of either the cgoal of
or bternefit from decentralization which was intended to be extended to the
village unit level.

In theory, and according to Chemcnics' reccrds, almost all of the
village courcil memrers in the entire governorate attended the wvillage
council workshops (VCQW) sponsored by Chemchics. Thirty-seven senior
mexbers of local government were briefed in the project cencepts through
Cremonics Management and Planning Seminars vhich preceeded the VOW's as
part of the overall project awareness campaign. Three governorate level
ORCEV representatives were sent to the U.S. for specialized rural
development trainirg.

We were astonished to find that no one we met in this governorate saw
anything wrong or inappro?riate in their approach to EVS project decision
making and implezentation. Village executive council merbers interviewed
knew little rore ‘zbout BVS then that it is U.S. government assistance.

.
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III. Implementation Progress
) »
‘In the f.‘rst year of project furding, three water su‘bpro:;ects were

urdertaken wvalued at LE 291,000 and nine roud. prOJects, for IE
1,200,000. All subprojects are reported as bemg 500% Ccompleted.

Financial Records 9 o

Financial records are available only at the governorate and markaz
levels. When subprojects are completed these records are supposed to be
’_tr_ansferred to the local units. i

L
- S

o

IV. Techrology: Transfer

A. Technical Training

In additicn to the project awareness seninars menticned ahove,
Ismsilia porticipzted in a number of technical tralmng courses offered
by Chewonics. Seventy-three. technicians were trained in maintenance of
pup sets, 18 engineers participated in a road construction seminar, two
technicians - were zrained in drainage, and 20 lccal record Kkeepcrs
received training in accounting.

Officials at the governorate level felt that technical trainirg
shovld ceontinte in expanded form if possible.  Recommendations for
improvencnts incluled offerirg more courses at the governcrate level in
spnmf ic areas of project corcern that have arisen through irplementation
experience, such as rmaintenance awareness.

B. Maintenance Awareness ard Performance -
All 102 maintenance funds are retained at the governocrate for the
first year, along with the interest, ard are then disbursed to the local
units. ’
The team's interviews indicated that only the village executive
chiefs were aware of these furds. Ko maintenance has been conducted to
date. - R '

-

i
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V. Private Sector Promotion ' :

- £,
o~

! N /.r vy . 'i'
It is too early to evaluate the impact of BVS on private sector

pramotion. However, all subprojects have been /implemented by private

sector companies even in the case where road projects were contracted en -

masse to a public sector firm.

”

VI. Socioecoromic Impact
e

e
~

Regardless of the mode ard lécus of decision-making and projgpt

implementation in Ismailia, it i3’ clear that BVS subprojects address

pressing development requirements ‘for infrastructure.

A distinction needs to be made here between governcrate ‘and village
develcprment needs. While these subprojects service large segments of the
population, several subprojects clearly ignore specific village needs.

A case in point is the local unit of Sarabium (Serapeur). ORDEV and
governcrate records show an allocation of LE 900,000 to this village.
The village executive council mermbers, with the exception of the villege
chief, were unaware of the availability of these funds. The governorate
Jevel BVS committee determined that these funds would be used to build a
reqgional road connecting the completed section of the Ismailia highvay
with the most distant markaz, Fayed. The new road, 3just ccrmpleted ard
being asphalted at governcrate expense, presents tremendous potential to
stimulate intra-governorate trade and cormerce. New village businesses,
primarily services, are being established alorg this road which will
effect the economic welfare of the adjacent villages. The point is,
Yowever, that this road should have been built at goverrorate or central
ministry expense. BVS furds might have been better used to ptovide
access roads from this road to the villages lying off of it. As it is
now, o consideration has been given to access roads or bridges from this
road over carals to the villages, so connections remain inadequate.

Village welfare would have been better served if the villages made their
own project selections.

" - . ", . g . -

Best Available Cdpy .
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APPENDIX 1II.A

TRAINING

FEn

R I ’ .

The principal objectives of BVS are to help put into practice the GCE

lorg-standing policy of promoting governmental . decéntrahzatlon and to

upgrade’ the country's rural infrastructure. Fhis.can be achieved by

utilizing popularly elected village councils as-'the basic institutional

locus for identifying local needs and problems on the one hard and

planning, irplementing, managing, and maintaining projects set up to meet
these needs on the other.

e
Designed ard imple’nented in supporf of these objectives, Chemonics'

training activities, begun in December 1981 with the assictance of ORDEV |

ard the governoratea, are aimed ak: a) intreducing BVS activities to
local pecple, thus spreading awaréness ©of the project; b) eguipping local
personrel with the necessary }mowledge and skills for successful ard
smooth execution and cperation of EVS subprojects, and ¢) familiarizing
local poople with the importarce ©Of popular participatior and self-help
in raising their 11v1ng .,tancards.

The purrose of thlu sectmq is two fold: <Z<irst, to describte axd
analyze what has béen attempted to realize the aims of training, what
went right, vhat went wrong, and most importantly, why; and sccord, to
make reconnerddations on tie wost appropriate course of action to follow
in the future.

Analysis is based on observation of two training seminars (in Charbia
ard Alexardria) ard discussions with participants and instructors, as
well as visits to ten governorates where two types of questicnnairos were
administered, the first designed to assess the opinion of governorzate,
narkaz officials and village chiefs about training and the secord to
assess tre traineces' reacticns to the training programs they attended and
the impact of training on their knowledge, skills, and capabilitieg. In
addition., some of the issues presented in this section for consideration
by all involved in BVS activities are based on discussions held with
CRDEV ard Cheronics staff with a view to assessmg thelr achievement,
opinions, ard plans.

1. Chemcnics Training Activities

Between Decerber 1981 2and the end of February 1984, Chemonics trained
approximatley 22,0C0 pecple in 20 governorates. Training programs have
been designed to have an impact on ungrading the knowledge and skills of
those engaged in the planning, implementation, maintenance, and

_monitoring of local infractructure projects. The programs developed,

III-1
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selected ard offered by Chemonics can be divided into three categories.

.a) Technical programs: These programs are designed to provzde local
people with the skills required for the 1nplementat;on ard maintenance of
village projects. Maintenance of water pump sets, construction and
maintenance of roads, drainage, sewerage, and accpunting programs fall in
this category. By the end of February 1984, néar]y 1200 operators, 750
technicians, and 275 engineers have been trameﬂ/ in the maintenance of
water pump sets. Appreximately 230 technicians have been trained in the
maintenance and construction of roads, 54 - engmeers in drainage, 26
engineers in sewzge, nearly E0C persens in accounting (i.e., one
~accountant for nearly each one of Egypt's £69 village local uni ts).

Also, 140 persons received tram,nq in coaputer programming ard ”

informtion systems.

b) Nen-technical training: ,.These programs are varied, and-have
included "awareness seminars’—training of trainers (to conduct) village
ocouncil  workshops, plarning  and management, and follow-up and
monitoring. The largest porticn of pecple receiving training, about 75%,
are t(rose imvolved in the awarensss seminars. A training-of-trainers
progran (100} is an intensive two weeks' course for goverrorate and
markaz  officers and village chiefs in the concepts of plsnning,
deeentralizaticn, EYS project  aims, feasibility studies, etc.  These
prople thken conduct three-day werkshops for each village ccmr\cz." in their
district, couveying the concepts learned in the TOT program to village
councii membors.  Suoplementing the TOT programs and the village council
workshmps (WW) are the wvillage level incroductory plannirg and
mancgement sesinars in which owver 1150 village executive and popular
council chiefs across 16 governoratcs participated. The -cbjectives of
these seminars are to explain ard clarify the role of difrerent levels of
local goverrcent (cgoverrorate, rarkaz, village) in BVS planning ard
management, to create | public awareness of the importance of local
participation and self-help, and to develop villagers' abilities to
identify ard solve BVS subproject implemeniation problems Table. A on
the following pc.ge shows a breakdown cof the number of tralz‘ees ard types
of courses deélivered by Cremonics from the inception of .their effort to
the erd of February 12¢4. '

Wezknesses in GCE planning and management for BVS subprojects at the
markaz, and sometimes at the governorat level led Cheronics to devalop
a new planmrg and rramgvzrcr»t course avmir.g at clarifying the role of
markaz officials vis-a-vis the villages and governorate, irproving the
‘participants’ skills and” knowledge in project planning and management,
ard deve lomng their decision-making and problem—solvmg capabilities.
Tvo such szminars were held so far, the first in Minya in Janvary 1934
where 56 markaz and governorate senior officials, markaz ergineers and
plannirg directors, ard a nurber of village chiefs participated, and the

r
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uaky 29, 1984

P -

Coursé : - - Type of,Trainee Number
Maintenance of pump sets ” épefators 1188
Technicians 746
o | Construction & maintenance of roads TFechnicians 229
= P
g Drainage Engineers 54
g Sewage 7 Engineers 26"
é Accounting . Accountants 876
é Computer Programming ’ Governorate, ORDEV |
: persons 10
Information System SeminarJ(?rainers') ORDEV markaz reps. 130
- TOTAL TECHNICAL: 1532
Awareness Seminar: Trafning of Trainers Trainers 156
2 Village Council
= Workshops Popular & Executive
g Council lMembers 15985 |
“ | Follow-up and Honitoring ORDCY officials 51
<1
E Markaz/Governorate Planning & - Markaz & Governorate
% | Management Seminars Senior officials 122
g .
Z tarkaz/Governorate Financial " Markaz & Governorate
S | Management Seminars officials 46
TOTAL NOH-TECHNICAL: 17522
U ' 13 -
=  Training of Trainers 10
=
(] PN
é Training of Engingers 10
g ‘Trainingwof Senior Officials 13
5 | oRoEv oFficials | | 3
© ' TOTAL OVERSEAS: 36
GRAND TOTAL: _ 21090

Best Available Copy',
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secord in Gharbia in February with 66 participants including heads of
technical departments at the markaz, ORDEV representatives at the markaz
and goverrorate, ard a village chief from each markaz. We unrderstand
that Chemonics is scheduling a third such semmar in Qena during the
second half of March 1984. -

. =

. ¢) BVS overseas training: This was a 12—vfée& program offered to 36
Egyptian officials including a senior manager,"l engineer, and trainer
from the eleven governcrates who joined BVS in 1982, and three officials
fram ORDEV headcuarters in Cairo. The program included classroom
training in the U.S. in rural development management, rurai development
training methads, and skills appllcatlo} laborat.ory. Complementing the -
classroom training for senior managers ‘were field trips to South Korea,
India, ard Saudi Arabia. The ratiorale for this training was that .it

offered very useful exposure to other development technologies applmd in

different cultural settings, thus ex] panding awareness, . knowledge, ard
furnishirg implementation ideas to be tried in the participants' rural
areas. In addition, the training was a motivating factor for rewarding
aid reinforcing leadership behavior in a critical area of development.
Overseas training was alco considered the most effective way to enharnce
teamwork and to t*’ans‘er techniology from one culture to ancther.

I ¥

Tne three cgtegox es of local government personnel upon vhom  the
success of decentralization policy is largely depercdent and who were
intendaed to be str.vngtnhned ky this type of training are a) the training
spacialist, who 1is responsible for assessing training needs ard
determinirg types of training recuired; b) the ergineers and technicians
vhose function is to design, implerent and maintain local projects, ard
c) the senicr officials resconsible for the creaticn, support maintenance
ard coordination of viable local institutions.

2. Course Selecticn amd Develooment

L
Course selection arnd development have been  the  exclusive

responsibility of Chemonics. Courses designed and corducted in the
initial stages of the project were selected on the basis of a -fairly
owicus nesd to provide the basic knewledge ard skills required to
Ocerate BVS subp 1”0]ect:s. This has been the case in the awareness
serdnars and the technical training courses. Once courses were selected,
curriculum committees were formed to design the contents. In the case of
the maintenance of water; punp set, for example, a five-man committee
(four engineers from the Ministry of Acrlculture and an engineer from the
Ministry of Industry) was formed mth the primary task of determining
vhat course materials and manuals have already been developed and used by
‘the GCE ard its related institutions for the same skill areas. These
- materials were examined, reviewed ard tested. As a result, new modified
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manuals were prepared. Chemonics then selected the instructors, invited ™
the trainees to test the new manuvals, and introduced - necessary
modifications. Finally, these manuals were printed and used in
delivering courses. Instructors were authorized to make minor changes in
the training materials based on local condltlons rw1thout referrlng back
to Chemonics:.

i, PR
. i e e AT
3. Course Locations B G

—pa

Existing training institutes and centers run by the GOE and its
agencies have been selected as training sites. Each center has been
re-egalpoed through BVS funds and provided with the facilities required
for the delivery of the new training pfcgrams. Governorates were then-
rotified of the location of each course and the nurber of trainees to be
rominated for each program. Additional courses were held at .the
goverrniorate seats. / ; :

’
s

4. Chservations and Trainees' Reactions

a) Course visits: Mermbers:of the evaluation team observed two
training sessions, an information systems seminar for trainers at
Merandria and a markaz/governorate plarning and managerent seminar at
Gharbia. The first’ was designed and conducted to prepare select e1 markaz
and govermorate officials to train village councils in tec nical data
collecticn and the installation and/or irprovement of maintenance of
project records. - Chemcnics instructors and ORDEV  represecntatives
assisted in the delivery of this seminar. The 30 participants were
mainly markaz and goverrorate develcpment officers, scme of vhem
previously attended a TCT course. .

It was observed that the particimnts who seem to have ccrnpreherded
the concepts taught in the seminar ware trose who had attended the TOT
course. Others appeared to have had difficulty in ur(:er._\tarr’mg sQine
issues discussed, such as use of maintenance . funds and the iiportance of
record keeping. It is doubtful whether they will be successful
trainers. Yet, it is only fair to comrent that the semirar was lively
ard interesting, discussions were coen and useful, and both participants
and instructors were enthusiastic and dynamic. :

-

Discussicns held with participants revealed the follewing:
a) there were too many participants for effective discussions:
b) the seminar should have included a visis to one of the BEVS

subprojects where each participant could apply as an observer what was
learned in the classrocm:
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¢) there sl'x:ul& be continuous follow-up of part1c1pants after they
return to their staticns:

ay examples of success in other countnes ~should ‘have been: dlsvussed
in the seminar, and

e) the seminar--should have been conducted/ pver a longer perlod of
tllnec I ‘J -4

Apart from the above shortcomings, the seminar was reported by
participants to be very useful in strengthening their data collection and
record keeping skills ard in prepanng thom to spread these concepts to -
village units.

-

-~ »

The mrkaz/governorate plannmg .and management seminar at Charbia was
particularly interesting and weful, considering the variety of subjects
discussed: data analysis, feasibility studies, decision-makirg ard
problem~-solving, coordination of BVS activities with other GCE and AID
programs; ard the relationship between officials at different 1local
government levels. Discussions vere interesting, especially the one with
the Governor, which fccused on the issues of popular participation and
voluntary local firancial support to supplement BVS fuids. All
participants’ reactions to the seminar were favorable.

b) Goverrcorate reviews: These were based on visits to ten
governcrates. Our cbservations,: by governorate, were as follows:

Giza: Tcp officials do not appear to believe in the utility of the
3-day village council workshops; more training is needed to strengthen
cocoeration between the executive and elected merbers of local unit
councils; all programs should be lorger: familiarity on the part of
trainers with loccal problers 1is necessary for the success of training
progrars; there is a need for more specialized technical tra1n1ng.
technical training is the mozt useful type of training. - ’

Beni Suef: Participating in most training programs; Chemonics did a
good job in deweloomg managerial skills and technical capacity; one of
the few governorates in which Chemonics has successfully monitored ard
evaluated training programs; more practical training is needed; training
can be rmore useful if comcentrated at the markaz: local unit chiefs
- perceive the need for additicnal BVS related training. ’

} e

Beheira: Training hds had disappointing impact; courses were too
short to be effective; training terded to be theoretical; some
participants were selected arbitrarily; however, technical courses were
more successful than non-technical courses.
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Menufia: Very high level of participation in training: the awareness
seminars (TOT, VCW, P&M) were the most effective programs; very useful
technical training also; more practical and specialized technical
training is needed; cgovernorate top officials are enthusiastic about
training; Chemcnics has made an excellent effort- m this governorate.

) Gharbia: Good technical training pmv1ded°/th 1mpact of trammg cn
cooperatloq between executive ard elected members of village councils is
notable; was some inappropriate selection’ of participants whose
experience proved incompatible with course “contents; the most useful
technical course was one on drainage; visits by Chemonics staff are
needed to insure the effects of courses on upgrading capabilities.

Ismailia: There is need for more awareness seminars:; technical
tralmng “should continue ard be more spec1allzed., ‘ -

Red Sea: Governcrate has not as yet formed local unit councils; very
low level of participation in training; no awareness scéminars were
corducted; no records on training available; extensive arnd intensive
training is needed in all areas after development of local unit
administrative bodies occurs.

Fayoum: Feluctant to participate in training programs offered by
Chempnics; law lewel of participation; only 38 persens received technical
training in the wrole governorate, on pump sets; no one attended
construction ard maintenance of roads course.

Sharaiva: Trainirg covxtrlbuted significantly to decentralization:
hich level of participation in training; more training in mmtenarce of
water purp sets, oonstructicn and maintenance of roads, sewage and
drainage is reeded; Chemonics training programs had an ou;sLardlrwg impact.

Schag: ‘Training is insufficient to have impact; more technical
training is badly needed; training courses aimed at developing ruar@z and
govermncrate capabilties in project management are a must.

c) Overseas training: Evaluations made by the USDA Graduate Schocl
amd the CRDEV Chairran revealed the following areas of strengths ard
weaknesses.

- Training of Trainers: Excellent program; English language
difficulties hindergd effectiveness: more attention should be
given to dGV°lopm:nt in rural areas.

~ Training of Enqineers ard Technicians: Extremely useful; the
program was of great professicnal value; highly qualified
instructors; exposure to new technologies and methods was
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‘particularly useful; more hands-on training is needed; more

time should be devoted tc English language training: the period _
was too short; there should be more concgntratlon on problems
of rural areas. T ‘

= Praining of Senior Officials: Field tnp{ w,_re lughly apprecr-
ated; returned trainees said that cf the f countries visiteg,
only the USA and South Korea showed somethmg relevant to thelr
interests in rural develcpment.

5. Conclusions i

To conclude that the nurbers of pecple trained by C‘n_momcs, elther"“'

dlrectly, or indirectly thrcugh tHe village council workshops, are very
impressive, is to state the obvious. Regardless of any weaknesses and
slortconings, Chemonics has undoubtedly done an incredible jcb in a
relatively short period of time.- Success can be found in the alwost
unanimously favorable reaction of the government, markaz and village
officials to training programs, especially technical training ard
avareness seminars, &nd the increasing number of governorates requesting
more  training. Twelve governorates are asking Cheronics for training
courses o environment.

Powaver, based on course visits, discussions with people concerred,
and trainee reacticns, the following areas require special attention.

a) Se2lection of participznts: In some governcrates it was oObserved
that scme gnrtlmparte vere selected at random, with little consideration
of background, experierce or role in rural develcpment activities This
has resulted in these cases in offering training to people who did nct
benefit from it.

e
b) Quality of proarams: In almost all goverrorates visited it was
reported that most tralmng programs terd to include more theoretical
than practical activities. .

¢) Cowrse duration: It is o, = >n% that the awareness seminars
represent one of the major success.. the entire decentralization
process. Yet, the time pr-»riod over which these seminars were conducted

-was too short to realize }:’nexr objch ves to the fullest.

a) Follc«::——ggﬁ: No more than 20% of all training courses are currently
ronitored by Chemonics' own staff. It- is important to recognize that
favorable reaction to a program does not necessarily measure learning.
This is one of the most important aspects in TOT programs where
participants are prepared to teach others. .
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e) Decentralizetion of training: The concept of conducting programs
" to train selected eople on' certain concepts who in turn convey these
concepts to the villagers is a clear indicatien that the decentralizaticn
process is going in the right direction. However, a great number of
training courses are conducted at central urban ,locatlens rather than at
the local level; the markaz local level might xlpst practical.

£) Overseas training: It was reported tht overseas training is, on
the whole, useful and shoul@ continue. Without the .langauge barrier,
this training could have been a major success.

e :

g) Chemonics phase~out: Perhaps - the most serious problem in the

immediate future is the erd of the Chemonics contract in Scptember 1984

anrd ORPEV's ctill limited capacity to crganize and administer training.

It is absolutely necessary thet trainirg continue in order to strengthen

institution develcgment at the. local level and in order to ensure the
continucd success of the BVS activity.

RECOMMENIATIONS

1. Clearly~defined criteria for the selection of participants
have to he established.

2. Practical training should constitute the larger portion of the
instruction, especially in the case of technical traininrg.

3. Trhe awareness seminars should be conducted over a lorger pericd of
time. Consideraticn may be given to groupirg several local units
into a markaz group for one-week workshcps. Extended course duration
may also be beneficial for all cther training courses.

~

4. A follos~up gystem, especially for TOT programs, should ke

established.

5. Training should be even further decentralized. The majority of, if not
all, trainirg programs should be carried down to the governorates,
rarkaz, or villages wherever possible.

.6. Overseas trainirg r"ustﬁ'be'carefully chosen. They should either
have good English language sk1lls, or be given mten.,lve language
oourses before departure. ‘

7. It is strorgly recommcnded that immediate action be taken by ORDEV
ard Cheronics to develcp a plan to transfer trainimg capabilities
tc ORDEV within the next six months, as well as to formalize a
mechamsn for the continuation of training delivery wder ORDE.V

after the departure of Chemonics.
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FIMNANCIAL RECORDS

1. Accounting Systems ' Tt

Records examined at all selected goverr‘oréftgs are based on the GOE
accounting system. All financial transactions #te recorded in detail for
each subproject showing funds alloated, disbursements and remalmng

balances. In addition, the records reflect a valuation of works

carpleted as certified by the inspecting ergineers.

In general, detailed records are,,,e’f?icially. kept at the markaz level

~for all local units under its jurisdiction. However, most local units do

kenp duplicate "unofficial" records that produce the same data. These

"unofficial” records are checked.and revmwod periodically by the markaz
officials.

A monthly report is prepared by each markaz reporting on all its
subprojects, for each local unit, and forwarded to the governorate.
Tnese reports are recoréed in summary form and correlated to show the
firancial status of . all BYS projects in the governorate. A quarterly
report is then prepared by the goverrorate and forwarded to ORDEV.

In order to starcardize reporting ard transmissica of financial data,
ORDEV has introduced a stacdard format to record extracted financial data
as well as results of follow up activities cn all subprojects. These
formats are used by all governorates and show:

Coverncrate, Markaz, Type of subproject

Local Unit

Detailed description of subproject

Satellite villaces serviced by subprogect

Nurmber of bezneficiaries o

Furding in LE; Amendments in furding

Actual disbursements

% disbursemerts/allotment .

Execution progress {for each component of the subproject,
e.g., land, buildirgs, fixed assets, cquipment: amount
allocated, disbursed, value of work conpleted)

Total valus of work completed

Percentage of value/work completed of allotment

Details cof compléted work (technical data)

Problans in izplementation

Betion taken/reccmmended to resolve such problems

Observations

I1I-9
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The above report is tlien summarized in the following' format before

transmittal to tl-e governorate:

Number of local units LT

Number of villages served S

Total funds allocated Y A
Total funds disbursed A O

% dishursements of allotment
Value of work completed
$ work completed cof allotment
lork completed (e.g., length of water pzpes, roads, etc.; size
of buildings, etc.) /,/

At the governcrate, all such data is recorded and categorized’ by

markaz, local unit and type of project: A quarterly report is extracted
and forwarded to CRDEV showing:

Type of sutprojects (water, roads, sewerage, canal lining, etc.)
"Furds allccated

Dishurssrents

Value of work completed

Nurber of beneficiary villages

A more detailed report 1is also prepared reflecting the same
information for each loal unit. All such data is then synthesized &t
ORIZV ard ¢nterad cn the computer. Quurterly printouts produce three
basic types of reports by firancial year and Ly governorate:

a)Surmary Report

Type of projects

umber of subbrojects

Number of local units - "

Number of beneficiaries -

Fudds alloated : .

Actual disbursements :

¢ disbursements of allocation

Value of work ccmpleted

2 value of work completed of allotment

Status of project (co*xpleted, urder way, not bequn, | :
stopped) . -

b)Detailed report (financial), categorlzed by markaz
ard local vnit for each governorate:

Iocal unit
Project type

Pt

Y

/
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BVS furnd allocation

Funds disbursed

$ furnds disbursed

Value of work completed. .
% value of work '

Pro;ect status /},{ . ,'_; ,,’f )

- —— e — - c——— ' -J- v rd

c) Technical Report: This report is also categonzed by
governorate, markaz amd local unit, and shows local unit,
villages served, and a summary description.of project(s )
undertaken.

//:/
L .
e

2. Location of Financial Records”

Based on the degree of decentralization, the official records for BVS
may be fourd at the governorate or the markaz level. Unofficial records
showing EVS financial data are kept at the local unit. This was the case
in all governorates visited .except ©Sohag, Ismailia, and Red Sea
- governorates. " '

Schag ard Is*naf lia use a centralized mode cf project implementation.
Firancial data is recorded at various locaticns of pro .,ect ranagement and
c;ynthes:u.ed at the governorate level. Correlated data is then finalized
in the form—-standardized quarterly reports sent to ORPEV.

In the Red Sea goverrorate, all records are kept at the governcrate
as there are no markaz units and the local units are not as yet fully
develcped.

Tre inability of governortes to officially locate accounting units at
the local unit level is duz to existirng GCE regulations ky the Ministry
of Finance requiring such units to be located at the markaz. )

S

After having trained an average of one accountant for each of 800
village units inwolved in the BVS program, ORDEV ard Chemonics have
formed a working group with the Ministry of Finance concerning ‘official
GOE certification for these acococuntants and the establishment of village
acoounting units. .

Under the present system, village secretaries (as they are called)

are capable and in many cases do fulfill the function of accountants .-

without having authority to do so. Chemonics argues that what has become
a de facto transfer of record keeping from the markaz tc the village
level should be endorsed by governmental decree. '

3
#
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3. Administration of Subproject Funds

In most sampled governorates the local - unit represents the £ocal
point for disbursement authorization of funds: ‘Although accounting units
are usually located at the markaz level no dispurséments are made without
an authorization {“Form 50") signed by the ch‘icefwiﬁ ‘the local unit. Most
subproject furxdds are kept in separate bank a ts in the local unit's
name. Signatory rights are wvested either’in the markaz or co—-signatories
of the chief of the local unit and a representative of the markaz.’

X The exception to the above are *'“hpse governorates which have not as
= . -..__yet achieved decentralization of all development activities or which are
implementing subprojects throgh a central service authority such as
Ismailia, Schag ard Red Sea governorates. In such cases subproject funds
are actually administered by the service authority or the governorate
itself and disliuwsements are charged to the pertinent local unit account.

4, Maintenance Furd

The GOE contributes maintenance funds equal to 10% of the USAID
grant. This maintenance fund is deposited by the governorate in a
special bank account prior to receipt of BVS project funds from ORDEV.

As local units begin to implement their subprojects, the governcrate
transfers the 102 maintenance funds to local unit special accounts. From
then on, lucal units have full control of such furds ard can use them to
defray any needed maintenance costs.

As these furds are GCE contritbutions, they are deposited in interest
hezaring accounts to generate more revenue. Most local units visited have
not as yet tapped the principal amount as maintenance needs have not
arisen. However, in scwme cases local units have used portions of the
furd to procure small tools or to erect small workshops stocked with most
spare parts needed. .

During field visits, the team reviewed the 10% paintenance account at
each local vunit. Separate records are kept to reflect the amounts
received for maintenance, expenditures and balances on hard.

5. Adequacy of Records .

‘ - -

Records were examined at all governorates and local units in the

evaluation sample ard were fourd to be reasonably adequate for recording
and reporting all financial transacticns pertainirg to the EVS project.
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Data extracted from such records is inconsistent from ocne quarter to
the next. Bowever, in many cases where such- re;:ards were test checked
against computer printouts furnished to the team’ by ORDEV most figures

corresporded as of a particular cut-off date (D?Cemben- 31,.1983). Major
-discrepancies were in subproject mplernentatr’o? status where original’

budgeted amounts were not adjusted and still” reflect an undisbursed
balance while the subproject has been ccmp;eted ard is in use. The
reversal of that situation also occurs: budgeted allotments were
exhausted yet *he subproject is still underway but reported as completed.

L )
In order for ORDEV to keep wp with the flow of data from

governorates, it had to computerize its management information system. |

Thus, ORDEV started the cor.q:utéfizai:ion of subproject records in July

1983. The first computerized Cuarterly Progress Report (QPR) was issued
two and a half months later in October using the June 1983 data. The
computerized Septexber (PR which should have been released immediately
after the June QPR naver appeared. Numerous inconsistencies were found
in the subproject data supplied. by the governorates from orn~ quarter to
the next. Reported expenditures for some subprojects for the current
cquarter are  lower than for the previous one, projects reported
previously as "completed” were still "underway", figures on the value of
work performad did not match previcus statements, etc. -

A major data rescue cperation was crganized at ORDEV and persomel
were sent to the governorates to correct the reported data durirg
Decerber ard January ard obtain data as of December 31, 1983.

Tre December (PR had not been released completely as of early March
1884 amd only prclrur 9% prmtouts were made available from CRDEV to be
used by the team in epot chrecking field records. Although this data
proved to Le relatively consistent in many cases, therg- were
discrepancies. Areas of differences were primarily as follows: .

- Funds disbursed for each subproject reflected in some cases
minor differences between ORDEV and governorate records (found
in Beni Suef, Giza, Red Sea and Sharkia)

- Some subprojects that are completed but. still have an undis- —

b.xrsed balance of fun:is are shovn 1n the ORDEV pnntout as
"under way :

- Transfer of savings from one BVS subproject to another appear
in the local unit records as marginal notations, yet these are not

reported in governorate records nor in the printcut. Thus, the
subproject actual costs may not be shown accurately:

4. m
o e,
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=~ Subprcjects that show significant disbursements of funds {reachirg
97% of allotment) do not show value of work completed, neither are
we sure that this measure is understood or applied uniformly in all
instances; | i
-.The number of subprojects and their types/are subject to’
constant change. These changes are often presumably
unreported and/or fail to show in the printouts.

Thus, the much needed computerization of subproject records completed
only recently at ORCEV has laid bare some of the weaknesses of the
reporting system.  Although substaiitial steps have been taken,
considering the fact that information systems assistance was not part of
the initial project design, much remains to be dore tc make the data more.
accurate ard deperdable. e -

6. Scurce and Use of Funds

a) Project Funding ard Disbursement

The table on the fcllowing page summarizes the sources and use of
furxls firnancirry the EVS project activities. The data is taken from the
Project Agreement Amendment (6/30/83), USAID disbursement records,
Chermonics' astimates of GCE expenditures on subprojects, and ORDEV
records. ﬁ

b) Subproiect Implementation Status

BVS firamcial reccords were exanined at USAID and ORDEV. Extracted
{inmancial data was cross—checked between USAID's actual disbursements ard
ORDEV's recordings of disbursements.

It was noted that grant disbursements actually remitted by USAID in
-FY 1982-83 wvere greater than the standard budgeted allocations of LE3.450
million for rural governorates and LE 1.5 million fof desert
goverrorates. The ircrease in amcunts of disbursements was made for
special additional subprojects in  accordance with the Interagency
Committee's decisions as documented in the minutes of their meetings.

The ORDEV computer printcuts reflect only the original stardard
allotments rather than actual furds received by each governcrate, though
such funds are recordec}_ by ORDEV in their accounting records as receipts
from USAID for distribution to the recipient goverrorates.

Discussions with pertinent officials leads us to believe that there
is a commmications. gap within ORDLV. I2C decisions on furding
allocations either are not conveyed or if conveyed, are ignored by the
computer department. Furthermore, it appears that there are no
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AID

ALD GOE  Total Disburse~ Balance
Grant Title Cont. ments (to
IIT - 2/29/84) .
$000  $000  =$000 $000 ;- $000 $000 .-
Subproject con- - o -
struction 130, 000 130,000, .° 127,370Y/- 2,630
. o '/’ ' .,";-,/’ -
Subproﬁect con~ . - 1;ﬂ{" o :
struction 75,000* 75,000 58,000,  17,000%
Indirect subpro- ~ ‘ S
jects 20,000 20,000 19,3162/ 684
Maintenance fund .~ 19,500 18,500 18,500 1,000
Tech. Assistance & /'/1 : E
U.S. training 13,900 13,00 6,448, 7,452

In-country train-
ing (GOE)

3,000 3,000 2,0003/ 1,000

Local staff support . 4,000 4,000 3,000 1,000

Cont ingency d 500 500 ~ 500

Inflation/

evaluation 600 600 70 530
TOTAL 145,000 75,000 46,500 266,500 234,704 31,796

1/ Includes US$ 10 million for direct procurement of PVC pipes from U.S.

.g/ Estimates are based on valuation of work undertaken by GOE to

supplement BVS subprojects:

aspralting BVS roads, canal lining and

potable water sukprojects $11,447 million; design ard terder documents -
$1.844 million; lard for water subprojects and rights of way $6.025

rillicn)

3/ Estimated experditures in local training and staff support for 2780
staff merbers involved in EVS activities at ORDEV head office as well

_as at all governorates.

g . .-
*  PBased on estimated amount of wheat and actual landed value, is less.

b

-,

-

-
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reconciliations or cross checks rade between the accounting records and

the computer printouts. The result is inaccurate portrayal of subproject
funding anmd of implementation status.

) - . :
/O _f

N
i ¥

Utilizing available data at USAID and ORDEV, the tables at the end of

thls section were developed. » /—- ,
. J

Table JTII.B-I (page 15) shows US$ dlsbursenents from grant funds as
well as Title IIT for allocations to governorates. The -amounts cover
complete funding for 1280 through 1983 and partial funding for 1984.
Equivalent LE allocations were converted at average exchange rates for

the first nine gcverncrates whose sour¢e of funds included both grant and

' _-T1~.1e IITI. 7he balarce of gomrnorate funds were calculated at the

current prevailing rate of exchange of US$ 1.00 = LE 0.83. Expenditures
for water, roads and other ,.sutprojects were extracted from ORDEV
financial data reports as of December 31, 1983. Due to certain
discrepancies noted during field visits, we do not bolleve that the data
is totally accurate.. :

However, based on the data obtained, the average actual eypenditures
of funds agzinst budgeted allocations for all the BVS subprcjects amounts
to 74% of total ft.mdmg from BVS irception throu,zh FY 1982-83, as of
Decenber 31, 1983. Funding allocations for 1983-84 are only partizal ard
m expenditiwres are as yet reported.

Table JII.B~II (page 17) is a tabulation of expenditures for FY (GCE)

as reflected in ORCEV's data transmittal reports, extracted from the-

ranual system.

A"
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o _— e T SR PRI '

LL-111



- IIT-18 :

-CONCLUSIONS

. e -
‘..;" /.
7 ¢

The initial computerization of subpr jec:t records has been
successfully achieved at ORDEV. Chemomcs/ has trained cperators to
perform data entry, editing, processing anc'f‘ printing. This is the
bzginning. Substantial technical a551stance is still needed to develop a
deperdable computerized systen. .

The ORDEV current manual accou}ing system follows closely the
traditional GCE financial practices. Though sound in design it is

" “overburdened Ly the wolume of BVS activities in keeping track of, 4000

subprojects. Establishing an effective computerized system is of
paramount importance at this- - “juncfure in record-keeping.  Exclusive
reliance on a manwal system will only produce outdated information that
cannot accurately reflect pro;ect status.

The computerized system es‘.abllel-ed at ORDEV is only six months old.
The first three ronths were mostly devcted to data entry for subproject
records ard production of the first Quarterly Progress Report based on
the new system. ” No additional reports have bcen officially released
since the computerized system uncovered substantial flaws in  the
reporting rrocecs. ORDDV needs to take urgent steps to address these
weaknesses both at the governorates and within itself.

In most cases, the computerization of records requires the
maintenance of the cld parallel manual system for as long as necessary in
order to insure a smcoth transition from the manual to the autcmated
system. Given the prcblems uncovered by the computerization, however,
there should ke little reliance con the manual system as an accurate
portrayal of project status. ORDEV needs to move as swiftly as possible
_to the computerized systen. g o

Besides examining and assistirg governorates w1th their data
transmittal amnd collecticn, some funr’amenta}. management prccesses will
have to be reviewed at ORCEV in order to succeed in this task. There is
reascn to relieve, for example, that little coordination takes place
among departments or secticns at ORPEV. There are divergerces in the
financial data supplied Ly different departments at ORPDEV. This
situation cannot continue. There should be unified and internally
consistent recording ard reporting systems. '

Yet this system camot operate in.a void. To a large extent, these
problems ars indicative of larger management issues that need to be
addressed. Internal flcws, rcles and responsibilities need to be defined
concerning the emerging new system. While the first task is to achieve a

- -
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reasonably accurate automated subproject record keeping system, the
potential exists to make use of the computers to support a better
management information svstem (MIS). More general tackground planning
data need to be collected by ORDEV to help gulde rural development

activities.

g
v
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RBECOMMENDATIONS

@

ORDEV should spearhead a coordinated” effert by each governorate

to review thoroughly all of its sﬁbpronects -ard make necessary

records adjustments based on actual subprOJect status. - - .
’, J . .

ORDEV should develop and anply stricter pollc1es and procedures

for subproject amendments in order to prevent unwarranted changes

and maintain accurate subproject documentation.

ORDEV should develop new alternstive measures of subproject
status that do not depend exclusively on financial data to

- gauge progress.

Additioral technical assistance will be needed at ORDEV and at
the governorates to develop systems and processes to correct

the weaknesses of record ke;plng now macde very salient by the
corputerization. :

e



APPENDIX III.C

SUBPROJECT ENGINEERING

1. '}'ypés of Subprojects S

- ; ";‘

BVS subprojects include a wide range oﬁ .village . infrastructure
facilities. The criteria for such subprogectsf are - that’ they be public in-
ownership, benefit all or nearly all the people in the local wunit, and
that they are visible.

A total of 24 types of subprogecs.s arec 1dent1f1ed 1n the overall BVS
effort, as follows: s !

e
- - L~

Project Type ' Project Type

. Hater ‘ Small Barrage
Roads Fire Hydrants
Sewerage : Post Office
Small boats”’ Electrical Connections
Markets | Stores
Youth Center Irrigation Canals
Latrines Water Tanks
Filling Svamps ~ Clearing Drains
Siaughter Facilities Coverirg Drains
Bus Sheds Planting Trees -
Lining Canals Bridges -

Community Hall

Over the two year. perlod 1981-82 and 1982-83, more than 2000 BVS
subprojects were authorized in the pg.rtlc;patmq governorates. The EVS
program consisted of nire gcverrorates in 1981i-82, but was expanded to a
total of twenty governorates in 1982-83. As can be seen in the table
below, potable water and road subprojects constituted the vast "'ajonty
of BVS activities.

III-21

J/.
.



I1I-22

BVS Subproiects by Type, 1281-1933

1981-82 *‘?i 1982-83
No. of % of .0t ) % of
Subproject Type Subprojects Funds ~ SubprOJects "~ Funds

Water - 425 63.5 - - 487 . 50.0

Roads 213 28.3 . 328 33.3
pyd

Others 188 .82 368 16.7

 Total 886 -+~ 100.0% 1183 10003

If there has been any pattern to caLprogect selecticon since the start
of the BVS project in 1980, it is that 1lccal councils initially
concentrate on water’ and roads hut tend to shift to a greater diversity
of activities in the second and third years of the project.

2. Design

Pesign is defined as the process Yy which subproject corcepts are
trenslated into specific technical instructions for field
implementation. It may irclude field surveys, analytical calculations,
technial drawings, ard tender specifcations. -

Sulproject design may occur at any level of the governorate that has
qualified engineering personrel. In rost cases, however, design is
corcentrated at the governorate 1level vwhere there are usually” large

technical staffs within the Departments of Housing and Rcads ard the

Ministry of Irrigaticn. At present, rmost governorates are making efiorts
to strengthen their technical capabilities at the markaz - level,
especially within the ergineering and irrigation departments. In
addition, a few engineers can be found working w1th markaz councils in
the local wnits.

Except where specific administrative limitations apply, the
registered enginger at the lowest level will normally perform the design
ard assume ultimate respensibility for its implementation. Once signed
by a registered engineer, a design is not normally subject to technical
review by higher authorities. In the case of roads and irrigation
related activities, however, design responsibilities are retained by the
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goverrcrate department of roads and the Ministry of Irrigation,

respectively. To illustrate the differirg governorate approaches, all

BVS designs in Beheira, Beni Suef ard Red Sea are carried out at the

governorate or central government levels,-"while Menufia allows some

design to take place at the markaz level and -Gherbia and Giza have

1limited design capabilities at the local unit lgvel. . 7. i '
bW T

‘ -, '#' Do -
The quality of designs is generally godd and apprcpriate for

corditions in rural Egypt. BVS subprojects employ conventional

technologies that are found throughout Fgypt and much- of the developirg

world. With few exceptions, the basic design level is well-proven within |
_Egypt ard is consistent with the training and (to a lesser extent). the

experience of local engineers and technicians. Subprojects designs which
have promoted drastically diffefent concepts (e.g., bicgas facilities,

som2 sewerage systems) have tended to be either discontinued or returned

for further investigation.

Having said the above, it must be recognized that the quality of
subproject designs tends to diminich as cne goes to lower governmental
levels ard meets unger, less experiecnced ergineers. Engineers at the
markaz and village  levels sometimes overemphasize the narrow technical
aspects of their  responsibilities ard thereby overlook the associated
isstes of cperations, maintenarce and environmental impacts. Such people
often have little suppert--few or no staff, no technical literature, ad
poor subproject decumentaticn. Technical project files are non—existent
at thez local unit level ard only occasicnally are foud in an up to det
ranner at the markaz level. It is common practice for engineers working
with markaz ard village ocouncils to keep whatever technical designs and
drawings that may exist at their homes for safekeepirg. In the majority
of cases, cne must turn to the governorate to find a complete file of
subproject design inforrmation.

Sane attempts have been made by Chemonics to encourage technical
records keeping at the village level, but given the growing importance of
the markaz as the center for technical resources, it would be better to
corcentrate on establishing and maintaining design files within the
markaz technical offices. ’

3. Ceonstruction

Construction tendering. is carried by all three levels of local
goverrment. Vhere terdering is the résponsibility of the village
council, the technical specifications are usually prepared at the markaz
or governorate levels. Contracts for BVS subprojects are awarded to both
public and private sector firms and, in some cases, local councils
themselves become their own general contractor. There appears to be 1o
clear pattern of contracting, other than that large public secter firms

° -
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tend to win road oontracts because of the requirement .for heavy
construction equipmei.., while private sector firms carry out most other
subprojects. =~ In some cases, local ocouncils. undertake the wérk
themselves, but the considerable cost savings that result are sometimes
offset Ly the bureaucratic problews involved. T

Cost ard efficiency seem to be major conG('-:rns in the selection of
contractors. Beni Suef governorate, for exanple, awarded all of its road

subprojects to a single private contractor in 1982-83, hut becduse of
poor progress the governorate gave most of its 1983-84 road contracts to
a rew low bidder, which happened to be a public sector firm (The Arab

Contractors). Another version of comtt racting can bz fourd in Ismailia
governorate where all road projects have been awarded to The Arab

Contractors, but all water projects have been let to a variety of private

sector firms. .

Labor for subproject construction is drawn from a variety of
sources. Large contractors, private or public, temd to bring in their
own labor force from outside the local community. In some cases, most
notably in Giza governorate, it was stated that outside labor was a
necessity hecause local residents were either not available or were not
interested in workirg (for pzy) on the BVS subprojects. Occasionally,
local labor is used at reduced wage rates, whereby the wor}'crs agree to
accept less than standard weges.

The greatest use of local labor, however, appears to be on a
voluntary, community self-help basis. The practice varies greatly
througtout Egyvpt and is probably related to the type of leadership fourd
in the village councils. Most self-help efforts occur on potable water
subprojects (trench digging and backfilling) and road subprojects
(ccllecting sard ard gravel, moving telephone poles, etc.). The
evaluation team found extensive self-help labor contributicns in Charbia,
Beheira, Schag, Sharaiya, Beni Suef and “Menufia governorates, but_-dittle
or no voluntary contributions in Ismailia, Red Sea or CGiza :,overnvrates.
The effect of local contributions can significantly reduce the cost
and/or extend the scope of scme subprojects. In Beheira, for example,

RN
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v1llagers of Kam El Aktdar local unit installed over 10 kilometers of
water pipe at an estimated labor savings of LE 18,000. Similarly, the
‘pecple of Basheem village in Menufia governorate- contn%ted LE 13,000 in
sard, gravel and labor to a road subproject that reqmrﬁd only LE 3000 of
BVS funds

; A

- ——

The quahty of constructlon is generally acceﬁatable for the types of
“subprojects being implemented. Given the large number of contracting
cperations and the difficulties in maintaining hlgh standards of
construction supervision with limited field staffs, it is not surprising
.that some subprojectg suf fer delays, - contractor bankruptcies, and
inadequte construction practices. -

-

The Cheronics fieid trip reports document numercus problers rapglr-g n

fram material shortages to imprdper desn;n and construction methads.
Yet, these problems seem to be resolved in the course of subproject
irplementation. Local councils as a whole are very concerned with
resclving these problems as quickly as possible and several instances
. were fourd where councils withheld payments until contractors corrected
construction errors. For example, the El PBarageel local uit in Giza
governorate held up rayment to a ocontractor on a water sulproject until
the final 40 rweters of pipe were removed and correctly installed.

A minor compiaint is warranted regarding the cowpleticn of subproject
construction. Final finishing work is often sloppy and scmetimes left
uncarpleted. Road shoulders, for exarple, are rarely shaped smoothly
according to stardard cross-sectional designs. Moreover, final
plastering of buildings is scmetimes poorly dene, and the removal of
construction rubble and final site clear up are alrost alvays left
unfinished. While these basically cosmetic aspects have little effect on
the integrity or functiening of the subprojects, they belie an attitude
of carelessness that probably carries over into the subseguent
maintenarce of the subprojects. ) ' e

The evaluaticon team was not able to determine the actual completion
rate of subprojects other than that given Ly the financial records.
Informal observaticons in the field, however, indicated that the wvast
majority of current BVS subprojects are being implemented in a reasonably
timely manrer. In the few cases where subprojects had come to a
prermature halt, the lccal unit was generally awaiting shipment of
additioral pipes or pumps. 'In rare cases,.improper planning and design
were at fault, as was fourd in Giza governorate where two slaughterhouse
subprojects ran out of funds because of inadeguate site investigations.

A,
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3. Maintenance

Maintenance is the key to long-term subproject performance. Wlthouf
an effective maintenance capability attuned -to  local needs, . BVS
subprojects will quickly deteriorate and in: many cases (water punps,
roads, sewage tanks, etc.) become inoperable. . Unfo.,tzmatelg. maintenance
is the most neglected aspect of the BVS progrémv g

Chemonics has atterpted to work with governorate and nmkaz officials
on the preparation of maintenance plans and the establishment of
maintenance workshops, but little actual instituticnal change has
occurred. No formal maintenance plans exist® at the village level ard
although clairs were made for such plans at the markaz level, - the
evaluation team was unable to physically inspect any such documents.

Vhere maintenance facilities exiét, they generally are fouhd at the
governorate level. In theory, maintenance workshops also exist at each
markaz, but such centers tend to be poorly equipped. The maintenance
workshop for housing and water projects in El Shohada markaz of Menufia
governorate, for example, has ho equiprment or wvehicles and few tools.
Although the workslop has a staff of 42, almos: all work of any
consequeno2 must b.JcortracLed to prlva'*e worksheps.

The best xramtenarre facilities are found in the roads department at
the gqoverrorate ard scretimes the markaz levels. Maintenance on
irrigation cystems is also generally strong at both governcrate ard
markaz levels. The level of maintenarce for water projects is highly
variable. In Beheira covencrate, the public sector Beheira Water Company
provides maintennce down to the village level. On the cther hand, water
project mainterarce is often ron-existent or negligent, as in PBeni Suef
and Gharbia, respectively.

o effective maintenance plans seem to have been drawn up anywhere in
Egypt. Chewonics has reported that maintenance guidelines have been
distributed to all levels of governorates ard that Qena, (Bliubiya and
Charbiya have completed governorate-wide maintenance plans, but the
results are difficult to perceive. Some equipment and tools have been
purchased for maintenance centers at markaz and even some village units.
Trhe chief of the mainteance secticn of Mahalla El Kubra (Charbia) markaz,
for example, has prepared a list of small tools for small worksheps in
each assoclated wvillage unit. In some instances, tools have been
purchased by local coupcils with BVS maintenance furds, but overall
village capabilities tJ provide maintenance service remains woefully
weak. There appears t0 be growing efforts to establish maintenance
facilities at the village level. Qena governorate reportedly intends to
develop workshops in all 47 of its local units.
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Given the lack of trained technical personnel at the village level
ard the shortage of tools and equipment at the markaz level, it would
appear to e better to strengthen maintenance capabhilities at the markaz
level for the present, letting the markaz serve the local units by
providirg consistent monitoring, supervision, repalrs, and record xeep:mg.

Several types of maintenance mprovements/ ar:e ,needed. Water pumping
plants are often dirty and pose hazards to the operators. Accumulations
of grease, pools of vater, dangerous electncal connections, ard piles of
rubbish are characteristic features of many ‘Plants. Operators seem to be
concerned only with maintainig the actual engines and pumps, and this
they accorplish reasonably well, byt not the pumplouses or the
surrounding area. In Gharbia _gdvernorate, for example, several
purphouses were starding in the midst of sw anpy pools of water caused by
leakage from broken storage tank overflow pipes. Road malnton.ance is’
scmetimes deficient also. Local cf‘lcuals often ccmplain about the
darzge caused by seasonal rains to unpaved BVS roads, but no evidence
could be fowd of routine raintenance to deal with the effects of
rainwater erosion or heavy traffie.

In surmary, overal! mainternance of BVS subprojects is generally
ninimal, and the ldwer the delegation of responsibility, the weaker is
the capability to deliver proper services. The problem does mot appear
to be one of training. Chemonics has trained over 2000 ergineers,
technicians, and operators in water project raintenance. Even the
ineffective maintenarce workshop at El Shchada markaz had sent iost of
its technicel staff to EVS raintenamnce training ocourses. Instead, Ghe-
problea seems to bz a cocmbinaticn of lack of awareness that maintenance
is important, failure to use the 10 percent BVS rmaintenance funds,
insufficient tools and equipment, ard a lack of leadersnip to promote
maintenance activities.

Tre possibility of earning interest on maintenance funds deposited in
the local tarnk discourages local courcils from using the funds for thier
‘intended purpose. Prokably the single most effective way (o encourage
local courncils to use the maintenarce funds is to reguire that all
interest earned on those furds be remitted to the governorate.

A final comrent on maintenance must be directcd to monitoring and
record kesping. As in the cace of other types cf documentation, there
are very few records at the village level. The only majcr Jcepticn is
provided by pump operators, who keep operational logs of pumpirg times,
fuel consumed, ard less frequently, maintenance performed. Copls of
monthly operational logs are sent to the markaz for review ard
(presumanly) follow up. Markaz personnel keep trip records of visits to
water plants urder their jurisdicticn. In general, however, the records
are rot adequate for the overall monitorirg of BVS facilities in the
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markaz. OGreater attention should be given to the need for high qualifiy
records that operators and supervisors can point to with pride as a
measure of their Jjob performance.

_ 5. Ehvironmental Irract ' T

One would normally expect that the overa,ll env1ronmental 1mpact ‘of ¢

4000 EVS subprojects distributed over 20 ‘rdral governorates would be
quite la.rge. On the contrary, the environmental effects have been minor,
vhich is probably due to the relatively small size of the =ubp103ects.
In some cases, most notably roads and water pumping plants, EVS
subprojects may involve the improvement or upgrading of already existing
facilities rather than the impositiori of new ones. Well constructed and
properly maintained subprojects generally provide environmental amemities
that were not previcusly available, such as potable water. systems,
all-weather roads, wastewater ,dIsposal facilities, bus shelters, etc.
Where design has ©been inappropriate or maintenance inadequate,
environmental prcbhblems often occur. ’

Over the life of the BVS project, a nurber of environmental issues
have arisen. Scwe issues, such as the use of asbesios-cement pipes and
methods of water treatment, have been resolved. Others, such as the
problexs of wastewater disposal and high groundwater levels, continue to
cause concern. The status of these key issues is as follows:

a) Use of ashestos—cement pines: Oer a two year period, 19681-1983,
various concerns vere expressed over the possible carcinogenic effects of
asbestos fibers in the vater delivered through asbestos-cement pipes used
in BVS subprojects. Despite disclaimers from a variety of reputable
sources, includirg the U.S. Environmental Protection Agercy, that trere
was no available evidence to show a link between water-borne asoster
fiters and cancer, the concerns rerained and cast doubt over the
advisability of ocontinuing to use A--C pipes in the BVS program.
Chemonics resporded by carrying out studies on A-C pipes and the.€hemical
aggressiveness of waters in several BVS subprojects. All studies
affirmed the general acceptability of A-C pipes, but the issue was not
gefinitely closed until FMovember 1983 when the American Water Work
Association formally stated that: “"The AWWA believes that there is no
demonstrated rick associated with the ingestion of asbestos in drinking
water.” It also added that unless definite causal links between asbestos
in drinking water and adverse health effects could be established,
stardards ard regulations. for askestos in drmkmg water supplies should
not be pronulgated. ;

*

Best Available Copy



] III-29

Although the issue is now closed, it should be stated for the record,
first, that there is no evidence showing harmful health effects from the
use of A-C pips ard, second, that A-C pipe is fully accepted for water
supply purposes by the engineering professiont = [

b) Water sudply treatment methods: bb/,t BVS’ water ‘subprojects
deliver untreated groundwater to village ‘.wgtér systems. -Numerous’
governorate inquiries regarding the treatment of both groundwater and
surface water sowrces led Chemonics and -USAID to develop technical
specifications for the construction of compact water treatment plants.

These are relatively small "package" plants that perform all treatment

processes, including flocculation, fi,fltratio'x, and chlorinaticn, while
uxler pressure. These spemﬁcatwm ‘have been approved by CRDEV/IAC.

I

c) Vastewater disposal in_-areas of high groundwater: ,levelsﬁ

Throughout the Delta and in rany parts of Upper Egypt, the groundwater
level lies close to the grourd surface, often within a meter or less.
Grourdwater levels have tended to rise over the past 10 to 20 years
becauvse the the Aswan Hich Dam has allowed irrigation throughout the year
instead of only cseasonally as in former times. The rising grourdvater
levels are causing the Zormaticn of wet areas in villages resulting in
darp floors amd weakened fcundations in houses built of unfired md
bricks. Further aggravating this wetness problem is the lack of proper
sewage and wastewater disposal facilities in most villages.. Where the
soil is neariy saturated with groundweter, 1little infiltration of
ousawld wistewaters occurs and the low, wet areas soon become permanent

pcols of sewage. The high groundwater / wastewater disposal probiem:

becomes even more actue with the introduction cof piped water supply
systems.  As potable water use increases, the amcunt of wastewater
discharged to the surrowxing area also increases ard the general s0il
saturation, darpness, amd standing pools of sewage grow worse.

Many governcrates have expressed concern over the high groundwater
levels land have asked AID and Chemonics for solutions to the -Problem.
Potential soluticns are constrained by Irrigation Law No. 82 which
prohibits untreat ~astewaters to be discharged into the Nile or its
tributaries. C'zemmca respcnded by bringing in a sanitary engineerirg
consultant to investicate alternative methods of wastewater treatment ard
disposal in BVS wvillages. He recommended the development of corbined
severage systers for both groundwater and sanitary wastes coupled wit
secordary treatment (e.g.,. oxidation-ditches or. oxidation pords) ard
eventual discharge into ‘surface drains. These reccmmendations have been
formalized in two manuals, Planning and Design Manual on Vastewater
Collection, Treatrment ard Disposal, ard Technical Menual: Alternative
Wastewater Treatrent Svstems, that have been approved by USAID ard the
IAC ard currently are the basic training documents in wastewater
treatment ard disposal.

J e
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Although these manuals provide a sound engineering solutich involving

werage, treatment and disposal, it is questionable whether they
- represent the most appropnate answer to the urgent problens of high
grourdwater levels ard increasing wastewater” d:;scharges that characterize
rural Egyptian villages. Chemonics estimates that a full village
collection, treatment and disposal system wou’id cost LE 1 million or,
more. The question therefore is, how many sys!a’ems can be built in the
foresecable future at these ocosts? Even’ by using BVS and DSF
(Decentralization Support Fund) furds Jomtly for these systems, it will
be generations before the bulk of Eaypt's 4000+ v1llages ard hamlets can
be served with sewage systems. What is needed is a series of interim.
measures and low-cost alternatives th&t will provide some widespread
measure of improvement in the near" future, instead of costly sewerage
systems that will be awvailable to only a few lucky villages. Such -
alterpatives may involve manual ,cartage of wastes, cammunal wastewater
holding tanks, or even limitations on the types of potable water systems
that can be allowed. AID should reopen the entire question of village
wastewater dispozal with the objective of identifying low cost, interim
solutions that can be widely implemented in the near future. :

d) Maintenance of water supply and wastewater facilities: Improper
mainterance of water and wastewater facilities often results in unhealthy
pools of water and sewage. The foul—g..elllng swamp surrouxiing the waste
water tolding tark in San El Hagar in Gharbiya governorate clearly
illustrates the health and environmental consequerces of inadequate
mairtenance coupled with improper public use of the facility. Witnin
BVS, vater ard sewage subprojects have the greatest potential for causing
serious environmental damage. Maintenance of these systems needs to be
emphasized and ways must be found to provide the necessary resources to
support maintenance efforts.

6. Constraints on Suboroject Frgineeri -
u

yd

Constraints upon design, construction, and maintenarnce include a
shortage of raterials, tcols. vehicles, and technical manuals. . There
also is a need for greater availability of starndard designs for typical
water, road, sewage, and other types of common subprojects. Priority
should be given to subproject maintenance during the remainder of the BVS
program. This pricrity should be manifested by training programs on
maintenance awareness, - the provision of necessary tools and spare
- parts, by the effective’use of the 10% maintenarce fund, and by the
develcpment of official leadership within the maintenance field.
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It appears that current efforts to develop  project implementation
capabilities at the village level are ignoring the key function that the
markaz level should play in the technical spheres Given the current
state of technical capabilities below the-“govérnorate level, it is
recommerded tht the markaz be considered the' focal point for the
 developrent of technical design, construgtion, - ard maintenance
functions. The markaz is the lowest possible/.devel “at the present of
Egyptian rural development at which techmical resources can be
concentrated in sufficient quantity to provide the necessary outreach
services to villages. Unless absolutely necessary, the establishment of
village workshops should be discouraged and those resources be -
concentrated at the markaz. Without-edequate backstopping from the -
markaz, the village technicians- will soon become discouraged and
ineffective. There is a wvalid role for village-level workshops, but a
realistic strategy is to defer them for the present ard to emphasize the
establishment of a higher level of workshops at the markaz to serve all
the markaz villages. '

7, Chermonics Performance

The technical .assistance services of Cheronics appear to be
particularly weak, with regard to ORDEV. There are no enginceriig
counterparts in COFDCEV to interact with the Chemonics technical staff,
although conz Chemonics engineer is working on secordment from OPDEV. As
a result, trere is no technical assistance capability being established
in CGRDEV te continue the work of Chemonics after the termination of its
contract. The Chemcnics contract does not call for the develcpment of -
counterpart capabilities in CRDEV, and ORDEV reportedly does not interd
to take on a technical assistance role in the future. This being the
case, the evaluation tcam believes that an orderly phase—cut of
Creronics'  technical assistance services to OPRDEV, USAID and the field
- shoald be planned and implermented over the ramining period of the
contract.

/
8. USAID Performarce

Under the initial Title III funding for BVS, USAID provided very
limited technical assistarce from a perscnal services contracteor. The
addition of EFS grant fundirg in June 1580 cxpanded the EVS program from
three to nine governcrates and placed USAID in the midst of an activity
of growing technical cemplexity. Starting in May 1981 Chemonics was
brouwght into the activity to provide technical assistance and training.
Also beginning in May 1981, USAID used the services of a direct hire-
Egyptian ergineer to help administer the Chemonics contract and from July
1982 onwards, USAID direct hire staff assigned to the EVS program
included twc Egyptian engineers.

Best‘ Available Copy )
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One of the USAID erngineers monitors the progress of the Chemonlcs
contract and insures that the contractor's wouchers are processed. The
other "enginer monitors the progress of BVS subprojects and ocoordinates
the technical activities of Chemonics and .ORDEV. Both engineers are
expected to spend over half their time in the field monitoring subproject
activities and followirng up on implementation problems that -may arise.
Monthlv reports are prepared for USAID by;/ Chemoniics on suhprogect' '
progress and the status of follow-up actions. ‘Ifi addition, the engineers
are expected to provide technical review of the manuals ard training
courses prepared by Chemonics. Because of the magnitude of the project, .
the engineers are able to monitor ony a small number of the products and
activities of the cocntractor. USAID has not carried out any higher level-
review of engineering activities in BVS/ and ro TDY engineerirng expertise
has been drawn froa the central bureaus in AID/Washington. g

There are two engineering fupctions that need to be performed within
USAID. The first is the nonitoring and review of contractor performance
with specific concern over the technical nature of the work. On this
task the USAID engineers have performed cuite well. The subprojects have
been monitered and the Chemcnics engineers have had a professiconal review
cf treir technical weork. ‘The nec ssozt.y of havirg er‘clnv‘*ermg expertise
within USAJD was highlighted by the differerces of opinion that arose
over the design of a pilot drainage project in Shiba el Kakkaria in
Shargiya Govermwrate and the preparation of a draft manual on ccst
estimating for earthworks anmd distribution networks. Recause of USAID
criticism, Chermonics eventually reviscd the design of the drainsge
project and decided to susperd further work on the manual.

The second task is a broader cne of quiding the overall ergincering
directions of the BVS activity. This involves questions of apprepriate
tecluwlcgies and the role of technical assistance. Brcad develcpment
experience is required for this task, rather than specific ergincering
expertise. In this area, USAID has been deficient ard it has left the
shapirg of the techn ,olcglcal rmature of the project essentially ,ih the
hands of the contractor. More critical review of project functions by

enior USAID enginoering personnel is called for. The issue of possible
alte cnative methods of wastewater collection, treatment, and disposal,
which was discussed above, is one area requiring urgent attention by
USAID. It is recommended thet the Mission draw more heavily upon the
technical expertise available in the Near East and the Scierce and
Techrology bureaus in AID/Washington. ' —

O Y N L

’



i

III-33

RECOMMENDATIONS

There are three main reconmendations relev‘ant to th== engmeg.rlng

functions of the BVS activity. {,- S

1. Concentrate the majorlty of techmcal sorv&ces at the
markaz level. :

The markaz is the logical center for delivering design, construction
sup\.rvi ion ard rmaintenance services to BVS subprojects. Personnel and-
equiprent resources are inadequate now “4nd for the foreseecable future to
maintain such services at Lthe v111age level. Village persornel sho.:"d
receive training in basic maintenance operations, but they should Araw -
all backup support from markaz leVel workshops. During the remainder of
its contract, Chemcnics should derCL its efforts to strengx_henmg markaz
level technical services.

2. Give project-wide priority:to maintenance and the deliver
of meirtenance services.

./

Maintenance 1is woefully inadequate in BVS subprojects and the
continuad reolect of these activities will eventually wxdo cll of the
progress gained in both the infrastructure and instituticnal sectors
Scveral aspects of mainterance should be stressed. First, an increased
avareness cfE the need both for routine and major maintcrnance must be
fostared in lccal officials. Second, additional tocls, equipment. and

vehicles must be made available to markaz level workshoos.  Third, the
102 maintecnance furds must be used ard ot be allowed to merely sit in
banks earning interest. And fourth, 1local 1leadership interested in
promoting maintenance issues must te identified and supported. As in the
case of recomrordation 1. above, Chemonics should ermphasize the issu
duing the remainder of the contract. P

3. Maintain enprooriate levels of technical assistance after the

completion of the Chemonics centract.

-

Following completion of Chencnics' contract in Septermber 1284, there
will continue to be a need for various types of technical assistance
within the BVS activity. The most important "type will involve the
guidance and ccordination of technical training. This could be done
either through a contractor or by hiring perscnal service contractors. A
second type of technical assistance recquired will be USAID meonitoring and
review of the engineering aspects of BVS subprojects. USAID can continue
to carry this out throuwsh direct hire Egyptian engineers, but the
completion of the Chemonics contract may warrant an increase in USAID
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staff. Last, “there will be a neced for periodic high level USAID

engineering review and for specialized expertise to address major

technical questions as they arise over time. This.last need can be met

by, utilizing cn a TDY basis the technical resources fourd in the Near

East ard the Science and Technology bureaus of ‘AlD/Washirgton.

. - i /4 4 RN
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PRIVATE SECTOR IMPACT

T )
-~ 7/

X Introduction R

BVS is having an important impact n. pnxate sector ac~t1v1ty in the
governcrtes. It is one of those indicators Jon ‘which there is 1least
differentiation between governorates ard’ seems to bear little
relationship to performance on other eleméents of the project, such as

decentralization, instituticnal develcpment, or project completion rate.:

All govermnorates did reasonably well on this indicator: the average qf
the ordinal ranikings across the ten. g&;ornorates was just urder 3.5 on a
scale of 5 (see Figure 1, p. 10 in the Report).

"A

2. How Measured e

Private sector impact was broken down into two elements, direct
impact, assessed through the degree to which contracting was done through
the private sector, and indirect impact, assessed through the extent EVS
subprojects appeared to be stimulating local private sector activity.

Ve

The cuestion” of contracting was easy to assess. A BVS subproject
eitter was or was not contracted with the private sector. j The only
ambiguity we encountered vwas the question of what to call contracts with
local units. In a few instances, villege units decided to take on a
project completely themselves, such as in the laying of a local ueter
pipe networrx using paid village labor and local supervision. In these
cases we called the activity private sector, since the stated reason for
this contractirg mcde was cost effectiveness ard the impact cn the local
ecorony was significant, and direct. Most private contracters were at
tle markaz and governorate lewvels.

Indirect stimulation of the private sector was dlfflcult to assess.
We did not have a basaline nor did we have the time or resource€ to study
the ewolution of the many new enterprises reported in the villages. Our
technique for gaining scme insight into this issue was to ask village
chiefs and pooular courcil members if they could cite examples of private
 sector activities which, in their Jjudgment, were stimulated by EVS
activities. We asked them, vwhere possible, to explain this
relationship. Governorates were ranked on the basis of the extent of new
activity that could be,associated judgmentally with BVS activity.

Our juigmént in these matters, and theirs, was clouded to scme degree

by the general level of economic activity that is taking place in some
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villages as a result of reflows from village workers employed in other
Middle Eastern countries. However, even in these cases, in kwhich
investments go principally into housing, mosques and small shops, the
complerentarity between BVS infrastructure-“and’. these activities was
evident. :
Arother factor at work in the villages which/was noted but could not
possibly be measured in this evaluation was the “businesslike attitude”
reported explicitly in one village as a direct result of BVS training and
experience. Throush BVS, wvillagers ard village 1leaders have gained
trewendous new experierce in develorment——in "making things happen”.
They have been exposed to project defelcpment and management on an
unprecedented scale and are being -held accountable. They have received
training in a variety of management skills. All of this has considerable
carryover into village econcmic }ife since many of those gaining this
direct experience also are village entrepreneurs.

3. Private Sector Contractirg

Private sector contracting has been a major factor in BVS
supprojects. Based  on cbhbservaticns in ten governorates, fcur used a
fairly even mix of public and private sector contractors. Crne used a
majority, and three used exclusively private sector contractors. One,
Beheira, used only public sector contractors (see Table segment below).c

To get a sense of the overall impact cof private centracting in the
BVS activity, we asked Chemonics Ergineering Section to give us an-
estimate of the degree of total project funding that has gene into
private sector ocontractirg, by activity. Based cn extensive field
expocrience in all aspects of the project, the team estimated that slihtly
rcre than €0% of total contract furding through FY 1983 has gcne to

private sector contractors. This translates into a figure of
approximately 120 millicn Egyptian Pounds. Overall, the estimated
breakdown for twenty gowvernorates is as follows: -~
% of Total % of Fundirng Estimated

Activit BVS Furding Done by Private Sector

Roads ‘ .. 32.5 60

Water e 55.5 - 92

Sanitation , 2.5 | 92

Other ‘9.5 . 97 .
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As expected, the sector with the least private sector funding is

roads. This sector has been traditionally a public sector activity in

Egypt. Moreower, road subprojects terd to be batched into large jobs to |

attract the larger, more compotent contractors into the bidding process.
This practzce tends to give the upper hard to the large publzc sector
companies. o

'Ihere is probably not much scope for cha.némq thls pattern wi thout
getting into fairly major restructuring of the overall rocads sector in
Egypt. Leaving this sector alone may be the most prudent approach. The
road projectz appear to be moving ahead with relatively good speed ard
efficiency We might ask Chemonics for an assessment of prospects for
assigning more roads activity to prlvate sector contfactors, but this is
not & high priority concern. .

#

The other sectors, which acéount’ for almost 703 of BVS furding to

date, are doirg very well with respect to private sector involvement.
Al)l are USIP’3 beatter than 90% prn-ate contracting, according to Chemonics
estimates

One truism that emerged from the team's field investigations is that
the farther dovn the government hierarchy the contracting process is
pashad, the greatier the degree of private sector participation in the
process. This is corrokorated by Chemonics' fiqures. Roads terd to be
batch2d and coontracted at the governorate level. later and seweragje
often are dore on a batched basis at the markaz level. Cthar projects,

viich frequenty are too few in nurber a0d small in scope to be batched,
often are contracted at the village level. -

The significamce of this cbservation is that many villages we visited
espressed a strong desire for, ard seemed to be ready for, more
contracting responsibility. More contracting at the village level would
definitely result in sraller projects and greater participation by small
scale private contractcrs, probably located mostly at the markaz- level.
It seemed also that markaz level fimms tended to use considerable village
labor in thelr local cperations.

BYS should give some attention to encouraging more contracting at the
village and markaz levels. This will require a careful assecsment of
local capebilities and additional training at this level keyed to
centracting and contract management. This should include the develcpment
of a clear urderstanding’ cf what contracting limits are imposed at the
viliage level. Local percepticns ranged fram a ceiling of LE 200 to LE
5000. Our understandirg of current Egyptian law is that the ceiling
recently has been raised to LE 50,000, which clearly is sufficient for
BVS activities.



I1II-39

-

4. Indirect Impact on the Private Sector
«* s
The pace of business activity in a large number of Egyptian villages
has been picking uwp in recent years. This is reported by long—time

observers of the Egyptian scene and was “observed also by the BVS . N

evaluaticii field team during visits. This activity is relatively recent,
but as noted, carnot be accredited fully td. Bs, activities. There are
many factors influencing econcmic activity in“rural Egypt. However, it
is true that those governorates which had been in the BVS program for two
to three years received higher scores on the indicator called "indirect

impact on private sector" than those in the first year of BVS activity,

as shown in the private sector mpact _segment of Table 1 of the Report:
page 10. s

-

As in urban settlngs, there is a strong link in rural areas between
the creation of local infrastmicture at the town ard village level ard

stimilation of local economic and agricultural productivity. Empirical

studies have been done in India and elsewhere that support this
observation and a large body of rural ard agricultural development theory
lies behind it. .

What is happening in rural Egypt through BVS and related activities
is the implementation of this concept on a major scale. The cpportunity
to study this phenomeron should noc ke neglected; an important
contribution might be made to rural ard agrlcultural develcpment
)mowledga_.

Even our crude analysis suggests that scme important changes are
beirg introduced into rural Egypt through improvement ard extensicn of
the rural road network, provision of potable water, improvement of
irrigaticn can2ls and attendant irprovement of canalside roads, and other
smaller scale activities.

The Governrnorate PReports contain a variety of examples of  perceived
links between BEVS projects amd new or invigorated lccal ecoromic
activity. The links suggested through specific examples derived from our
interviews are set out in the Table on the next page. The vertical axis
lists the typs of econcmic activity that village chiefs have indicated
are occurring in response to BVS subprojects. The horizontal axis shows
the sectors which intervievees linked with these develcprents.

As mentioned previbilsiy, we fourd more of these linked activities .
reported in governorates in their secord or third year of BVS

subprojects. Unfortunately, we did not have time to check local
indicators in the agricultural areas swrounding villages, such as
commodity prices, agricultural productivity, or crop diversification.
However, a related phenomenon reported to us is the new tendency of rural
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Table III.D.1 Relationship between BVS sector activities and

recent stimulation of rural private sector econcmic
activity based on interviews in .»-5 vzllages 1n 10 ; .
BVS governorates. g : -l

I

/ -

’ " " Canal Slaughter

BVS Sector Activity PRoads Water ™ Sewage Linirng Facilities
Economic Activity ’ : Co g
Housing/building N _ s

materials * x * * /'

Commerical shops,

restaurants * * *
Quarries * .
Transport Services /~ % *

/
s

Reduced village
import prices * ) . : *

Increased villege

export profits * - %
Mechanic shees »

Spare parts shops - *

Plumbers % - -
Bakeries *

Tile factories * ’
Mainterance jobs, contracts * * *
Butcher shcps [ * L ' *
Cattle fattenihczj" * . . : - *

Reduced rural land use _
for housirg * * *
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people to concentrate their new housing construction in existing villages
that have been provided with roads and water rather than building, as in
*the past, on unserviced agricultural lands. If this phenomenon is
widespread, it could result in conservation of agricultural lands. '

M\- ‘4' ',' . . .
RECOMMENDATIONS - #* | —.- - S
.":""!’. K

1. More BVS contracting should bz encouraged ‘at the
markaz and village levels to increase the percentage of
contracts made with small private firms and to ircrease /
local benefits. This may require _an information campaign R
ard additional training, e.g., .in contracting procedures.

2. The impact of BVS on privaﬁg sector activities is an A T )
important phencmencn about whicli too little is known. '
Regearch should be undertaken to study it and use the results
to achieve greater impact on the village local private sector,
including agriculture.

o
.



SOCIORCONOMIC IMPACT/QUALITY OF LIFE

- PRSI
= /

To say that the installation of basic infrastrucure services in rural
villages previously lacking has had a "def}nlte séciceconomic mpact
upon these villages and their inhabitants is’.tle ‘wltimate truism. Other
sections of this BVS Evaluation Report deal -with impacts that are also
partially social and economic, such as stimulation of private sector in

businesses ard services and local particpation in community developrent-

through interaction of citizens and 1local elected and appomted
governrment bodies. Without v1gorous, ;dontrolled studles, however, it is
not possible to show conclusive evidence of socioeconomic impacts.

Nevertheless, the team's personal observations of BVS subprcject

activities in ten BVS program ‘gcvernorates prcduced a wealth of visible
evidence of some ramifications of these sociceconomic 1mpact=, many of
which may suggest further 1nvestlgat~on

Only hints of these observations and anecdotes appear in the
govermorate case stidy reports, but wvhen gathered together, they infer
that changes have occwrred and will continue to occur. There is ro
consistent corpuis of data showing the implications of bringirg
first-time-ever elerenteary realities of potable water, all-wzather roads,
sanitation, etc. to lorg-neglected rural communities. The future

éirection and continuaton of the program, however, may merit a nore

intensive study of these consequences. A fow mundane but  thought
proveoking exz ples of these include the following.

Orce villege househclds have private water taps, a whole host of
changes occur, especially in the daily lives of women. he incrdinate
amounts of time and’ caloric energy formerly spent in fetching ard
carrying (irpure, nonpotazble} water by women and girls now can be spent
in more productive activities, perhaps even in siall oottage irdustries
at home. Young girls whose tasks in the hcre have largely consisted of
water carrying ray see their yourger sisters, relieved of this task,
begin to go do school. Other girls who still must make dung cakes for
fuel for breadhaking will be able to wash up properly and not be
embarrassed to attend school after this chore. A whole new level of
personal cleanliness starts to make sense, and is eagerly practiced, when
‘the dectors® and social  workers' lessons about cleanliness and hygiere

are easu.y carried out! in the home, with ample water. Those who have .-

taps invite their neighbors in-who do not, and the visitors comwe to yearn
for the same facilities. Even outdcor public taps, closer tc the heme
"and cleaner than the river or camal waters, fulfill nearly the same
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saving of time and energy, and avoidance of disease. The list of changes
is endless, but perhaps the bottom line is that the first to suffer from
ard complain abcut 1rp‘.cpg_r maintenance and breakdowns in the new water
system will b2 the women: : s

it

Vhere' a village has no school beyond prlmary tevel- and its access
roads are inadequate for even a bicycle, theré are few youngsters who
will make the effort to walk hours to a dlstanﬁ school in another village
or who will be able to afford to stay. in the other wvillage with
relatives. With an improved road, with local purchases of taxis cr farm
trucks fran cverseas remittances, and with _a low-fare transportation
gource such as an LDP-lcan microbusy sociceconomic impacts begin to
spread across the village. More boys may find it easier to remain in the
preparatory and secondary schools system. The schools, in turn, may have.
to 2dd more classrooms and teachers. Yourg pecple may hegin for the
first time to see a future in’ the village. Each school graduate who
remains in the vilage recpresents an educated citizen aware of the
development possibilities of his comnunity.

O local unit visited Ly the team offered the following intriguirg
statistic: since the widespread installation of potable water
connections, the incidence of cutpatient clinic visits related to water
borne discases (prirmarily gastrointestinal) fell to half their former
level. While thez implications cf such beneficial results of potable
water necd 1o elaboraticn, the possibility that failures in naintenarce
and envir mrental menitoring may create new health hazards raises
questions that the new beneficiaries and the project's sponsors must ceal
with. ‘

Regardirng the degree to vhich a program such as BVS is designed to
work 1itself out of a job: the field visits showed that goverrorates
varied consicerably in their cspacity to develcp at the local level the
resources amni responsibilities that will continve and sustain project
activities. In cne case, BVS subproject fundirg was extended £ive-fold
by local contritutions. In ancther case, there was no evidence of any
contributions either in money or in labor to BVS subprojects.

It is moteworthy that there 1is a definite 1link between the
developrent of local capabilities amd the socioeconomic standards at the
villge 1level. The more capable vilages - become in develcping
infrastructual s~rvices--and income-producing projects--the higher 1is
their socioeconcmic grout rh. To apply .theze criteria to the governorates
sarpled in the field visits, the following table illustrates the linkage.
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Iocal Develcpment Qpabilities

High Moderate Low
Socioeconomic Characteristics MR
including private sector ;s . -
stimulation _ A ;

' /:,j. 7

HIG (Menufia, Shargiya, Giza, 602 .~ - , -
Beheira, Fayoum, Beni Suef) ‘ . ; ’
MODERKTE (Scheg, Gharbia) - 203 -
LO? (Red Sea, Ismailia) Lo - - 208

The readiness of villagers to participate in local development:
activities tends to increase among local units having a lorger period of
participation in the BVS progre -

. It is apparent that the more ecducated community members have a
greater participatory role in developrent projects than those with lesser
education and income. Lower inceme groups show more  interest in
participating in activities that have a direct and imrediate benofit
rather than long term activities with lorg range payoffs.

In rany popalar COLI‘.CllS, opinions were strongly voiced on the need
for developing more income—generating projects which could rapidly
stimulate econcmic growth and upgrade hnng stardards. Villagers with
high socioceconomic status have more economic rescurces for participation
than low-income villagers and are thus able to have greater commitment to
rural comunity involvement in terms of willingness to give time and/or

‘money than are villagers of lower sociceccnomic status.

Irmact ' .

In discussing the impact of the BVS project, three issues are
relevant:

a) Direct impact; )
b) Impact on a select}ed hst_ of quality of life variables, and
c) Long-run effects of the project on rural living.

Each BVS subproject has had a positive short-run influence on the
villages. Project funds are usuzlly spent, in part, in the villages
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themselves. 1In r=ny cases, this has meant the creation of jobs for a
limited pericd of time. In one village, for example, about 2000 workers
were erployed by  the local council over a- perlod of seven months to

complete a massive canal lining subproject:’ More importantly, the

subproject has created technical amd tusiness skills which continue to
renefit the villages long after the work ig” cgmpleted Bricklayers and
stonemasons were trained through part1c1paiz10n in such su}:oro;)ects,
Subcontractors who worked with the subpxogec*t continue to do business in
the area. In another example, the head of a village council, whose local
unit successfully completed a canal lining project as a contractor, was
recently callad vpon to do another job for a large joint venture in the
area. It can he safely said that this BVS subproject was instrumental in
no'.lrislung a business-like attitude on the part of many local leaders ard
in the creaticn of small private enterpnse's as well.

A
;

The evaluatlc:n tean was repeatedly told by people in the local units
that the flow of funds to the villages and the interest generated among
the gerneral public is attributed to the interest of the Americans in
thezir welfare. Thnere is a feeling of appreciaticon ameng executive and
popular courcil leaders of the role played by the American people through
USAID in providing their villages with needed basic services.

b) Impact on ¢the Quality of Life

In dealing with the impact of the wroject on the auality of life in
the villages it 1is useful to consider several major categories of
subprojects. ‘

Road Construction :  In general, road construction has had a profound
impact on wvillaces, by increasing the mobility of persons ard gocods.
This has opened _ne way for myriad charges in village life. For exawple,
the collection cf local produce for sale outside lecal markels became
"easier; local businesses benefited from better transportation facilties,
armd villagers' accessibility to a host of specialized services available
mainly in tcims was enhanced. Tnrowsh road improvements, the villges
became more fully integrated into the social ard econcmic fabric of the
governorate.

Canal linirg: Cznal lining has special relevance in Fayoum. Small

canals passinc t_h::ough villages are at times so deep ard steep banked

that there is cbvious étructural darger to nearby homes. The soft silt
banks erods quickly and roads separating hemes from the caznal are quickly
eaten up. Canal 1linirng means not only the constructicn of walls to
strengthen the banks of these streams, but also the creation of a “road"
and a drainage system for subterranean water which is absolutely
essential in protecting buildings. Moreover, canal lining is important

T
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for the safety of small children, ard enhance the overall appearance of;
the village.

Normally, canal lining allows better accesslbl}.zty of vehicles to the
inner village. Businesses flourish in such areas! The evaluation team
documented one instance vhere a pharmacy was established on a newly
-constructed road which was associated with-— an adjacent canal  lining
project. Doubtlessly, there are many similar deveiop'nents elsewhere.

Potable water: The importance of potable” wa.ter for human health can
hardly be overemphasized. The health benefits resulting from clean water
are well known, ard were addressed earlier in this section. In addition,
having piped water available encouraged the develcprent of small
enterprises such as bakeries, tile manufacturing, stone and alabaster
cutting, slaughterhouses, etc. '

.
P
4
’

Long-range Effects

There is an attitude of hope in the future and among the many local
leaders met by the evaluation team. Their villages have long been
neglected. Despair, recarding what the government would do “for" them in
terns of the many problemns they faced, was widespread. But now they see
that the government cares for them and that something can in fact be done
to alleviate their 1long-stardirg problems. On the one harnd, this has
created a demand for more from the government (and possikly, from the
Americans). But on the other hand, it has also shown tha: nothing is
impossible, that a canal can be lined, a road constructed, and potuble-
water brought to the wvillage. This new attitude has generated a force
egainst apathy and against acceptance of the status quo that will not
socn be lost in the villages.

Another trend vhich has begun and is expected to shew up more in the
future is greater integration of the village into the mainstream of
governcrate and national life. With upgraded roads constructegl ard
improved communications, the private sector husinesses are comirg to
life. Coupled with thclocal leadership {executive and popular) beccming
rore and more involved with markaz and governcrate authorities,. this
means that nothing can ever by cuite the same as tefore. However, this
trerd needs to be nwrtured amd pesitively reinforced if the benefits of
the investments in BVS are to be fully realized.
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OVERVIEV: THE IMPLEMENTING AGENCIES

Four organizations have been responsible-for/ the implementation of
the BVS activity: USRID, ORDEV, Cnhemonics, and the Egyptian villages. In
broad terms, Chemonics has provided the teclm;lcal assistance to the
various levels of local government, ORDEV hag  disfributed the project
furds to the governorates, and AID has designed;- planned and supervised
the process. The actual implementation of subproject activities has been
the responsibility of the governorates themselves. The following section .
outlines amd roles and functions of each of these important actors in the -

. BVS story. . P

-
P

A. ORDEV: Functions and Conabilities .

In 1973 the Organization for  Reconstructin and Development " of the
Egyptian Village {(ORDEV) was established by the Governrment of Egypt in
the HMinistry of Local Government for the purpose of planning and
coordinating rural develcpment. In a little over a decade, ORDEV has
become the focal point for the administration of a broad rarnge of

decentralization pOllClLS armd programs, many of which are sponsored by
USAID.

-
g
'

Folloaing the letter and spirit of the drafters of Egypt's
decentrzlization decrees, CORDEV has never developed any technical or
adninistrative capabilities beyond its limited role as coordinator.
Ironically, CRLEV's weaknesses as a government agercCy may be one of the’
greatest strengths of the decentralization movement in Egypt. The
decision to limit the authority and mandate of this organization was
intertional. Consequently, the governorates, markaz ard village units
are increasingly beccming the locus for rural development decision makirg

ard preoject implementatien.

CRDEV distributes guidelines for programs, channels funding .46 the
recipient local governrments arnd in a2 limited fasion monitors a stifling
nurber of GOE and USAID subproject activities. Measured oy its mandate,
CRDEV nust be congratulated for the part it plays in Egypt's -large,
successful decentralization program.

1. Technical Assistarce Peocuirerments

The weaknesses of sméh an intentionally oorstrained organization
cannot, therefore, be considered as liabilities. Sized against the
razmoth bureaucracies of almost every other government agency in Egydt,
ORDEV's total staff of 260 emplcyees is small ard they perform their
functions with a minimm of red tape or "routine", a common problenm
throughout the Egyptian public sector.
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Nevertheless, ORDEV officials freely admit that a number of

difficiencies exist within the organization. Primary among these are the
eéstablishment of an accurate information system on project activities,
crucial to its monitoring function, and .the <creation of an effective
training mechanism, equally important for “this dissemination of rural
development programs. At present, while a,/computer syster is bkeing
introduced, CEDEV- continues to rely on cumbe{ me manually tabulated data
to monitor project activities. Chemonics, Lhe U.S. consulting contractor
for BVS, has installed new computers at ORDEV and is training its staff
in their use. Uowever, technical assistance will be required for some
tine before ORDEV can move beyond the simple mastery of input ani output
functons into the more advanced realms of programming and data analysis.’

The data hase generated in the villages is another prchlem. As cross
checked by AID, Cheronics and ORDEV, the existing information is

irperfect. Additicnal training in data collection will be recun'ed at

the governcrate and markaz levels to improve it.

This raises the secomd oconcern over training. ORDEV has a small
training division which administers a limited number of project
management oriented cnurses, principally by contiact. AID-sronsored
project training in the decentralizatien activities has been n*:naf*cd to
date throvgh U.S. contractor assistance. A mechanism neads to be
established to transfer this function or at least the supervision cf this
function to ORLES This problem too reaquires technical assistance.
Interestirg p0551ollities exist for th: Saagara Training Center to be
used as ORDLV's base for the training of trainers. This and other
options should ke explored jointly by Chemcnics, OFDEV and UsaID. ‘

It is important to mentiocn here that none of the OPDEV officials
interviewed regquested technical assistance in their agency in the areas
of su:prO]ec\. design or implementaticn, an issue raised over and over
again by all levels of officials of lccal government. ORDEV was never
_interded to provide technical services to the governorates.~in this
regard. That functicn, in the ©o©verall Egyptian plan for
decentralization, rests with the markaz and goverrorate technical
departments. ORDEV may develop the capacity to organize training in
these technical skill areas, but it will never be the technical
assistance arm of rural develcpment.

2. Crganizational Structure '
)) B

ORCEV has. a relatlvely small office located within the Mln stry of B

Local Govermignt. The agency is divided into three divisions: Follow up
ard Planning:; Finance and Administrtion, and Training and Foreign
Assistance. The Follow 1o ard Planning Divisicon has the largest cadre of
employeces and is responsible for all project planing and monitoring

ﬂ}
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functions, including the information system. The - Finance ard
Administration Division  controls financial  records, = internal
administration functions and conducts research. The Training and Foreign
Assistance Division is responsible for conductmg limited GCE-funded
training, administering the AID-funded LDF T:raming, and 'has separate
project divisions for each AID-funded activity. :

! s

. Y P T g
'In ‘addition to the central office, each géé‘éfﬁdr’ate and most markaz
designate -a number of rural developmerit officers as  ORDEV
"representatives” who remain on the governorate, markaz, or village
payroll. ORDEV has invested a lot of training in this core field group,
primarily throuwh the LDF and BEVS procgrams, with very positive results. .
These rural development officers dlss’e'nmate information on ORDEV

programs ard projects, advertice tramlng cpportunities, often select

traineces, and organize the task of information collection in the -

governorates. Without such a systen of Mseconded" field perscnnel, ORDEV
could never manage or ronitor 1ts prograns, given its current staff size.

3. Budget ard Proarams

In comparison tc the size of the AID-sponsored projects which are
coordinated through CRDEV, its own annu:\l budget of between LE 4 apl 5
million is modest. Nevertheless, ORDEV takes great pride in the programs
it is able to offer to many of Egypt's 870 village units with these furds.

ORDEV officials make a distincticn between what they see as AlD's
purely econc.ric development package ard what they call their 1ntefuatad
rural develcpment approach". Both AID ard CRCEV are heavily involved in
income-generating activities. Tre differemce, according to these
officials, 1is that CRDEV combines more sccial develcprment criteria in
their analvsis of project wviability and places a strorg emphasis on
social returns. ‘

The differences in actual programming results are less evident -than
this philocsophical distinctien might indicate. Slxty-uve percent of
ORCEV's independent project activities are in econemic production
projects, 25 percent of its funds are invested in village infrastructure,
and ony 10 percent is used i.. social programs.

ORDEV's strorgest intergovernmental 1link is with the Ministry of
Agriculture. Many of its programs in rural economic develcpment are in .
fact projectized agricultural extension services whorcb) the introduction
of new farm inputs (seeés, fertilizers, ‘equiprent, egg and poultry
production techniques, etc.) are subsidized throuwgh the experimental
introductory rhases. : ‘



4. BVS Proiect Coordination

ORDEV is the implementing agency for BVS. . The program began in 1979
with the introduction of local infrastructure projects in the
governorates of Shargiya, Fayoum and Schag. Ower-d five year period this
progran has grown from $15 million in the first Year to its present total’
of $186 millicn (including PL 480 Title III), which has been spread over
twenty governordtes and 870 village units. - The strain of his expansion

on ORDEV's project supervision and monitoring role has been tremendous. -

Only ORDEV's lack of direct subproject inwolvement makes it possible.

-
rd

in its role of implementing ageicy, ORDEV delivers a set of project

guidelines to each new governorate in the program ard solicits their-

nceds ascesstent based on village council subproject selection. The
governorate package of village subprojects is then reviewed Ly the
Interigen Committee  (IZC) chaired by ORDEV  and  including
revreserntatives from the Ministries of Plarning, Agriculture, Investment
ard Finance, as well as the water authorities and AID. The IAC approves
or disapproves subproject packages on the basis of EVS project
guidelires. Once the projects are approved, funds are released to the
goveriorates in the form of checks made out to the village units. Any
change in subprojects must in theory be reviewed again by the IAC.

B. Cheronirs Performanc

a) Scope of work: ©On Ppril 6th, 1981, Cnemonics sigred a cost
veimursement contract with USAID/Cairo for a three-year duration,
1,329-perecn-nonth  eifort, in support of the BVS projqct in nine
governorates. In May 1983 the contract was exterded Ly six months to
Septerber 30, 1924, the man—months of effort were increased to total
1,954, ard the nurber of covernorates in the project were increased to
twentv. Except for the ircrease in effort, the Chemcnics scepe” of work
has remained uncharged in its six main elements: -

- Identification, decign, ard manualization (in Arabic ard English)
of the major BVS processes ard systems;

- Devising a series of. trainirg programs in Arabic wvhich covers the
systexs in the above tasks; . :

- Provision of technical 'assistance in management, administration,
ard organizaticons: . )
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- Provision of technical assistarce in all phases of engineering
design, specifications, contract adminis tration, environmental analyses,
local planning, ard project feasibility studz.es, 7 : J

- Monitoring progress of the pmject and subp;:o]ects, .
- Long range policy guidance on d’eéentrallzatlon and other
institutional matters. o

In carrying ocut the above tasks, the engineering staff of Chemonics
consisted of threce Egyptian and ong U.S.” engineer plus one U.S.
environmental advisor, over the perlcdﬁ June 1981 to August 1¢83. Urder
the contract amerdment, the staff was expanded in Auqust 19283 to include

twelve Egyptian and cne U.S. engineer plus one Egyptian environmental
advisor. .7 g

b) Ergineering Manuals: Chemonics has produced 19 technical manuals,
guidelines, and technical reports, as follows:

Mancals py
Water

1. Operator Manual cn Maini~narce and Cperation of Pump
Sets, June 1982 (Arabic)

2. Technicians Manuval on Construction, Repair and
Maintenarce of Vater MNetworks and Purp Sets, wenbe.
1982 (Arakic) :

3. Organizaticn ard Management of Maintenance Centers and
Maintenance of Water Systems, July 1983 (Arabic)

Roads L — : o

1. Technicians Manual on Construction ard f-iaintenance of
Dirt Roads, June 1982 (Arabic)
2. Road Design Manual for Engineers

1. Planmrg -ard Design Manual. on Wastewater Collection,
 Treatment and Disposal, March 1983 (Arabic & English)
2. Technical Manual: Alternative Wastewater ’I‘reau.rfant
System (English)



.

Drainage

1. Manual for Planning and Implgmentmg Village Drainage
Projects, January 1983 (Arablei
e
Environmental T

1. Water Quality Manual -
2. Environmental Assessirent Manual
_

L
P

Guldelmes Z
1. Guidelines for Des1gn and Maintenance of Dirt Roads’
2. Guidelines for the Management of the BVS maintenance

Fund, June 1982 (Arabic and English)

Technical Reports '

1. Technical Specifications for the Supi.ly of Compact
Unit Vater Treatment Plants

2. Paved Surfaces Versus Non-paved Surfaces

3. Ewwvirormental Awareness and Water Cuality Managenent

4. Envirormental A.areness ard Envircrmental Impact of
BVS Foads, Novenber 1987

5. Environmental Awareness ard Sanitation Wastewater:
Characteristics, Collection, Treatment and Disposal,
June 1983

6. Egyrtian Resources arnd Activities in Environmental
Managerent, MNovamber 1982 -

7. Review on Health Effects of Asbestos Pipe

-

. e
4. Field Technical Assistance

During the first year of its contract, the engineering section of
Chemonics corcentrated on data collection, the preparation of manuals,
and the development of traininmg courses. The emphasis soon shifted to
the provision of field technical assistarce as. a result of a growirg
awareness of field problems ard an increasing number of requests from the
goverrorates for technical advice and assigtance. By mid-1982, Chemonics
had establi Shed a strategy of routme visits to governorates every two to
thres months. -

A typical fielé visit to a goverxiorate lasted one week ard would
involve two of three Chemonics personnel. Meetings were held with the
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ORDEV representative and governorate departments of hou51ng, roads and
irrigation as needed to discuss project progress and problems. Visits
were then paid to one or more markaz and- meetings were held with
representatives of the technical departments. there. Finally, the

Chemonics personnel accompanied by the markaz engrneer and often by the

chairman of the markaz executive visited the 1ecal units, and met with’
the local village chief to review BVS activities. A minimum of four to
six subprojects were inspected in the field and Chemonics personnel
provided on-the-spot advice and suggestions as circumstances required.

Over time, a fornal nnnltorlng and reportlng procedure vas

established. Chemonics engineers gavé verbal advice in the field but

they have no authority to implement or to reguire local follow-up. Upon .

returning to Cairo, Chemonics engineers prepare a "field trip report" for
USAID documenting dates, places; persons met, problems observed, and
recormendad follow-up. Chemonics also prepares a more detailed "follow
up field report for their irternal files indicating specific actions
Chemonics orORDEV or USAID personnel should take. When problmes warrant
further action, Chemonics verbally informs the ORDLV representative in
the governorate corcerned and, in extreme cases, will send a formal
letter to the ORDEV representative or the Secretary General of the
governorate. Occasionally, -the governorates send requests for special
technical assistance to Chemonics in writing.

Since August 1983, Chemonics has had twelve Egyptian engincers
available for technical duties. Their scope of work requires them to
spend 55 percent of their time in the field, 20 percent on development of
manuals, 5 percent on training courses, 10 percent on special technical
studies, and 5 percent on reporting of BVS activities. ltonthly reports
submitted to USAID showed the following percentages of time spent in the
field.

1983 1984
— — L
July - 26% - January 51
August 46 February 55
September 18
October 24
November 33
Decerber 27

The substantial 1rcrease in 1984 is a dlrect result of an 1mnrov;d
. system of AID monitoring ‘introduced in late 1983. This included close

monitcrirg and follow-up of technical assxstance field trlp reports by
USAID, .

S
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The evaluation team heard a number of comments £from the field
indicating that more technical assistance was needed from Chemonics. 1In
some cases, dissatisfaction was expressndhover/the quantlty and quality
of Chemonics' technical -ssistance. . o

£ '/‘4 I . -

While it was not possible to evaluate Eﬁﬁ’tfué'éxtent of the field
technical assistance provided by Chemonics, it is useful to keep in mind
the constraints that the contractor oqprates under 1in the field,
Chemonics has no direct responsibility for subprogevt design;,
construction, or maintenance, nor does it have any direct authority to
impose any technical suggestions that arise during field visits.
- Moreover, its engineering staff is. 1imited and return visits to spec1f1c
subprojects must be scheduled -in the context of routine field visits,
The contractor appears to have tried within the limits of its resourcec
to respond to requests for field technical assistance. That i5 has been
unable to fully satlsfy the demand is more a reflection of the parceived
need for external technical assistance in the field at all levels of
local government than an assessment of the basic capacities of the
contractor,

The need for/ contractor-supplied technical assistance has been
justified bj the role Chemonics has played in dealing with and resolving
a number of crucial technical issues. Special studies and investigations
by Chemonics have led to either the affirmmaticn or modification of
several RBVS policies, amng them the continued use of ashbestos-cenent
pipes, th2 removal of prohibitions upon the paving of BVS roads; the
construction of elavated water storage tanks, and the approval of compact
water tretment plants, Thus, external technical assistance for the
resolution of special problems has been clearly demonstrated to have bean
necessary for the successful evolution of the BVS project. It is highly
likely that such technical assistance will continue to be required into
the foreseeable future.

g

C. USAID Project Management

The overall success of BVS is a credit to the entire USAID Cairo
DRPS/LAD (Development Regources Program Support/Local Administration
Development) staff. Over the past year four American project officers,
including the Office Director, have been directly involved in BVS project
management. The group d5 enthusiastic about the program into which they .
have invested their creative ideas and considerable amounts of time and
energy (in ~extra-office hours as well). These officers have
responsibility for other projects, but strong linkages have developed
across the entire decentralization portfolio through this expcsure.
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At present the BVS staff includes a U.S. direct hire project o’fficer,
an Egyptian Project Assistant, two Egyptian engineers, and a secretary.
The principal functions of the Egyptian personnel. on. _this staff are to

oversee the activities of Chemonics, ORDEV and -the governorates. The

tremendous size of the Chemonics contract alone requlree; constant

follow-up on the rather mundane components of con)zra(:t ‘management, e€.9.,
vouchers. Field trips are conducted reqularly ‘aw spot check training
programs, delivery of contractor technical assistance, chack ORDEV
subproject financial records and to troubleshoot with local officiails.
The Egyptian Project Assistant officer maintains regular contact with
ORDEV in Cairo and attends BVS InterAgency C/omittee (IAC) meetings.

/

The LAD staff are gearmg up for “the project transition period they -

are about to enter. This is essential for continued BVS success. The'
first part of that transiticn is the phase-out of the U.S. Technical
Assistance contract with Chemonics. Considerable coordinating will have
to take place between the contractor, ORDEV and the Mission to determine
the best mechanisms for transferring present contractor functions to
ORDIZV. The second phase of the transitior will be in the mode of Mission
managevem.. At present a considerable amount of staff time is heing
invested in monitoring the contractor. Once the contract has expired,
new systems of support \:111 hba necessary to stremthen ORDEV's prolject
ronitoring cap;bllltlas. These new systems may include additional
technical assistance components in support of ORDEV's information system
developmz2nt and the assumption of BVS project training. As the mode of
assistance changzs, so must the management. The main recommendations of
the evaluation tean are:

BVS USAID/Cairo mission staff job descriptions
should be revised to clarify each team mermher's
responsibilities in the period of contractor
phase-out.

USAID/Czairo should ccordinate and develop a program ~
with GRDEV to complete the portfolio of profiles on-the
governcrates participating in the BVS program who were not
covered by this evaluation.

-
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Methodology

An important objective of this fourth mid-project evaluation was to assess
impact at the stated purpose and goal levels. The process of decentralized

village level decision making and development, based on popular participatiom, - -

in entering its fourth year and many subprojects have been completed and are
functioning. ;L. S «
/ 4 a 2

The BVS activity begen in three governorated in 1979. It was increased by
six governorates, and in 1982 it was extended ‘again to include all twenty of
the rural Egyptian governorates. It was crucial, therefore, not only to
determine progress towards project purpose and goal across a range of 3 /
governorates but to take account of the length.of time different governorates ’
 had been in the program. o | -

The basic approach to this evaluation was to use an extensive series of .
field trips, several in-depth case stidies, and a matrix of key indicators td
evaluate the project. During January 1984 field visits were made to the
governorates of Fayoum, Sohag and Sharqiya and in-depth case studies were
prepared regarding the operation-and progress of the activity at all levels of
local governzent. The insights.developed in the case studies were used to
carry out a second set of field visits to the governmorates of Beheira, Giza,
Menufia, Beni Suef, Gharbiya, Ismailia, and the Raed Sea. The evaluation team
split up into two/field teams, each with a leader and expertise in
engincering, training, local administration and socio-economic analysis. On
site, the field team members covered these.

On the basis cf the case studies, the evaluation team developed a matrix
of fifteen indicator factors to assess project outputs and impacts. This
matrix was formulated by the full team over a series of msetings in which all
aspects of the project were reviewed. Input to the sessions included the
previous project evaluations, project files, case studies, and the on-goirg
governorate field trips. By involving all team members in the construction of
the evaluation matrix, a thorough understanding of the particular concepts and

issues relevant to this report was achieved.’ e

The evaluation matrix contains fifteen indicator factors drawn from the
log frame, the current development objectives of AID, and discussions with
USAID/Cairo officials. These factors range from the broad goal,
“"decentralization'' and purpose, ''capacity building'', concepts to specific
operational aspects such as financial records and maintenance performance.
Each factor has a five-point ordinal scale ranging from very low or absent (1)
to very high or comlete  (5). Following each field trip the evaluation team
menbers visiting the governorate assessed it in terms of the fifteen factors
and then used the completed matrix in preparing the governorate report. Tae
matrix scores for the ten governorates .are shown in Teble 1 and the associated
field reports are attached as Appendix II. '

It must be kept in mind that the matrix factors represent nominal
categories while the individual factor scales represent ordinal rankings. As
,ssuch, the scores cannot be added to obtain a mathematical comparison betwzen
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govprnoretes, A given factor can be ordlnally compared against the same’
element across the governorates, but it cannot be added to the scores of other
factors.

Recognizing these constraints, a compromise was reached between the

" 1imitations of the data and the need to compare prOJeCt progress across the
govertiorates. Figure 1 compares the attainmenpt of ‘project godl and purpose
for the governcrates included in the field trips. ‘To account for differential
project maturity, the governorates are clustered into groups on the basis of
the year in which they entered the BVS project. . ;

Figure 2 is an attempt to sum up the matrix data and to present in the /
form of clustered bar charts a visual.eVerview of the findings from the
field. The elements were collapsed into five major categories
{(Decentralization Policy and Institutional Developaent, Tecnno‘oav Transfer,
Private Sactor Promotion, Implementation Progress, and Quality of Life. The/
resulting governorate clusters were further divided into years of involvement
in the project. In short, Figure 2 is a surmary prese entation of relative
governorate progress in aCh1ev1no the uajor progect elements, based upon
docunentary data, verbal lnformatlon, and impressions gained during the field
trips.

Crlte ia of Matrix Factors and Ratings {see BVS Prcject Evaluation Matrix
.

1. Factor: Delesation of Authority - degree of transferring responsibility
and’dugnorlty From Ceatral Governzent to various Governorate
levels.

Rating: 1. Authority was not dclegated beyond Governorate seat.

2. Local Unit has consultation role yet Governorate retains all

authority.

3. Delegation reached Markaz level.

4. Yocal Unit was delegated partial authority.

5. Lecat Unit was dglegaued full authority.

. 2, Factor: Decision meking: Determine focal point whnre final-decisions are
made on sdb-pro;ects.
Rating: 1. Governorate retains full rights.

Juhainiustmanit = 4
2. Decisions are made at ch‘,rnorato seat with participation of
Markaz.
3. cisions are made at Markaz 1eve1 with participation of

Local Unit.

4, DECLS.OQS are made at Local Unit with equal participation of
both Councils. ,
5. Decisions are made at L. U by Popular Council only.

3. Factor: Inst1tut10ﬁa developz cnt/CaDac1ty Buildineg: This factor gauges
the capability of tne local village unit (L.U.) to select, manage
and implement sub-projects.

Rating: 1. L.U. has no capaoxllty or role in selecting sub-projects,
: 2. L.U. has capability and limited role in selection and
managenent of sub-projects.




Factor:

. but limited capability in 1mp1ementatlon.

3. L.U. has capability and does assune the role of selection and
implementation.

4, L.U. has capability in selectlng and managing sub-progects
5. L.U. has full capability inselecting, managing and -
implementing projects. :

P

Local Contribution: Extent of caﬁm@ians made (in Labor and.’

Capital) by village people to the execution of BVS sub-projects.
Contributions are measured in terms of approximate percentage of
sub-project costs. ) ‘
Rating: 1. No contributions made. - J/
2. Contributions amounted to less than 207% of sub-project costs.
3. Contributions were between 20 to 407 of sub-project ~osts.
4. Contributions were between 40 to 607 of sub-progect costs.
5. Contributions were over 607%. ] 5
Factor: Use of private sector contractors Direct impact on private
sector tﬁrough awardlng inplementation contracts to private
' contractors
Rating: 1. No prlvate contractors used.
2. A low percentage of sub-projects were awarded to private
contractors.
3. 'Sub projects were closely distributed between pbulic and
private sector contractors. A
&4, The Majority of sub-projects were executed by oriva*e sector .
contractors. _
S. All sub-projects were awarded to private sector contractors.
Factor: Funds exvended as of 12/31/83 - Indicates speed of sub-project
implementation through disbursements of alloted funding. Tais is
a direct percentage of disbursements to budgetted/ funded project
costs based on available records.
Rating: 1. 607 of allotments were disbursed. )
2. 707 of zllotments were disbursed. K
3. 807 of allotments were disbursed. -
4, 907, of allotments were disbursed.
5. 1007 of allotments were disbursed.
Factor: Projects Completed - This represents percentage of value of work
completed to total estimated costs as allcted. This indicator
was added bacuase fund disbursements alone may not constitute
degree of ‘sub-project completion. -
Rating: 1, Value of work completed represents 60% of sub-project costs.
2. Value of work completed represents 707 of sub-project costs.
3. Value of work completed represents 807 of sub-project costs.
4, Value of work completed represents 907 of sub-project costs.
5. Value of work completed represents 1007 of sub-project costs.
Factor: Level of project understanding - Indicates degree of

understanding of BVS project concepts by Local Unit popular
council as well as their awareness of their rights and
responsibilities under the project.
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dyme

1. No understanding at L.U. level. ' : -

2. Limited awareness of the BVS program.

3. A fair degree of awareness of rlghts and respons:.b:.l:.tz.es

under BVS. , ,

4. High level of awareness. .- = /- : T
5. Complete understanding of progect and all its component

’

Source of Tech. Assistance - To measure avallablhty of local -

10. Factor:

resources for techinical asustmcd Teuirements by local units in
the research, design, and implementation monitoring of
sub-projects. ' : )

1. Available at central government.

2. Available at Governiorate and Markaz.

3. .Available at Markaz’

4. Available at Markaz and Local Unit. y ,

5. Available in Local Unit. , o ' ”

Level of Participation in 'T‘rainino - Indicates degree of

Ratin_g_.

11. Factor:

participation in training p*o:": s and in turn degree of
potential technology tranw.er to all levels of Governorate.

1. Limited participatica.

2. Participation in Village Council workshops and scme technical
coursss.,

3. Participation in most training programs.

4, Full range participation in all courses and VOI'KS“IODS.

5. P&I’LlClpc.ClOB in first and second (advanced) level training.

Financial records - Indicates location and accessability as d 5

12. Factor:

managezent tool.
1. Onl y at Governorate,
2. Only at Governorate but available to Markaz.

3. iy at Markaz.

4, Aval. le at Markaz and to a certain degree unofficial
records at Local Unit. ‘

5. Complete records at Local Unit. o

Linkage w1tn other AID projects - Refl ‘ects dooree of coordintion

end integration of the varicus AID projects in the -
decentralization sector zffecting rural development. Tas ..Hrep
m2jor components are the BYS, DDL (Decentralization Developze

I, incoxe produ;..i_no projects) and the DSF (}eveloc::«:'u, services
fund, provision of heavy equipment). ,

1. No coordination within the Governorate.

2. Limited coordination.

3. Some use of D3F equlpm—ent in BYS sub-projects (cono*'mrtmn
ana/ or maintenance).

4, A significant degree of coordination between the three
projects.

5. Fully integrated. Equipment under-DSF is used in BVS and DDI
projects. BVS sub-projects serve DDI sub-projects. DDI projects
revenue nelp finance BVS type sub-projects. :



13. Factor:

-5-

Indirect impact on Private Sector - To the extent possible’géuge

l§

14, Factor:

private sector stimulation as a result of BVS sub-projects.
Examples: New small businesses and enterprises using BVS

- facilities, new shops for commodities and services, new - .

transporters and increased number 6f vehicles, new "local”

contractors and sub-contractors, Qew‘houSLng (single and muLtlple

units). - - - etec.

1. Negatxve impact (where publlc)contractors adversely effected
existing private sector contractors, or where small businesses
were forced out of the market due to BVS sub-projects e.g.
potable water transporters). Information obtained by asking’
villages Chiefs and other village representatives to 1dent1fy

linkages between prlvateﬂééctor initiatives and BVS sub-progects

and programs.
2. No descernable effect on private sector.
3. Low effect on private sector. Some indicatioa’ of llmlted ’
rowth and link with BVS sub-projects.
. Visible positive impact on private sector.’ ‘
5. Highly visible impact and growth of private sector. Link
with BVS demonstrated by many strong cases cited.

,.

Socioecononic impact - Degree of apparent social and economic

Rating:

15. Factor:

improvesents in the quality of life at the Local Uait level
linked wlth BYS activities. Assessment was based on interviews

with popular council members, businessmen, and lay persons in the

villages.

1. Very little improvement on quality of life.
2. Significant improvement on quality of life.
3. Great improvement on quality of life,

Maintenance performed - Assess vhether or not maintenance is

being periorzed on EVS projects and if there are plans to do so
lncluAlno preventive maintenance.

i. No. maintenance is performed nor plans to do sO. . Maintenance

fund not understood.

3. Some maintenance is performed but not enouoh Maintenance
fund understood.

5. Acceptuble level of maintenance is pargbrmed and plans are
drawn for continued preventxve mainténance. Maintenance famding

being used.

LI SN
.
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CATHORY 1 2 3 4 3
D?Jogai..icn of Goverimrate Govermorate level titkaz Jeve) Fartial Fall
auU\gr;ty u,’llg conrultation renl Unit Tove)

Decision raking G oM *—‘di;ill.l}/;"w _w/'}:xcc.t.rop.. 10/Pop. -

Institution Sevelicp-
went /copacity bldg

IL ban o role in
project sclection

S S
. ’4{' ;
#

"I has role in seltctieyf rgmt ,f I pas fuId capocity ip select fen.
ISP - 3

ranagement and »inplr:mcntaix‘en S

local contritvtian

- L s

0 under 20% 40-60% - over ¢CL
(lator/capital) - ¢
* . . _ ) !’
. ¥ Revenue gcneratirg Fone low 7 Mcdivm Modiwom+ Hich .
Use of privete sec- Yone Low Close mix Majority AL
LOT Contractors P . .
(% 1E/project) . . g
Funds experded as «i 208 80% 56
of Dee. 3%, 1333 : : ‘ U 1008
proiects oarpleted €03 0t ©oect ot Ioce
e E .
Level of preiect . Yore Limited Mzroress of rte Bigh level of Cerplete
. urAderstarding / d%arencss tresponsibilities awarerces urcerstancdiig
Scurce of tech- Ministry/ Cov.tarkaz Varkaz tarkaz/LU lecal Unit
nical sesistance
level cf rarticipa~ Very limited WW's, scre Participate in Full rarge of Secord-level
tion in training technical pest prograns participation courses
;. - -
Firarcial records Coverrcrate Ger tnorate Markaz local Unit lecal Unit
Linkege with otter e Limited Associated Cooréirated Fully intecrated
AID projects i -
) - g
Irdirect irpact ¢n Hecative Fone Low , Visible Highly visible
private soctor .
Socicecenaric and - LA -- *MEDIW4" - - THIGH" --
0! .Life irproverent ’
® Coneral irpression of - s Lo S “MEDIiRE - - "HIGH" - -
oov:i develepment level ! : - B
Yaintenrance tone - - - Minor - - Acceptablé
performed

*These two factors were not included as indicators affecting the project logframe.
The first was used to show whether or not the governorates have put into effect or
have planfed schemes for revenue generation. The second was used to show a genera.
trend of economic development in each governmorate, byt the team was then unable to

differentiate sufficiently among levels of performance to use them as ordinal
indicators.
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BEHEIRA

). - ——

CATEQGRY . i 2 ' 3 ] 4 . 3
Local unit delegat
Dalenasts £ Y R , ) ful] deCiS'ion. d!‘nd
1. Celegation of Authority ) » , appropriate, imple
~ {tation authority
h ) LU selacts priorities,
e - . did water project and .
2. Institutional Devalopment/ ) supervised roads con-
Capacity Building . tracting process
Popular council makes
R : decisions in joint
3. Decision-making . ' 4 meetings with executive
council
...... : . " . Village contributed a1l ]
: , I R ‘labor for water system
4. Local Contribution (Labor/Capital) A paid for TA, more pipe:
: . 5 hookups and meters
Mg S s e N N ST W ¢ @ W e ) wd IR SPE S, - owwergr o b - — ..  —— v — \\- - -
‘ ' Water users’ Y
. fees (no other
5 Rewanue Generatd ‘ BvS, but CDI ; ,
9. Revanue Genarating 1 projects doing v . '
well) AT |
e i e R 1 RS " . .
No private contracH N h
6. Usa of Private Sactar Contribution - tors used tho LU ; w0
v e o did a1l work on R
(% of project LE) _ water project . Sy
Close to 90% of . ‘ : ' -
. fgnds expended; .
7. Furds Expended as of 12/31/83 : pipe purchased
R N 3& v —— e e b ‘
’ , 80% or more complete
, (roeds complete,
8. Subprojects Completed . water 60%) Lo ' s
. ' M \ ‘\...
N, Kigh level unggrsténdl
9. Level of Proj derstandi . I ing in popular councily
vel Ject Understanding/US Funds village chiefs not so:
. . —eeed¥iell informed

Sty e e T Yo > or—— - S—© 2



; BEHEIRA

CATEQGRY

2

0. Source of Technical Assistance

—

From qov. § mar-
kaz lovel;Rorld
Bank sponsored
subsector co.
runs gov, water

1. Level of Participation in Téaining

n

Good participation in
training at all levels
training lacked vill-
age level practicality

2. Financlal Records

-

Records at LU
level very poory
full records at
gov.

3. Linkage with Other AID Projects

4, lmpact on Private Sector

‘EKRE? Al1D acE?;ities

much in-evidence;™
BVS roads/water sup-
port 001

3

\v

Hany examples dut
rmuch more impact
from DOI than BVS
revorted

!
\
[

-t vt g

! . \ N o
L. \"\, "y, i
N. fClear impact on health
;. |stated reliably by
5. Sociozconomic Impact/Quality of Life " cjoutpatient ciinic MD
. oy

6. Gereral Impression of Level of
Development of the Covernorate

[}

7. Maintenance Performance

Lower-medium range;
gov. has desert and
Frontier areas; makes
rost of what it has

v e s Sy e

Things running, main=
tenance pertormed but
no .drawdowns

hi
o,
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Project Title & No. Basic Village
Services Phase I
(263-0103)

I. Program or Sector Goal

Achievement of GOE policy cbjectives
in economic and administrative
decentralization.

. ITI. Project Purpose .

Improve and expand a continuing
capacity in locel units to plan,
organize, finance, implement and
maintain locally chosen infrastructure
projects. ke

1/ g

ITI. Outputs

1. 1Institute mansgement system for
BVS, other projects in
gov./villages.

2. Completed rural infrastructure
projects secrving needs of village
people, especially poor.

3. Training of gov./village staff in
entice system of project
conception, management. (-

4. Production of series of ‘working
manuals for trziniang and
operations.

Project Logical Framework Annex B

- e ; - P
-~ s o .

ObJecttvely Verlfxable Indtcators

.:"
4

1. ”Deérease in central government
. ‘oversite of local government.

2. 1Increased authority in use of
resources by local governments, /
particularly in fiscal mattecs. /

3. Process for decentralized
administration and governsnce.

Conditlons: End of Project Status/

1. Governorate/villages undertaking
coordinated projects with less
relisnce on central government
ialtiative, assistance.

2. Demonstrated increase in project
completions over pre/BVS
expericnce with quicker action
between approval and completion.

3. Project planning ceflecting local
choice based on need, €finance,
future growth.

4. Rising level of maintenance of
completed projects.

Hagnitude of Outputs

1.- Org. patterns in 9 t./449
villages reflect BUS management,
operation standards.

2. Construction of some 1000 intra,
inter village development projects.

3. Training of 1200 ORDEV,
gov/village development, BVS staff.

&, Use of 7 BVS project operation

guides and manuals, doubling as
in-service training texts.



I. Program or Sectoral Goal (Objectively Vérifiable Indicators) .

AR Sl -

1.

IT.

Authority of governors has significantly increased in recent years,

Most departments at the governorate level, including the Rural

Development Department, are now dire;;ly,uéder the authority of the‘ﬂ
governor.  Prime Minister meets regularly and directly with governors
to discuss problems of governorates. .-

Governors have in turn delegated some of their authority fo district
and village chiefs. - . . .
e .

-~

" Law No. 9 of 1983 covering-<¢ontracting and procurement regulations

and procedures increased the financial authority level of

governorates, districts and villages in choosing contractors and in

signing contracts.

Ministry of Finance agreed in the second half of 1983 to officially
establish village accounting units and to certify accountants units
and to certify accountants trained by project so that checks covering
project expenditures can be signed at village level instead of having
to be signed bv the financial officer at the district level. A
comittee to foilow-up the implementation of this scheme has been
established with the participation of ORDEV officials and projzct
advisors. :

In most governorates BYS funds are kept in special accounts in
village banks under control of village units. In most governorates
maintenance funds nave also been distributed to village units.

Increased allocation in GOE development budget in 1983/8% for
projects identified and implemented by the governorates,

Governorates can now directly take loans from the Investment Bank to
finance locally chosen econcmic or services projects.

Some governorates have decided to organize monthly meeting attended
by village, markaz and governorate officials to solve existing
problems and to improve communication among the three lavels of local
government. Similar meetings at the markaz level, attended by markaz
and village officials are also being held in many places. Generally
speaking comzuhication between governorates and villeges has improved
since the beginning of the project. Significant increase in
decentralization below the governorate level in BVS planning and
jmplementation has occured in-a nuzmber of governcrates since the
beginning of ihe project. :

Project Purpose/Conditions: End of Project Status

1.

‘chernorates/villages planning and implementing BYVS sub-projects

largely on their owm with very limited assistance frem the central
govermment. The orly exception is that they depend on centtral

with the President having delegated-much of his authority to them. =.

o’

I

;
#



3.

_ project later and received tgchnical assistance from thie beginning /

VI-3

government agencies for the procurement oif certain types of
equipment such as electrical transformers. Most of the contractors,
with few exceptions, are chosen by local governments to execute BVS

sub-projects are local to the govergorate or from nelghborlng
governorates. -

4

-

Rates of dxsbursement, expcndlture and’SUb-prOJect implementation are

_satlsfactory and improving. They compdre ‘favorably with most USAID

projects in Egypt.

In most governorates BVS project planning reflects fhe choices of

popular village councils. Degree of participation in initiation and

selection of sub-projects byfﬁillage councils increased signficiantly
over the live of the project in a number of governorates such as
Sharqua, Menoufiya, Giza, and Beheira. Others which jointed the
developed relatively decentralized systems of project plannlno from
the start, such as Giarbiya and Beni-Suef. BVS annual plans have
also become more diversified over the life of the project in tterms
of the varieity of the-typzss of subprojects chosen, reflecting the
fact that subprojects selected are increasingly based on
locally-specific felt nceds and pereferences. Choices of
sub-projects by village councils in most cases were rational and
based on urgently felt needs. BVS sub-projects have signfificant
linkages to and support of the growth of the agricultural, cax:ercxal
and industrial sectors in rufal areas. Sub-progect plannln /request
forms were introduced and used fr 1983/84 by villages. Most villages
were able to fill forms satisfactority indicating 1mprov¢mbqt in
planning practices and increase in capacities.

In general, maintenance is poor in most Governorates. This is an
issue that requires extensive efforts in educating Local Units in the
importance of preventive maintenance. However, reportedLy there are
fewer engine troubles and breakdowns of water pump-sets and

maintenance plans on use of 107 maintenance funds reporfédly have
been.

ITI. Mapgnitude of Qutputs

1.

-

A number of instruments such as the BVS sub-project planning form,

the sumary planning form at the markaz. level, the quarterly and
monthly manltorlna/reportln forms have been prpared and are being
used.. Quarterly monit orzng%reportlng forms have been cozputerized at
ORDEV. Additionally, minicomputers were installed in two
governorates. A management information system including a v1lla°e
profile, the suo-proJact planning form, subproject appraisal,
scheduleing and evaluation forms, and improved monthly
mon1tor1ng7report;ng fbrm, a malntenance schedule, and a village
lelng system eccmpassing all these instruments has been developed

“and is being introduced. Problems remain to be overcomne and the

system is far from being institutionalized in ORDEV and the
governocrates.

s
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About 3,500 projects in 869 local units are being implemented or have
been completed. Over 1,000 projects completed to date.

Training: Over 4,800 officials and staff 4t governorate/district/-
village levels participated in traiding programs aimed at increasing.
capacity of local government units to plan, design, finance, ‘
implement, manage, monitor and maintain rural infrastructure programs.
and subprojects. Breakdown of number. of participants as follows:

- Maintenance of pumpsets: . )
Operators - " 1,134

Technicians 665
Fngineers o 281
- Roads construction and maintenance: _ , 221
- Drainage design and executicn: 54 ,
- Water treatment and djisposal: - 26 P
- Plenning/Mangement séminars for village chiefs: 1,150
- Markaz/Governorate planning and management seminars: 122
- Training of Trainers: 156
- Village accountants training: 824
- Financial maragement seminars: 45
- Information systems seninars for trainers: 100
~ Follow-up and monitoring seminars: . 51
~ Computer programning: 10
E ’ng

I: edditioa over 17,000 village council members participated ‘n
awarenass workshops. Thirty-four governorate and district officials
participated in the overseas training program in the fields of
management, engineering anc training methodology.

Manuals

a) Eighteen guidelines and manuals were completed and widely
distributed. These are in the fields of general pwroject
guidelines and procedures; planning; local government
adninistration and laws; project maintenance; ccastruction,
repair, and maintenance of water and road subprojects; design and
irmplementation of drainage subprojects; financial regulations
and government accounting; and training methodology and trainers
guidelines. For the more general type of guidelines and manuals
1,500 to 3 (,OOO Arabic copies distributed to all governorates,
markaz and’village units. For the more specialized manuals 150
to 500 copies distributed to the specialized departments at the
governorate and markaz levels and to participate in training
programs. There is eviderice that these guidelines have been
received, read and are being referred to by concerned officials
and staff at the governorate, district and villege unit levels.

b) Another 8 manuals are under preparation or processing. These are

in the fields of financial procedures, project plamning and
appraisal, contracting, design of wastewater treatment systems,
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road design, water quality analysis, envirommental assessment, -

and project monitoring and evaluation. Of these, 5 are at an
advanced stage of processing (e.g. being printed, awaiting

approval by IAC, or being translated), and 3 are under
" preparation.

£ oL
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