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The Basic Village "Service procrram (BVS)~ is/-a major u. S.-—-Egyptmn
cooperative effort whose goal is to help the myptlan Government realize
its policy of decentralizing ard improving the rural development process

“through strengthening local capaczty and basic f‘u};a}, ll‘ifrastmcture. R Tl

 The key units in the program at the vi],lage level are the iocally
elected popular couxil ard an- executzve “council which together ,
constitute the Village Council. R «
/

The oon..ept t:ehnﬁ tie program 1sxrelat1vely simple. Ihrough B;ypt:‘.,
national rural development authority ORDEV  (Organization for
Reconstruction and Develcpment of .the  Egyptian Village), BVS funds are
allocated through the Goverrorates to the wvillasge councils for local
infrastructure projects selected by the village popular councils. ILocal -~
institutions are strergthenod through training, techmcal .assistance and
the actual experience of «carrying out = the wvillage projects
(“sdcprojects”). The process ard the infrastructure the program puis
into place aim at strengthemrg local rural institutions' capacity and
accelerating rural devrxlo;ﬁont. The project is moving into its fourth

 year. It started ¢n a pilot basis in three governcrates and has e:"panﬁed‘

ower the past tvo years to twenty governorates.

A team of eight American ard Egyptian tecmical professionals was

called wpon to evaluate the EVS project, Februsry 15 to March 15.

Several members of the EVS Case Studies team (January 12-February 12)
tock part also in the project ewvaluation, which mcoporates the Case -
Studies. The tean develcped a basic evaluvation framework arnd visited ten
of the tventy governorates covered Ly the project. A major pwpose of
tte evaluation was to" assess project  impact with respect to goals,
purpose ard outputs. It has also addressed . specific oonceptual issues
vhich had been raised about the project, namely~ -~

Is it fmdamntally a govarnment—to—government cash
transfer program?

Is it bypassing the private sector?
The results of the team's)evaiuation may be sunmarized as follows.
* 0n a scale and in a time frame unprecedented in rural deveiopment

experience, BVS is activating the GCE's decentralization policy. It is
well cn target in achieving its overall gosl. Six of the ten governcrtes
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visited are peforming very well to exc ellently or this 1ndcx, with local
popular councils delegated full authority in proge'-t identification and
~selection. Of the cthesy, four governorates, two, are. jn the first year of
the program and a third is in a serlously laggmg_—reglon of Upper Egypt. -

- * The goal is being achieved through a cz'r)?lnatlon of:

s+ = the apprcpnaueness of ORDEV- as a coordma ing bcdy, as.
: its mardate is coordination ard policy making, not

subproject inplementation:

- 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 stepchildren in Egypt's Geveloprent:

= a very substantial flcw of furds to the villages which is
giving thei, for the first tire, real decision makirg
arrl cevelcpient exper lerce;
a
ve training prodram to back it all up——mcre than
p:\,gl Iave been trained in the past two years
2 progy 400 in technical treining pregrams and
in a .'areress prograns; .

- a mas
2 O

O(l‘

1,
of
17,

8#0»5
o'b

* Jlecal institutional deavelooment is teking place as planned: that
is, local units are exercisirg their autrority effectiv -'\ly, taking full
responsibility  for implementing sone programe and seeking to take on
further respoasibilities.. Two of the three go rernorates in the program
for threes years have achieved the highest ratirg in this area: two of the
three s:o:nr‘—-} rezr governorates studied Yy the evaluation team are . doing

oY

very well. ©Of the rexn arnlr‘g governorates, threz are doing moderately

wall ard the remaining two first-year governorates are doing poorly thus

i3]

far on this index. .

s
-
/

-* Ve eom"n: a baseline in measuring progress towards goal and purpose
chievemant. Again and again, the team members were told that prior to
EVS the flow of monsy to villages was inconsequential. Village councils
had no ervperience in dealing with dJdevelopment dJecision raking or
implasentaticn. They were not aware of their rights under existing local
- governmart laws. They reported that BVS "has given them the experience,
training and confidence to think and act progressively about village

. developnent.



*  Popular participation through the elected popular council and
lvarzous rmechanisms it uses to get the views of villagers also vas very'
much in evidence in most of the governorates ms_dégd Also, the level of
village wvolunteer labor and village contributions 1n cash ard time was
very high in three governoretes ard a fga,cztcrf rn _all ‘but three '
‘governorates, two of which scored very low os: ‘goak and purpose ratmgs’
and who also were new to BVS (an@—year involvemert or l@ss)

*  Socioecoromie impact. Though dszwult to measure, the quallty of
life improvemcnts attributed to BVS activities by interviewees were fourd -
in most governorates visited. Roads “cpeating access and potable vater”
mcreasmg cleanliness and reducing mdrbs.&lty ware the major subprojects
ard impacts cited. The generally “increased level of economic activity in
villages also was cited in most cases., Three govérnorates had very high
rat:rc:s in this area, five had mcaerau ratings, and two had low ratmgs.

* BVS has been effective in promtlnq local private sa.tor activity.
The majority of EVS contracts in the ten governorates visited, taI\en
togetrer, are with private sector contractors. Three used private secto
contractors e}'r‘hzswely for subprojects, one used private contractors for
the rajority of suDpY rojects, amd five used a fzirly even mix. Only one
governorate, 1 gpecdial cese, used no private contractors. There is also
.an - irpressive indirect impect on the private sector in all governorates,
although the irpact, as expected, was judged to be higher ‘m govermrates
that hed been with the pregrem for two or rmore years.

* After considerable difficulties in etartmg up such a largo
activity, implementaticn has been relatively suooth over the past two
years. P‘f“on.c!.a znfmcted in the field showsd no serious esrgineering or
structural problems. Based on data - through FY 1933 and field
cbservations, implementation appears to be on schedule. Only tvo
- first-year ogovernorates secemed to be lagging. The financial” system
develcpad for BVS is based con the Egyptian acccunting system ard appzars
to be adeguate end reascrably well establiched in the governorates.
However, better monitoring of financial data by ORDEV is needed ard the
computer . system needs to re firmly established in ORDIV ard the
governcrates. ‘ ‘

£
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* The training prcq::ém has been extremely successful and remairs a
critical componént of the project that must be continued. Some
wazlnesses need attention, but above all, a mechanism must be found for
_continuing the training program and further decentralizing it. Training
orogram effactiveness was fourd to be greatest when closest to the
problemns.




S e

. e - B R A A

- . — ) e

% GOE technical assistance seemed to be avallable to the villages as
needed, usually provided by the markaz and - soz'xetlmes through the
govern:)rate level technicians armd engineers. iy

e, . : [

* The contractor, Chemonics, after consmergble étart—-up problemﬂ and
changes 'in persomnel; is doing a good job.' Itsﬂram achieverent ard a
critical componznt of the project has been .its massive and largely
effective training program. Chemonics now needs to charge. gears and
think about steps leading to its scheduled contract conclusion in
Septener 1984. The tec:a doezs not feel a further extension is warranted.

e

L’
-

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

e
1882 mid-projcct evaluation. The question of ‘“incentives" still is

raised by Egyptians; we wunderstand this is a procblem not within the
purview of AlD. « :

There are some key issuss raised by the evaluation team that require
imnediate abtention:

* The deperture of Chemonics in Septembar 1984 will create 2 gap in
two critical areas: trainirg ard the BVS informetion and ronitering
system.  Chemonics ard ORbov should develop a plan now  to flr:uy
estabiich those cemhkilities within CIDEV and the govermorates over the
last eix ronths of the contract. We believe this transition is feasible
witrin that time frzine. However, neither Chemonics nor ORLEV have as yet
made plars for such a transiticon.

* Mainterance is the EVS time bonb. -  Dezpite the early recognition
ard preparaticn: for maintepance (i.e., the up-front 10% fund- for
rainterance, raintenarice, maintenance manuals and trainirg), it is not
being pe*or'ned except 1n a few isolated: instances, according to the
evaluaticn team's field cbservations. Maintenance acoounts are not. being
dravn down ard maintenance plans are not being }J"Q”deEdo Chemcnics has
built mainterance into treining programs, but more needs to ke done in
this regard, and scme solution to the hnsuancy to use maintennce furds
mist b° fourd. :

LI
v

, ¥ Technical p*od' S GO and w111 continue to emerge in a prolject of
this ragnitude. USAID should draw wpon AID staff and contractor
resowcas Lo help ideutifv and to solve these problems. For example,
vastevater is the current problem. Charonics designed a treatment system
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to solve this problem, but it is inappropriate for BVS resources or for
rural corditions in Egypt. This problem thus remains to be solved, and
it is critical. - ‘

. AR
W [

-

Performance across governorates varies. It is possible to identify

§t

"soft spots” in the program and this evaluation hag/serééﬂ that purpose.
The Mission and ORIEV should develep a strategy for aczdresszrg the
problers in lagying governorates.

* There are cpportunities to c.ddress/the incentives iszue without

getting into the questicn of cash” ircentives. rtain types of training

czn be used as an incentive, awc.rdm} on. thsn pasis of performances
Geverrorate or village performance coﬂlfl bz rewarded by eytra allccations
ard <0or ;;scx,fomamc ~could sult in.  lower  allocations.
Crouss—fertilization between gommorates could be an element of an
incentive Progyrar. Stepz siould be taken with ORDEV to develop such a
procram:; bthore 1s receptiviity there. It could start with a continuation,
witlh: GOFV, of the governozate ratings produced through this evaluatiorn.
It wowidéd not be a difficule task to exterd it to the rcr::a:.mrg ten
governcrates to create.a bazeline.

Toz Migeion has a ra:w* J.OC:IllY tased rural develominent success story
in BYE. It iz not a "czzh trensfer” program. The Missicn ehcouvld exploit
this succeszs story. It cgessrves further stuly, 4dissenination ard

reccenition. It could bc—coﬂz» en irportant rarzl c‘.-..velq‘mnw redel in a
region of the world thet aily nceds cne.
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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 -

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

participating in th project—selected to achieve a representative "

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, implementation progress,
impact on private sector develcpment, and impact on cuality of life. 1In
additicn, the team conducted numerous interviews with parties inwolved in
the project and reviewad wvolumes of materials produced by ard about BVS,
including all project documents and previous evaluations.

BVS was evaluated against the elements of the criginal logical
framevork, a ccpy 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 develcprental, institution strergthening activity or
merely as a cash transfer mechanism, and b) the degree to which it
complenents 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
X -~

and - Private sector stimulation

perfcrmance in these areas was explicity -assessed.



Bow to Read thiS Report

., ‘The  Executive Summary may already have satisfied the information
needs of some readers. It contains all of .the. major findings ard
recommendations. The data base and myses Bf-the report are contai ned
in the Apperdices. This Sumary Report is a synthes:,s of backgrourd,

firdings. and recomrerdations contained in Ahe - Rpperdices. It is

~deliberately short to give the reader a quick as&eésment ard grasp of the
context, our overall assessment, major issues, and recomemlatlonm

Readers 1nterested in the data base are referrcd to Appenﬁlx 11,
Reports of Field Visits to Ten Governgatew Apperdix I contains a
descripticn. of local government. in Egyprf: vhich may be necessary reading
for a full understarding of the governorate reports.. L

Readers interested in the specific analyses of the projéc}‘: "are
referred to P*)pendlceo IIT and IV. Pppendix III contains analyses of
the major activities involved in tre p"o*ect, namely fimancial records,
training, engineering, impzct cn the private sector, amd quality of life.
Eppordix IV is reports about the implenenting agencies. These aras
analyses of proceszes ard institutions which take place at or are
controlled at a macro’/level in the project and include financial records
enalyses, and soparate analyses of the individual roles amd performances
of ORDEY, Chemonics and USAID.  The methodology, the project logical
framewor¥ ard a glosﬁry are fowrd at the end of the report.

II. PROJECT SETTING

Physical Sotting

Pricr to the EVS program the rural villages of Egypt were in a
severely inpoverished state. Most households did not have potable water,
the limited cxisting rural road network was in very poor condition,
irrigation canals ware clogged and deterioratinag, and rural sanitation
was practically non-existent. Egypt had been throush a long series of
wars ard Copltai resources were not getting down to the villages.
' Vlllage econdinies were rﬂldtlm_ly stagnant. .

Instituticnal Setting

The Fgyptian gozfernk:éné policy for.- decentralization of rural

develcprent already was on the books. Popularly elected bodies called

Pcpular Councils, with considerable decision making authority, had heen
createds alcngside the -previously existing appointed Village Executive
Courrils. By armd large, based on our field rexorts and available
literature, p:lor to the BVS program these Village Councils (combined
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Popular and Executive Councils) did not have the experience, krow-how or

even the 1mt1at1ve to take local actions. They were umaware of their

‘rights urder the new laws by which they were established and since

practlcally no :esources were channeled to the va.llages which they were

required to serve, there was ro way for them to become activated or to

- develop their .capacities. = Most decisions regardmg the few types of
projects reachmg down to the v:.llages wér@ being taken by 1line”
ministries. in Cairc and being 1nzgslemented by gcv:_rnora:te level
representat ves of those mmst*les. .

For example, one of the few investrents commg down to the wllages "

was for schools. Ministry of Educat;;eﬁ officials at the governorate
.level made needs assessments for the villages and decided what schools
were needed ard where. The Village Council, popular ard executive, -was
~asked to approve the location ¢f the school, but even at that, its

. decision was not regarded as 'binfding.f Except for a few minor examples,
this constituted their only expenence. For all practlcal purposes, the -

pre-BVS Popular Councils slept, and the vulages stagnated.

;;7 1II. Prcject Descr.lptlo'z i

EVS . was mstltuted to chancre thls state of affairs—to ‘nbln Egypt :
act:xvate and implement its decentralxzed rural devalopment policy. The
BVS program was to direct resources to the village to activate, train amd
vitalize village councils and to provide at the same time the hasic

village »infraStructuxes neeced to get village develcpment rovirg in Egypt.

Goal anﬁ Purnove

The stated goals amd - pipose of the project, ta}fen from the project
Cpaper, are as fol ows: ,

The goal of thls pro;ect is to expan:l decision making capamty on
the broadest possible basis, within the framework of Egyptian policy
of using the decentralization process as a means for achieving its

. develcopment ije’*tl\«'eS: by providing local government decision-
‘makers with experience in the allocation and utilization of resourcas
and in develcping the, fmancnal ard o her mechanisms to carry out de-—
'velopmert programb....’ , , , ,

The rationale for this goal is that such trar.bfer to decisicon makmg

po,»er to the village level mll stlmulate 1 self-sustaining develcpment - :

process .

/

-
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“Purpose L - .
- The immediate purpose of this project is to improve and expard a
- -continuing capacity in lecal units to plarn,.organize, finance,
implek :at and maintain locally chosen infras tructme projects.
-~ ¥hile this purpose is necessarily limited-tora. cem.,rl tv ‘building - -~
- effort with outputs characterized by pnysmalﬁmrovamnrts - yroads, .
water systers, drainage structures - the infusion of a capaéity for
infrastructure becowes a stepping-off poirit by which other- problems
can be tackled ard cther solutions explored.

Capacity building viewed from this. v tage is not gotten within the
span of a single project nor under the urging of a single effort.
But the advantege of exp\_nen,e in self-reliance, in par t1c1r3t:ng
in tle setting of cne's coals, alves strength and direction to -
other aims arxl eiforts.”

St rateqy

The stiategy for achieving this ambitious set of objectives was
relatively sirple. A EV3 InterBgercy Comittee (IMZ) was established to
preside over the proiject on behalf of the Egvptian Covernment. A Jow-key
central government institution, the Organization for the Reconstruction
and Development of the Euyptian Village (ORDEV) was selected as

secretariat for the INC. BVS funds ware to be channeled to the
govermorates on the basis of a standard allocaticon per govermorate. The
GOE vas to put up a maintenance account =cuivalent to 10% of BVS furdirg
tc ke kept by the wvillege in an interest bearirg account. The
goverrorates in turn were to channel the furds to village ccuncils on the
basis of populaticn esize for projects selected and avproved by the
village po;n.ga*' ocourcils. Villags CGL'J"_IllS and suporting entities
within the governorate were to be trained in project plaming,
irplementation, accounting and maintenance. Village councils Were- to ke .
given awarcnsss tmining to inform them of their rights and potential
activities. A U.S. contractcr was to be hired to provide the necessary
raining and teckmical assictance and to est2blish an information ard
tracking systen for BVS.

This, in corbination with the actual e}‘penezccs gained in project
selection, planning and manzgerent as-the BVS funds were channeled <o
village projects, would} strengthen the 1local institutions arnd their
cepacity. Progressive developnsnt attitudes would be instilled and a
self sustainad development process at the village level eventually would
b2 put in moticn .



. IV. FINDINGS

© " - The” findings of the team~are based-in/part on the analysis of factor”
attainment matrices developed by the 6 ‘team developed after each
goverrorate visit. Two references will be useful here. Table 1 (page
11) is a sumrary matrix of ratings by govermrate for each of the p::o;ect
elements or impact factors rated. .
e ; : ’

The meaning of the scale for-‘éach 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. iy

The second reference is the conversion of those ratings to two bar
charts. Figure 1 (page 12) is a simple rating of goal and purpose
~attainment by govermorate and Figure 2 (pege 13) is a bar chart that
clusters ard collapses the ratings by mador category: Decentralization
Policy aird Instituticnal Developwent, Technolcgy Transfer, Private Sector
. Promction, Implementaticna Progress, ard Quality of Life. This is sirply
a mz2ans of cnnveymg visually a large amount of data produced by the
evaluation which is relevant to impact assessment. &nyone wishimg wore
detail or kackup description may refzr to the summary governorate reports

(&ppendix 1I).

Given the scale of the BVS activity ard its scope—it covers Egvpt's 889
local village units (clusters of villages) in 20 covernorates—ard in its
relatively short duration of three years, BVS has made wvery impressive
progress tovard its goals and objectives.. It has the makings 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 goverrcrates observed had been delegated full authority
in pro;ect identification amd 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. In this latter case, it
may take some three years to convince the governcrate level people that
village ccuncils have the capacity to act on their own. Sohag, in this
respect, is a problem gcverncrate. Fayoun also, to a lesser extent, is

- -



TAJLE 1:

GOALS ATTAINMENT MATRIX INOICATORS 0¥ GOVEXNCRATES' YEARS IN TME BYS PRUGRAM

2nd Yr Governerates

"1st  Yr Govarnorates

‘ ~\ Ird Yr Goverrorates
POCATEGORY SURCATLG0RY Sharkia Sohag Fayown | Menufie Sehefra Giza |Oharbic Bani Suef Red Sea [Ismailfa
" A. Recent Polley| 1.Delegaticn of Authority 3 22 9 5 . 4 5, 5. 1 2 "
, end Jastitu- | - | . . .
tion Develop=| 2.Institutional Cevelop- 5 -3 5 4 4 3 -3 5 S | 2
mant ment/Capacity Building . T . '
3.Deciston-making 1 2 4 E 4 5 4 5 1 L
. £, Local Contribution 4 2 1 4 4 2 2 2 1 1
(L3ddr/Capital)
, 10. Source of Technical 4 1 4 4 2 2 3 1 - 1 2
) Assistanne ; B ,
_ 8. Technica) 9.Llevel o° 76t 4 2 4 4 4 K N | 4“2 2
- Tramsfer Unders® ¢ /US Funds N
11.tevel of rarticipation 1 2 2 4 ] 3 5 "-\\ b} 1 4
.. in Traintng . \ . o
12.Financial Records 5 1 5 5 2 4 3 4 a1 3
. .
: 12.Linkage with Cthep ‘ g
' AlD Projects ’ 2 3 2 3 3 3 3 3“\ i 2
| : RN e
17.Madntenance Performance 3 13 5 5 3 3 1 R N

C, Private 6.Use of Private Sector \

" Sector Contridution (% of 3 3 ) > ! 5 3 2 3 Y 3

. Promotion Project LE) .

14.1mpact on Private 4 3 4 4 3 4 4 3 2 -3
Sector :

0. Implementa- 7.Funds Expanded as of 4 3 3 3 3 2 2 3 4 4
tion 12/31/82 ‘o \ .
Progroess . .

8.Subprojects Completed 3 2 k) 4 3 4 1 3 3 2
“E. Quality of o _'

T Life . : Neg oo

. 15.Socioecoromic Impact/ : .

. Quality of Life 4 2 3 3 > 4 \ ! 3 2__ !‘
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reluctant to delegate full authority to the village councils. This seems

to be a characteristic of the economically more underdeveloped
goverrorates. : , _ e . ¥

Institutional Pevelopment o R

o

 In examiningy progress in this area the team looked at the extent to

which local units had full capacity to select, manage and implement

subprojects. Five of th= governorates had attained very godd to

excellent capacity, threz had a mcderate level of capacity in this area
ard two of the three nevily part1c1patmg governorates had developad or
fostered 1little or no capacity at” the loral level. ILength of
participation in the BVS progiam was a clear factor in attainment. of

loczl institutional capacity (see Flcmre 1, page 12, and the Gc-a}.

Attainment Matrix, pacm 10).

- Xjain, ocommentary from the field visits at the villege, markaz ard
coverrorate levels indicated beyord any doubt that the BVS training and
project manzgoment experience——making things Thappen through  loc2)
Gecisions ard actions—had been responsible for this transition at tie
village level. Not only had skills, competence and confidence develcped,
but attitudes were c:nar:un\j. Pclear courncil nrembers maintain that the
councils now thought more in terms of community improvement whereas prlor'
to EVS they tended to b2 more concerned with their own bersonal gains.
Village chiefs were saying that they now think in terms of change ard
develcprment action. They want more training and rore responsibility.

Technology cfe Training ard I-%mn Resources

I&D‘g"’ of variables was lumped into techrology transfer, including
level of project mwevstandwg, Jevel  of participation in training,

- financial records maintenarce, general maintenance performance and

linkage with other AID Decentralization Sector projects. As a-€eneral
irdicator it svagested project performance in this area was fair to good,
vith only two new EVS governcrates ard again, Schag, reflecting poorly.
Within the indicetor, maintenance was the weak reed, as will be
discussed. Four of the ten governorates indicated no maintenance had
been performed; significantly, three of these were new BVS governorates
and the fowrth was Schag. Training participation was generally high
throushout the governorates -but, not surprisingly, it was low in those
threz governcrates fthat ! ‘scored very low  on delegation of authority.
These same governorates also scored low on general urderstanding of the
VS project. Financial records malntepance and training will be
discussed in detail in later sections.

R ;‘,;.,;w.?:,.\.14,,:‘},'_,’,%_‘ e
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Private Sector Impact oo

# . . i

appeared. 10 be stirulating local private. sectcg;:/:;actiV‘iﬁ:y. - . The question

‘of contracting” Was easy to assess and we’fpund “that in most EBVS”
- governorates a majority of private contractors.is used. The spaller. the |
subproject and the closer to the village level contracting is done, the

greater the likelihood of private contractcr use.  Chemonics has

“estimzted that ws ruach as 80% of BVS subproject funding rmay be goiny
. thrawsh private contractors. While our ebservaticns do not conflict with

this figure. neither were we able to corroborate it. ~ :
The irdirect private sector ippact .is hard to.assess but nonetheless
vas mech in evidence. Interviewses reported fiftecen categories or types
of private sector activity that were, in wvarious eituaticns throughout
the governorate, stimulated by BVS activities (gse discussion and table
in Appendix IIT.D., Private Sector Impact). ‘ | '

Enother impact reportad is the change in atlbitedes and increase in

ranajerent skills ard experiences. that have core zbout throwgh BVS. It

is reported that there is a direct carryover of these into tne private

sector.

There is a strorg link in rural areas tetween the creation of local
infreztruciures at the towun and villege level and stimilation of locel

economic attivity. We hawe had reports 2lso of BVS irpact on agriculiure

an? the ajrarian structure. This too is consistent with theory ard with
expirical covidence, for exauple, from Jrdia arnd the Fhilippines. The
opperiunity should ot e missed to study this phenomencn in some detzil
in Egvet. An accspted rural developgmesnt wodel is gpuerently being
irplerentcd successfully in Egypt, ad on a major, unprecedented s/{;,ale.

. . , L
Socicecononic Impact

In geoneral, there is e doubt that BYS has had a direct irpact on
improving the quality of life in the Ecyptian villzge ard has acted az a
powerful catalvst in stimuiasting private secter growth. Villzges have
becomz more accessible through BYS roads. This hes 2ided commerce, addad
to proiits for erports, (and reduced prices of imports in ¢ 72 cases.
Poteble waler has heived cut morbidity in waterborne gastrointestinal
dizeases.  In the cpinion of many ¢overnorate and village officials

{

Cinterviewsd, EVS has helped cxreate & general iJrprovement in hexlth
- comditionz at the rural level. In one village at which a water

suproject hzd reached a majority of households, the doctor in charge of

£

Private sector impect was examined through *_L:x'::i‘_‘ factors, direct impact
through use of private sector contractors™ ir, BVS sukprojects, and
irdirect inpact, - assessed through the extent that BVS subprojects

P
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the local bealt?n umt estzmted a 50% decllne in cases of waterborne

dai seases.

In three of tha governorates visited, socz,pecommc impact due to BVS
was seen as high. In all but two of the others it was moderate. In One
in which it was low, the benefits were offset by, a major drainage
problem. In the other, the project was in its /flfst year and impacts had .
ot been generated. , o

-

Although difficult to measure, the long fun benefits and ‘differences

between governorates should be monitored. Again, BVS should begin to -

develcp associated study components. P

PR p—— . e

Imlemm.atl on Pm’:,xess

s

Project implementation has béen relatively smooth over the past
year. ~ Based on data through FY 1883 and field observations,
implementation appears tc bz on schedule (see Teble 2, page 17). Of
those visited by the evaluation team, only two first-year governorates,
Gnarbia and Ismailia, scemed tc b2 lagging. The engincering aspects of
of implerentzvion are discussed below.

‘

Past BEvaluation Issues

The team reviewed the icsves raised during the previous evaluation*®.
These included: a) the question of delay in wter pipes delivery: ) the
‘lack of rescluticn on the issue of decentralization; ¢) the lack of
wrdarstanding in the field on the role of the U.S. contracter:; d) the

ansence of training and backip support, ard e) th ‘qu%tic'x cf wash -

incentives {0 those actwaly involved in EVS. Cf thes2 issves, only the
ircentives issue remains unsolved. This, we urderstand, is beycornd AID's
purvies to solve. The problem is in the Egyptian governvent system: it
cannot pay incentives within existing CCE regulations.

-

e
The ircentives issue was brought wp with the present evaluation team

in several different contexts. Various ‘"non-cash" approaches to
incentives for the BVS program were sucgeted, including: a) -special
training as incentive; b) overseas training as incentive; ¢) awards and
reccanition as incentive; d4) differential EBEVS allccations hased on
rerformance as incentive. This suggests that the incentives issue should
be cpensd 1P again and creative solutions sought. hile individual cash

incentives ap::arentlj are! out of the question, there is a range of other
,pOSSZLbllltle

*"Eqypl: The Basic Village Services Program, 2Annual Eveluation"; George
R. Gardéner, Elizabeth B. Berry. USAID, Cairo, March 1932.

-
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CTARLE ... IMPLEMERTATICH -STAIUS GF SO SPROJECTS {$/LE 000)

.
L

o T ) ~ hetwe) LET 0 Funds ewpended on .mplx:mntp*isn o : e’ o g
s S Eouivelent as of 12/31/837(1€) '~ Allocations -Actuzl
. Us's fFilozations ; , Average % FY1980 thry  ‘Lxpense
. Govgmarate Allocetion w5 of 2/29/84 - HWeter - Roads _ Bther 7 ‘rotﬂ & Completmn 1883 ‘oaly 'T ; ﬁnagg,}‘
Sharkia - 14,570 10,926 6,730 1,55 1, s2f. ,{97&9 S0 .. S0
Fayousu ' 13,150 9,889 2,097 2,642 3,1757. 7,914 . L 9,888 ' . B0
. Sohag E 13,850 10,381 5705 2,587 < 292 80 Y0381 &
Galiudbia 0,650 7,996 3,638 1,515 41 5,194 63 a3 2
tinia R {8 ¥ 11 10,621 . 3578 2,482 /N 226 6,282 g0 -~ 7,228 7 8],
Perfia : 13,380 10,104 5580  a%2 120 6,042 60 7,216 B4
CGems 13,800 . . 10,350 - 3,476, 1,843 2% 5,218 51 6800 .- 76
_Beheira 13,800 10,350 2,19 , 3,348 348 5,685 55 690 /B2
Giza 13,720 10,284 4,893 1,046 366 6,310 61 €,990 B
Beni Suef £,070 £,702 900 1,663 : 482 3,055 46 3.450. - 89
Sharhia _ " £.410 8,230 2,289 82 189 2,50 37 14,053 63
rafe L1 Sheibh 7,200 5,574 1,160, €50 - 2,020 3% 3,640 5%
Dakehlia 6,435 5,341 1,803 33 323 1,970 3 12,343 52
Tamietta 5,670 4,624 - <63 &3 S R E 25 3,450 33
issiut . 8.315 6,503 . 599 422 13 1,034 15 3,650 30
Zswan E 5,050 4,200 637 835 160 1,682 40 13,450 ag
Ssmailia 3,615 . 3,600 300 1,200 - 1,500 35 1,500 co
sz Valley 3,040 2,523 3% 40 £2 4o %6 1,500 T
sed Sew 3,268 2,628 %6 -, 100 €75 25 1560 . 45
stk 3,705 -3,¢76 192 1,000 - 1,88 39 1.770 67
4. Sinai 1,480 1,729 - - - . - - -
TGTAL 185,370 123,728/ 47,012 23,628 7,80 re.eerY  av.ssy 105,512 av. 757
‘fiote 3/: Actus) e‘l’i{*:c.v‘a" fu-ds of LT 144.%22 nillions include 19732784 2llezetions of LL 38.617 Fillicns agiinst
. which no expurditures 2re recordod. Thus totel zllotmentis for E¥S subprojects for =132080 t,,rngn
1922/83 zeount to LE 3105.812 nillicns against which the above detailed expoenditures of LE 78.021 millions
are reported.  This shows & 742 avecege

expense te budget ratio over the Tirst three ysars cof the project.
Source: USATD and O70IV records. .
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VI. OSSERVATIONS AND ISSUES

Sectoral and Overview Analvses

.- - v
aor 7 . . "

PR

Detailed sectoral ard overview analyses w1th reconmmm*latmns are
contained in .the Appendices.— The followlng~-smmjar1es hlghllght" major
findings and recommendations.

-

Financial Records B . e ~

The accounting system develcped for BVS is based on the Egyptian
accounting system ard is sound ard adéquate for BVS needs. Official
records tend to be kep: at the markaz level hut accep able informal

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

the local level through a standard GCE form (I’orm 50) and the local unit
has sole authority over di sbursemante..

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

Centinuing trzining in accountirg and computer monitoring and
analysis is needed. Training is needed especially at the local unit
level vhere the GCE is establishing formal accounting uwnits. Chemonics
and CR0LV need to give particular attention to this situation as part of
th Chermconics phase—out over the next six ronths.

Engineeri vy

Subproject enginsering has been generally appropriate to the needs
and corditions of rural Egyptian villages. Design ard construection
supervision resources tend to be concentrated at the governorate level
although widespread efforts have been made to estaklish these functions
at the markaz level. With few exceptions, 1local psrsonnel are
sufficiently ccrpetent to design and construct the types of water, roads,
sewege and other subvrojects fourd in the BYS program.

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

. sewage subprojects, in particular, re prone to malfunction without

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

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

-
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For the rema{rﬁer of the BVS project, it is considered necessary to

--strengthen 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 e = - -

.-
f o / 4 4

chhnlcal assistance ly Chemonics has been espgmally effective in
the preparation of technical-manuals and the p ?qen‘.atlon of- training -

courses. Over 2000 engineers, technicians cperatozs have been

traired in warious aspects of subproject engmeanng and have teen

provided with refcrence materiale for subseguent use in their ‘work.- The
EVS projoc* i the first major effort in Egypt to provide technician

level training in rural poblic wvorks. P
P

e

Tne dolivery of extornal technical assistance services in the flc).d

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

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

.p;ly them. -~ fs a -“:lL, governorates have learmed to  beconr
surprisingly self relldm and to use the technical rescurces found in
thelr own departmwents. This has allowed the field technical assistance
cf Chewonics 10 be used for overlal sulproject iromtorlrg and epezific
trouhliz shooling. Tor exaole, one proolen that is becoming increasingly
scricus is the lack of a suitable system for removal of wasterater and
sewage. Surface water Jc collecting in some villages due to ircreaszd
water use The des*.gn for a system dovelcped by Chemcnics is seen by the
evaluaticn tcam a2s teoo eyponsive ard coomlex for rural Egypt. This is a
Ericrity problen reguiring early solution.

USAID has tawcn cn a growing role in the area of technical monitering

and  revied. Direct~hire Egyptian engineer currently overses all

epects of the contractor's work and of the surproiects.

P’KIILJG;:J. t eclnical inguts are neaded, however, to review overall

enjincerips strategy ard to provide gujdarce cn key techniczl issues. It
is recc*.rend:r“ that: il

. .
- Maintenznce be made a nusher one priority in implementation
prograns;

the
}eStad

- Cor. rentrate
. rraln‘.ennnce C

rarkaz level first to build up a
tvs:

fJ ('“
HO\

- Provide zoms means of continuing technical ronitorirg and -

assistance, e. Ge, th:'gmh AID/ TLY ard-contractors, spot
technical monitoring by LAD engincering staff and other
means, 25 appropriatz. Solution of the wastewater problem
is one exzmple of an imrediate need.” S

3 ot LR cat oL e - el ST L Ll e L e
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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. Conzlusions and Recommendations : . .
o~ 7
=
General : R
- : 7 =

BVS is well on target in meeting its basic{qg@ls ‘and purpose.
"It has activated Egynt's decentralization policy ard made it a vital
element of rural development. Beyord decentralization; BVS appears
to Y2 a viable opprexch to rural develcpment in Egypt, stimulating
Tocal private ssctor economic activity, ‘ircluding agriculture, -and
irproving tha quzlity of life. It is, 4trengthening develcpment
-institutions at the village level .ardl appears to be improvirg
institutional perforcance also at the mavkaz and governorate levels.

USAID has performed well. The' BVS activity has overcome major
prchlers  identified in previous evaluztions and  irplerentation
suroars to be wroving along sweocthly.  This is the wore noteworthy in
light of the tromerdous size ard scepe of VS, It is the largest
rural dovelepmont progranw of its kind in the develeping world.

(1]
’
1
(

{
£

vl

— -
covorrcrate, murraz ard village levels have resporded very well to
the protran. Goverrcratos that terd (o ke lzgoing behind the
micrity terd alsc tc e now to the program, altroush there are

OiIEV has porforned cffectively as the coordineting body ard the

Coemonics, the U.S. conlractor hirad to support the BVE Program
with o o inforration
gystaomns, has <on2 o f carryirg cut iots wadate. Its
<nieverents in the training areas bhave meen rerarkable in terms of
ecale, soopz2 andl gengral receptivity by trainzes. exonics also
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ras helped EVE overcorz obljections to the use of asbestos-cement .
pipas. t tas produced and distributed ainstecn technical manuals,
rostly in Aravic. It has made a2 good start in establishirg a
ccapmterized informaticn system aithough preblems remain.

t vitel treirning, informaticn armd technical swpport
furicticns continue after the Chencorics contract expires in September
1834, Tnere has bean insufficient attention given by OFRDEV,
Cheronics ard AID to the Chaionics phasezut. JTmoediate action is
reeded in this arcs involving all three parties and the governorates.
Trere is oC B raction of olhar decertralization sector
activities at the willage Jevel. They tend to be mutually

(D

W

supportive ard often are sewn as such by viliage heads.  However,
there is no effort yet at the local level to actively ccordinzte
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‘these activities and we sensed that information at this level on the

full range of relevant AID decentralization ac’f’:}.vz ties was not
suf flCl&"lt- The new SDS Activity should address t}ns pﬁ;;blez:t°

The questions of vhether BVS should cortmdfé or what should

}iappon in those governcrates which are in their third and last year
are questicns that the evaluation team tried to address. ~ With

respect to the general question of continuing the BVS activity the
tean has no equivecation. The impact of EVS has been very strong
-and it has been very positive. Moreover, it seems to tzke some time

for it to register its full impact with res spect to instituticnal
development and sowme governorates have been.in the program for only

one or two years. It is our view that BVS should contirue in those
governorates for at least a total of three years and that it should
be extenc‘::x} tc those rural governorates rot yet in the program.

Tnird year governcrates pose a different probler. In most of
thew, the 4 ccn\.lallzc.;_zcn and developnent process is activated and
“local institutions have been strengthen=d. These &ppears to be a
Keen awareness argd’ ap;:areczatlon of the U.S. rcle amd admittedly
based on limited feodback, we sensed an awareness at the village
level that BVS funding had a definite beginning and erding.

However, in many villages we visited that were in their secomd and

third ycar w2 were told that EVS should continue for a time peoricd
tbat varied between 2 anmd 5 vyears in order to "compiete”

nstallation of basic infrastructure. Vhile it was beyond our scope

tc: assess basic infrastructural needs in villages visited, it was
clear that much rmamed to be done, even in third year v1llages-

2s o minimua, waste water removal syst& S s}wuld be installed in
‘all villegss where ground and surface water are seen as problens
(see Fngineering Sector 2Anzlysis) even if this means extension
beyord three yoars. Further, villages not aware of groumd water and

surface water problems should ba provided with that infomation,‘
perhops through BVS awareness training. However, design of an
‘adequate wastewater removal system should proceed an information

‘ carrpamn. ,

There should be genefal pm seout strateczy for BVS in wmch thé

GOE is a full partier. It probably would not be healthy to simply
terminate third year governorates if there is nothing to replace the
BUS resource flow. Villages will, no doubt, generate more of their
own local revenuas as a result of BVS development stimulation and
local institution strengthening. They will have to in order to

maintain  their new infrastructure. However, sone system for -
insuring a continue flow of development resources to the village

throush the Popular Councils should be Geveloped. The idea of
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rhaseouvt through a progrem of matching grants on a sliding scale was
brought up at a USAID debriefing. ‘This idea has merit. '

T
In additicn, the Mission and ORDEV might ‘experiment with a
variety of phzseout mechanisms, includirg a gleah #nd carefully

monitoréd cutoff in one or two governorates ‘tof test the will of

lecal instituticns and the GOT to continue BVS type activity on a
reduced scale. o A ]
Finslly, the: succogs story -dn - BVS should be evploited.  RVS
represents a model for rural develepment-~ awakenirng the villages ~—
tlhat could be important also “to other middle eastern countries.
CRDEV ared USAID should contemplate the possibilitied. '

s

» g ’
Spacific Sector and Institutional Recommerdations:

The reader is referved to the Sector ard overview apperdives for
dotailss secter  and institotichm reccnmendations. Specific
recommerniaticns are s follows. : '

Training:

1. U3AID shonld ssk Chemonics to work with ORDEV ard  prepare

imnediatetily a plan for transferring BVS training capacities to

CRDEV within the six ronths - focusing on establishing a managerent

ard TUY capacity at Sarkara.

2. Improve th2 general natwe of the training program, including

traines selection, practicality, follow-up and duratien.

»

3. Continue the ongoing process of decentralizing the training

-

o~

1. CREEV should spezrhead a coordinated effort by each governorate to
review troroxhly all of its sumprojects ard make nacessary
records aGjustments bassd on acitual subproject status.

. ' 2 . e -
2. CKDLV shwuld develcp and epply stricter policies and procedures

for subprojeck ansrdments in crder to prevent confusion and to
mrintain accurate suoproject documnentation. S :

3. ORDEV should develop new alternative measuwes of subproject
status that do mot deperd exclusively on financial data to
gauge progress. )
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4. 23ditional technical assistance will be needed at ORDEV and at

the governorfates to develop systems and -processes to correct
the weaknesses of record keeplng now made very §a11ent by the
.cocputerization. /__ e s e

Enagincering

1. Concentrate the rajority of techlg'cal services at the markaz
_ Jevel -— this means some _strengtﬁ'ening at that level.
2. Give p*‘o:;er‘..-mc‘e prlorlty to mai ntenance and the delivery of

maintenance services — tlds bec,omas especially 1r’>ortant as the
proicct matures.

3. taintzin appropriate levels of TA assistance after completion of
the Chemonics contract. USARID should ask Chemonics ard CRDEV for
a plan, .,‘.oula raxe use of other &gency resources ad should
consider also scme LAD staff trainirg overseas.

/

Private Soctor Inpact

1. Take steps to ercourage rore coniractirng at the markaz and
village level. :

2. Study further tre impact of BVS on private sectcr activities,
including agriculture. There is much to be learned in this area.

US4AID end CHOZV .

1. USRID's LAD-EVS staff should forcus on the transition requirefents
of the project as Chemonics phases out. There should be a clear
game plan ard clear individual responsibilities for this
transitions .

2. Uoﬁ ID and ORCEV should complete for other BVS governorates the
type of cvovernorate pzou.lcs develcpad through this evaluation
for ten governorates. This will provide a good baseline for the
next evaluaticn am'i a geod manzgerznt teol.

3. ORCEV should concider how it will respord to the differential
rerformance of governorates urder BVS. What will it do about
lagging geoverncrates?

4. Further, USAID and CRDEV should develcep some system for insuring
a ocontinued flow ¢f develogzment resources to the villages through
the GOE ard the Village Popular Councils. There are a nurber cf
alternatives that might be conszidered. A few exanples are:
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- Future grant allocations ocouid be made on ‘a shdmg sca}e
tc matching grants from the GOE. ’ :

,’ . ! = . -

Ao Cem e s = ms . o —

- In-kird and cash cortrlbx_tlc*xs repre.;mgtmu an ircreasing
parcentage of subwroiject costs could 2 made by recipient
viliages. . :

- Incomz gensrating suhbrojects through an -eazily accessed line
of credit to th= pr1vau= sector corditional upcn a repayment
of a pesrcentaze of pvo-lts,to the ccanunity's sbecia 1 eccount

for BVS-tyre projects could be promoted: this would be a fona . .

of lomal income tax bai. ecarmarked for community de velopment.
-
It is nct necessary or even reali stic to continue a village level
floa of resources corparable to that achieved by BVS. Hovever, it
is crecizl that a mraningful Yevel of resources continuzs to fiow teo
arAd conoriote at thz local level if BVS is to be counted a success in
ti= lorg term.
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I. LOCAL GOVEPNMENT IN EGYPT

Introduction

A ‘ .
The Covernment of Egypt initiated a program of decentralization

in the mid-1960's aimed at delegating its admipistrative authorities
‘to the governorates and in twn encourAgi governorates to
- reCelegate 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 established at the governorate
level, a Pecple's Council ard an Exetutive Council. The forwer s

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

Pubic cn local concerns such as educat1on. culture, transport ard
irrigation. N :

In 1973 legislation was formalized under decree No. 891 to
establish the Organization for Reccnstructlon and Develcpment of the
Egyptian Village (ORDZV). :

Tow No. 52, Octcber 1975, erbodied the policy of delegatirg to
lJecal authoritiess all functicns of a local nature such as local
utilities, town planning, etc.. More such authorities were
delegatad by Law No. 43 of 1979.

Actval experience gained from the application of the abowve
decentralization effort demonstrated the need to support ard develcep
local covernment in order to transfer formerly centralized authority
to local government units, represerted in the coverrcrates, ail
povers enabling them to urdertake tasks and problems of their local
areas. Other laws and arvendrments have been premulcated to extend
- anrd to reinfeorce the corcept ard practice of decentralization of
,local government. : -

1. Units of Leczl Government and Their Functions

Under the umbrella of the Ministry of lLocal Government, which
acts as coordinator and 1liaison for local government affairs,
goverrorates have total freedom in admm:.stermg their own affalrs-

The units of locy.]: govarrms_nt are: the Governorate; the
District (“markaz", pl.” "mirakaz"; in this paper we have used the
sincular consistently even though senternce sense may irdicate that
‘the plural, “districts”, is interded}, and the Local Unit.

I-1
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Egypt is divided into 26 governorates, ¢r geographical (and
often geopolitical) areas. The administrative body of each
governorate is located at the principal cify in each governorate.
In turn, each governorate is divided into districts (markaz) with a

 tomn as the focal point of administratiyer authority: Within each

markaz; villages are grouped into Vxlxage “"Local, Units that’
administer the affairs of their satellite villages. :

Of the 26 governorates, Cairo, Alexardria, Port Said and Suez
(which are considered "urban governorates") have only Townships and
Zones that act as local Um;s’ These governorates do not'
partxcwate in tle BVS program. - ,

The ultimate goal of thn GOE is to decentralize substantza}.
avthorities down to the Local Unit level, enablirg it to admnlster
its cwi developmental and community needse

Units of local government assume responsibility for the creation
arr administration of all public utilities under their
jurisd@iction. These units also assume, each within its jurisdiction
and within the state's general policy ard 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. Heads cof governorates, Covamors. report
d;.rec*cly to the Prime Minister of Egypt.

2+« The L::cal Unit

Each lecal Unit is governed by two councils, the Executive
(2ppointed) Council arnd the Pcpular (elected) Council.

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

. Tne Chief of the Executive Council enjoys the authority and
responsibility of a head of a governmental agency with jurisdiction
over the Local Unif's financial ard -zdministrative affairs as they
relate to public entitites ard the national budget. Other members
of the Executive Council are the departmental heazds of the various

‘government  brarches active in the Llocal Unit. Cther
responsibilities of the Executive Council are:
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- Studying village needs for utilities, services, ard activities
needed for the economic, social amd physical development of the
villages:

; S et
. . - al . .

- Articulation of rules and regulations required tc insure proper
ard effective conduct 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 -
o the "Special 2Account for Services ard Development", the functions of -
which are: e L
- = to finance productive projects amd local services within the
framework of the governorate's public service plans;

~- to corplete projects in the village where the appropriations
in the Local Council‘s udget are inadequate:;

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

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

-~ seventy-five percent of the proceeds of the original
tax levied on cultivated land and seventy-five percent
of the additional taxes, local taxes ard fees decidad upon
by the Local Courcil:

~ profits of council-owned pmjects'v;chich‘ are executed on the
basis of “"revolving furds" operated by the Village Council;:~’

- proceeds of the ownership of buildings in a village
constructed through the Special Account;

- donations, gifts ard erdownments which the village Local
- Council approves, to be assigned to the village;

i s = o mar o —

- allowances and co;it.ributions of international organizations.

3. The Popular Council

Each Local Unit has a Iocal Popular Council, 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 amd laborers adopted by the national Popular
Assembly. The councils must have at least one woman member .

The Village local Pooular 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 tba village's economic, soc1a1 and physical pian:
- proposirg 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 and increase productivity:

~ proposing the creation of public utilities in the village:;

- eradication of illiteracy; family planning; youth care, ard
fostering moral and religious values.

DR WS
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Time in BVS: -3 Years

Introduction

s s
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eastern part of the MNile Delta. Since the advent of BVS project furding,
Shargiva has become almost a model case of .decentraiization, Shargiva
was one of the first three governorates to receive BVS furds, ‘and thus it
provides insights into the longer term impacts ¢f the project.

. L ‘
In the first year of project .furfding, project planning was highly

centralized. With the encouragement of the GCE, ORDEV and AID, Shargiva
shiff:ed the locus of decisiop~making ard project implementation g

esponsibilities to the local uhits for the past two years of project
ﬁndmg What mekes Shargiya a- model case is not necessarily the smocth
implementaticn of subprojects, but rather the cocperative arrangement
established between the local units, markaz and governorate. Urder this
arrargement, the villages make project decisions, control implementation
{with strong pcpular partz.c:oatlon), the markaz helos coordinate
activities Tetween tne local units, and the governorate provides guidance
and technical assistance. . :

1. Vecentralization: Supporting lolicy Reform

A. Tre De"zmm—rahm Process and Proiect Implerentation

As we have mentioned, in the first year cf BVS funding, decisions
vere made at the governorate level. The first such decision was to
corcentrate BVS funds in urgently needed projects for roads, water
systems and sewers. From the outset of this assistance, however, the
governiorate egan a program of "cn-the-job" training for lccal units Ly
having them participete in project selection and implermentaticn.

By the erd of the first year public awareness of BVS had - spread
throughout Shargiya ard local umts 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 partnersth
between the governcrate ard .the community. Thus, each local unit should
be prepared to oontrlb.zté all lakor regquirements for project execution in

order to maaxmze the i:se of allocated funds. ILocal unit councils

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

. within their capabllltles. Accorc'ilngly, the govermorate began to

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

-

Sharq1ya is a 1&9@‘, 'de.nsely populated gcvgtnorate 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 governorate« itself monitors overall
Progresse :

. ,',:,r

At present, the dec151on~mk1ng process ngf one’ of cooperatlon amorg
the different levels of governorate, markaz and village. The

governorate is inwlved in ccordination of the program, .provision of

technical rescurces, nonitorirsg of progress, and fills in with its
financial resources when gaps in execution occur. The markaz provzdes
technical assistance, performs accoupting and financial processing, ard

follows up on subproject implemenitation. The villages declare their

needs, decide on priorities, seek technical informatio, make the imitial
authorization of furds, implement most subprojects, and evaluate outcomes.

In this prccess, the governotaté receives the authorized furds. It

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

subprojects servirg more than cone local unit.  Such projects are

imnplexsnted by the rmarxaz. The rest is divided among the local courcils

in preportion to their size and, in some cases, according to special

needs. The allq;ated sum is sent to the village to be oeposa,tod in a
separate account in the willge bank. Authority to eign checks to
withdraw money from this acocount is given to the head of the markaz.

The executiva village courcil notifies the peopular council of the
allocation. The popular ccuncil members become active in deciding upen
priorities. A 1lct of negotiaticn of dJdiverse interests takes place.
Specialists from the village executive council are invited to advise thenm
on ths feasibility and technical aspects of different surproject
alternatives. In kthe case of major subprojects, specialists from the

~markez are involved. The communication lines between the villages and

the narkaz are open and are used frecuently. Thus, before a final
decision is made, specialists frem the markaz may, for examp¥€, affect
the ocutcome of the dec151on. '.

ﬁz«o popular counc:.ils advise the markaz of its fmal decisicrns and the
markaz ocathers the decisions and reviews them. If there are
miswrlerstandings or oversights on the part of the village council (as in

a case where the village's plans exceed authorized ;uz*ds), the prcposals

are returned for necessary charges. The Shargiya local officials could

not recall a case of interference with a choice made ky a local village -

council. The governorate follows the same process for the markaz
ODOSEX'I.SJ' ’ 5 _ ;

When final apn*oval of plans is grarted through ORDEV, the wllages
are rotified and tre funds released to them. Execution is accomplished
through private contractors, 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.

dmplementation 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,
such as earth filling, are done throwh subcomractors. In some cases,
pecple donate the money used for contractmg to, complete the job.

Oversceing of implementation of subcontracts is carried out by local’

lJeaders at no additional cost. ILocal unit officials consider the
subcontracting to be part of their 35‘6. Other pcpular council members
amd 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 narkaz ard the wvillage popular council, the governorate takes a

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

B. Popular Participetion and Self-help

Local contribaticn is now firmly established as a means for exparding
finuncial assistaence which scormetimes 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 sewage 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 b2 called vpon to contribute voluntarily.

In all potable water and sewerage projects EVS are used to procure
raw materials only, such as pipes, fittings, tools, cement, beclts, etc.
All laror required (amd in some cases, miscellanecus small items) is
‘furnished by the local uwnit community as their pa:ticipaticri/ in the
project. In gencral, the value of such participation is estimated by
25-20% of project costs. In scme projects such as sewerage, however,
community participaticn may equal of exceed the BVS porticn. )
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II. Institutional Development

A, Capacity of the Local Units to Select, Design, S . . :

and Implement Subproiects

Sharqiya presents an interesting case ";;gboth evolving local unit
capacities to manage BVS subprojects amd a growing recognition of these
capabilities on the part of higher level 1local officials. in the
goverrorate and markaz. " :

The Secretary General of Shargiya governorate was quite candid in

. @iscussing the govermorate's _official stand on the process of

decentralization as it is experienced by to level officials. He said
that when EVS came, the governorate .could not believe that the villages
would be able to handle such a’ large project. FEven today, he thinks that
it is prerature at this time to give the village control over a project
for vhich it has ro trained staff or techncial capability. He suggested
that the markaz level would have been a hetter candidate to do the job;

the markaz had accounts opened for comparable projects, had the technical
equipzent ard exper t1 e, and ocould supervise the execution of subprojects
efficiently.

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

Now, most governorate officials are confident that the village level
is capable of execution of local projects. DMarkaz officials corrororate
this opinicn, Jjudging from the types of .demands made upon them by
village representatives. Most importantly, local popular couricils are
savoring the new roles and insist on practicing their prerogatives. They
are familiar with local covenment codes ard many of those we met are
rather outspoken in defending their rights vis-a-vis the executive
council and governorate officials.

B. Project Avareness

Field visits in Sharqiya revealed that officials at all levels of -

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

’
ey 1
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Of the three gcvernorates funded in the first year of BVS (Shargiya,
Fayoum and Schag), this is the only one where such vertical understanding

Geveloped: Shargiya is also the only governorate of the three which- -~ -

egreed to participate in the Management and Planning Seminars (MPS).
These seminars, developed by Chemonics, target project ooncept awareness

to higher level local govermment officials~“béfore -these new ideas are , .

disseminated to the village councils. Neithéy 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
vzllagn officials who were trained through Vlllage Council Workshops.

e
P

III. Implemertatlon Progresss

A, Phvsical Outputs e ; e ’

Governorate officials estimate that the BVS project by the end of
this year will have helpad  meet about 40% of the governorate's
develcprent needs at the villge level...an accor:p’;ekﬂent unprecedented
in the gcvernorate's history.

Before the begmmv of the EVS project, GOE furding allocaticns to
govermrates were small ard were used to enhance the development of its
markaz tosms. Villege develoement funds insignificant. The total amcunt
allotted kv ORCEV to Shargiya (from GCE ailocatons to CORDEV) over the
past ten vears amounted to LE 1,899,197, or LE 0.524 per capita (comared
to Fayoum's 1 0.748 per capita in the same penod;. :

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

- cormmicaticns fezilities costing LE 406, 784.

B. Financial Records Keepirg

Shargiya governorate still uses a centralized system of accounting as
all local unit accounts are kept at the markaz level. However, each
local wnit keeps sirmplified 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 ridhts are vested either in t..e markaz or require the
co-signature of the executive head of the local unit ard a representative
of the markaz. In any event no funds are dlsbursed without a
disbursement request ("Form 50") signed by the executive head of the
local unit. The local unit retains files con each subproject containing
subproject specifications, studies, design and pertinent financial data.

ot

o)
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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 the —gou%rr\orate ard the markaz,‘

as well as at the local units visited. The system, as in other
~ goverrorates, follows the GOE accounting - system with modifications ard
additional formats Qevised by ORDEV/&emm;s’ to standardize financial
kinformation reporting on BVS sulprojects. Records are adequate for

recording and reporting all financial transactions related to the BVS

program. (uarterly reports on each BVS subproject are prepared by the
local unit and forwarded to the appropriate markaz. They are reccnciled
and 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 govemora!:e: records was tested ard
cross-checked with records at.-the markaz and local units visited and
fourd to be ccnsistent. However, when the same data were cross—checked

“with the computer printout obtained from ORDEV, there were discrepencies

in the 1982/83 records.
IV. Technology Transfer

A. Technical Assistance amd Training

As in Schag and Fayoum. technicl assistarce and trainirng 4id mot

begin in Shargiya until the fall of 1982 ard project awareness seminars
1{village Council Vorkshops) were not introduced until mig-1983. By this
time, most third-year funding decisions for BVS had already been rade ard
a centralized mode of program manzgement was well established at the
covernorate level. -Nevertheless, Shargiya dramatically chaerged its
systens of project implementaticn in the direction of decentralization
. @uring this past year, and training and technical assistance appear to be
a catalyst for this transformation.

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

fairly sophisticated ldvel of technial skills at the governcrate level.
All officials interviewed requested additional training in skills for the

construction and management of water systems, roads, sewerage, drainage,

etc. They would prefer to have this training comducted in the

governorate, and most felt that more sophisticated training in these
- areas is required. Several officials defined the ideal case as an

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

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-control of the courses.

e o - - T e -
~

. B, tiamtenance Awareness and Performance /,r" . s

[ 3y S .

-

The GOE contribution of maintenance funds equivalent to 10% of BVS .

allcocations 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 units.

Field visits indicated that_all maintenance funds have been depos:.%ed
in interest bearing accounts (93 per annum) and remain largely

untouched.  Only one village, Sanhour, had used a portion of these funds
to procure tools amd spare parts for a local mzkshcp Generally,

awareness of maintenance n ...,c«ds an:i the use of this 10% fund is low.

V. Private Sectbr Promotion

A. Direct Impact

Epproximately 50% of subproject contracts in Shargiya were let to

public sector firms. The remaining half were split inm volume between
emall privete sector firms and Jocal unit labor contribtutions which
should ke considered a private input. PBecause of the volure of BVS funds
entering this governcrate, this stimulus of private sector centractirg
firms is considerable, regardlless cf their relatively small share of
subproject contracts. Previously undererployed local labor was used
substantially throughout BVS subprojects, which had a direct impact on

- local vages. -

B. Indirect Impacts

~ As in all BVS cases, the improvements in roads, water systems ard in
the goverrorate sewer systems has coontributed to the economic
revitalization of the countryside. MNew stores have copened along road

networks, new forms of t{ransportation appear and trade hes increased with

the resultant two-way Berefit in prices to the local inhabitants.

New ’musiﬁg starts are found everyvwhere in Shargiya. It is difficult

to assess what percentage of these are attributable to the repatriation

‘of furds frcm Egyptians working abrocad, but it is clear that impro';ed
local services have influenced the selection of relocation to vxllages in
, prefereme to the cities.

- -
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VI SOCICECCMCMIC IMPACT

The direct impact of the BVS project in terms of wages paid the local
laborers, or incomes to local subcontractors,.ds less than found in other
governortes such as Fayoum. The emphasis om iccal donation of labor €o
conplete subprojects is partly responsible for this situation. This is
more than made wp for, however, oconsidering the subprojects' effects on

imoediate cuality of life, and even more so when we examine the long
range impact. l

e
-~

The quality of rural life was substantially improved thanks to the
project-related infrastructure built. Local contributions dramatically
increased the wvolume 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 value of the

subprojocts completed was more. than 4003 of the initial BVS investment
that served as szed money.

As a result of this investment in better rcads, water supply ard
ceverage systems, villages (which already had electricity) were
considered by inhabitants as better places to live in. Whnere villages
were near to major towns suffering from housing shortages, it was

served that sume people chose to live in the village ard commute daily
to their work.

Roads built facilitate movement to and from the villages, to farms
ard to toms and markets. Small trucks carryirg produce ard anirals are
a familiar scene on the roads, generating inccme for their owners and

‘users. As in Fayoun, it is reported that property values increased

3-4-fold in areas adjacent to newly constructed roads. This trerd is
more noticeable where the governorate paved roads after -BVS funds
provided grading and graveling. The increase in property values meant
small forturnes for some landowners. Such property sales were either for
residential or wusiness buildings, or for poultry and cther productive
projects. :

. Water ard sewerage systems constructed helped improve village
sanitation and cleanliness. This is instrumental in making villages
safer places to live in, 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 Qdifficult to ascertain the extent %to which the new sewerage
systems' output would mean an increase in environmental hazards. This
issve has to be studied in a comprehensive fashion.
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Telephone and teiegraph services are now being established in the
villages. The cbvious benefit of these is to facilitate conmumcatlons

with nearby cities. The villagers apprecz.ate j:he abxlz.ty to conunmucate N

with relatives working abroad.

The long-rarnge impact of the project ; 1s, expacted to be dramati’c

" indeed. Efforts to encourage local develcpmené' in Egypt date back to the '

early 1230's. Attempts were made to ergage village inhabitants in a
process of identifying their problems ard needs, devising soiutions to
these problems, amd working collaboratively to implement these
solutions. Though the approach was bascially sound, the government was
never willing cor able to divert any significant funds to supprort. the
process. Now, in Shargiva, the” same sound approach is being atterpted
with the timely help of the BVS furds. Self-help is considered. part and
parcel of tle effort. This tetds fo create a spirit of self-reliance

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

potential of rural areas in this governorate.

; As pecple participate in project activities they feel they own their

Pfcu.::ts- They are expected t6 help maintain and keep them up. Their
confidence in thermselves and in the efflcacy of their lorcal government is
increased. This should mean 'a lot in terms of the develcpment of their
localities. Ve were impressed by the epirit of cptimism that colored the
discuss 1o~.s with popular council merbers.

S
.
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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, surrerdered the 10% maintenance funds to the village
councils, ard encouraged the local umts to contribute manual labor for
laying water pipes.

- e e
= s .

el :’

~ A. Lecisicn-making and Imlementation'

£ ol

.___—.7( -——-» . -

After the first year of absolute prOJect Jcontm’ at the gove:.nora;e

level, a mixed system of governorate decision making and partial control
- of implementation at the markaz level was- establiished. At the outset of
BYS, the governorate determined that all furds would be used for the
improvement and expansion of roads and water systems--both priority
governorate needs. The funds have beén therefore placed at the disposal
of the Directorates of Rocads ‘ard Bousing (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

reconmendations may be made on changes in the exact location of a
particular road or water system. Any rnodificaticns made in the plan by
the village council require approval of the markaz popular council.

The governorate-wide master plans are then ratified by the governorate
popular ocuncil, (aftzr which the Directorates of Roads and llousing assume
implerentaticn responsibility, each using a different aporoach. The
Directorate of PRoads adwertises bids for the whole package of road
stb-projects in the governorate. When the contract is awarded, copies of
tha contract are sent to the markaz for follow-up. For the water
suprojects, the Housing Directorate secures the necessary water pipes
centrally (from Siegwart Co.) and these are distributed to the warkaz and
villages. Funds for buving 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 contributiocn.

¥han porticns of the work on rozds are completed, as certif}ed by the
local unit representatives, the Directorate of Roads authorizes payrents
to the ccntractor from funds deposited in the Central Bank of Sohag.

The wvillage 1s bhasically at the receiving end of this process
regardiess of their cpportunity to "recommend” charges in road or water
systems lccation. Their only role is in labor contributions and the
certification of work completed.

5 -
’f

B. Popular Pafticipatidn and'klf—help

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

upcn notification of the arrival of the -pipes, the popular council «V",
members and informal village leaders ordamizé the digging and flllxng‘

operations, often completing the job in as 11§tle,as¢ 24 hours.

‘Beyord this alreadye evidenced loccal enthusiasm to contribute labor -

to village improvement projects, other vilYages indicated a willingness
to meke 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, - Bingé, the village council raised funds
equivalent to five times the BVS” allotment for the villege (LE 170,000

compared to LE 20,000 from BVS) for projects which they selected,

contracted for, ard supervised. ‘Project mnagement concepts taught 4
through the BVS awareness seminars contributed in this case to the

ability of the village to implement these activities.

II. In.ééitutional. Developrent

A. Local Unit Capacity

It is the opinion of the evaluation team that the local units and
markaz in Schag demonstrate institutional capabilities beyord the
present level of authority being delegated to them by the governcrate.
The local wnits in Schag appear neither more or less develcped than those
of the governorates in Egypt where decentralizaticon has been successful.
Yhile it iz true that Schag suffers framx an acute shortage of skilled
technicians due to cut-migration, the local units and markaz have already
demonstrated an ability to hardle preoject implementation and would like
to have greater participation in project decisicn-making.

The Governor repeatedly stressed his cpinion that most viﬁge local
unit chiefs were not of a high enough caliber to execute BEVS
subprojects. A differentiation should be made between technical skills
of the lcczl 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 cabablllty

of choosing projects, choosing project sites, and generally supervising

implementation with the technical assistance of the markaz, governorate

aryl line ministries.

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

Ea
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the v1llage of Binga wluch manages all stages of its own funded pro;lects'

is a case in pomt.

L4

A. Prcg'ect Awareness and Understarding ~,:'-"" ,{

. The level of pro;ect awareness in %pg 'is’ mixed.  While the
" governorate participated in the Village Councjl WOr}r‘;hop (vew) 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 concepts at the higher levels of local government. An
~ understandable conflict arose between”many village councils which had
. becn apppaised of their rights and respon51b111t1es uncder BVS through the
VCW's ard the governorate which rerralned firm in its certrallzed apprbadu

Most village officials dendnstrated an awareness of their rlghts with

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

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

cowwil meabers learned little pore frcn the VCW's than that the project -

was Amezrican dewlc_\o"pnb assistance and that there would be roads and
water projects. ?‘e don't have a role", was one response.

III. Implementation Progress

A. Fhysical Outputs

Over the three years of the BVS program, Schag received LE 10,380,985
and launched 78 roads subprojects and 242 potable water subprojects.

, For the project fiscal year 198C-81, 45 potable water projects were

conmpleted in 45 villages for a total of LE 2,288,000. Twenty-six of 238
- road 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 1E 1,732,976 has teen

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

All accounting functions for the BVS program are ce'xtralzzed at the ~.. 7~ =
governorate level as a data gathering point: BAccountability for various
furds uwder EVS is fragmented ard responsszhues ~are distributed
acocording to types of disbursements. ’I‘he £ollc3w1ng illustrates the K
expenses accounting centers. i R

Poad Suboroiects: All accounting functions are carried out at the Roads

Authority. Quarterly rerorts are forwarded to the governorate showing a
detailed treakdown of supprojects cgtegorized by local unit and markaz. ,
The data reflects funds allocated, disbursements, ard valuation of work
completed. '

»

=

Vater Projects, Wells ard Pix/mos,f' Procurenent of Water Pipes: All
acoounting functions are carried cut at the Ilousing/Water Authority.
Quarterly rerorts are feorwarded to the governorate showing a detailed
breakdown of subprojects based on each lecal unit and rarkaz. The data
show furds allocated, disbursements and value of work ccmpleted. Tn=

also show size and lergth of pipes procured and delivered to the local
umtq. ; - ‘

 Pipe Fittims ard Installaticn Costs: All accounting functions are
- carried cut at the markaz level. Cuartery reports are issued to the
governorate siewing allocations and disbursements for each local unit.

The governorate synthesizes all data and issues a cuarterly repert to -
ORDEV  detailing all subprojects as to type, funding allocaticn, -
disbursements and valuation of work cempleted for each local unit,
growped by rarkaz. Accounting records were exanmined and proved to follow
GCE accounting systers. Test checks between CRDEV and gﬂve*::rate reccras
showed scme ormissons in the cocmputer printout, e.g., in Grerizat local
unit data. The formats used to report financial data arethe same
‘standardized ores develcoved by ORDEV and used by the governorates. It is
apoarent that trhe BVS program has had a direct effect on capacity
building in the financial vreporting arez, as it has develc:*ed
capabilities at the governorate to synthesize ccllected data armd menitor

- each subproject separately as collectively by markaz amd governorate.

. IV . Tecnnology ’Iransfer

A. Human Resources Develosment

The development of human resources amd technical training in Sohag
throuch BVS is as centralized as the project decision-making. A1l
participants in Chemonics' technical training were selected by the
irectorates of Poads and Housing in the exclusive areas of purp_set
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maintenance (42 trained) and road construction {7 trzined). 1In addition,
45 wvillage records keepers were given a ocourse in accounting in
preparation’ for a planned GOE transfer of apcounr,mg unit respons:.blllty
from the markaz to the local unit. .

This training, which was not mplmnteé mth ‘the third year of
project funding, arrived too late and was of/ insufficient magnitude to

have much effect cn BVS project implementation or upon the acute iack of

technicians in the governoate. It is clear however that more technical

- training would help develop markaz and governorate capabilities. 'The

courses offerad by Chemonics were appreciated and the participants were
enthusiastic. i

e
P

It showld be moted that nelt‘ber Chemonics nor ORDEV were ever cited
as sources of techniczl assistance 4in the subprojects. All - technical

“assistance came f::on the governorate-or markaz level.

B. Maintonance Awarcness and Perfor Tance

The GOE centribution to the BVS program of 10% forr raintenance of

subprojects is transferred to cach local unit for administraticn and

vse. Fach local unit, as it chooses, contributes tp to 25% of this fund

- to its rarkaz tc create a central maintenarce wiorkshcp. In at least two o

local units visited, the villege has spent a portion of the furd on

purchasirg tools for its own workshop. All local units were usirng the

handocok develogped by Chemonics for managing and using this maintenzrnce
fund. _ ,

V. Prorotion of the Private Sector

The Govarncrate of Schag has used a mix of prz.vate and raubI ic esector
contractors for project implementation. During the first year of fuding
most contracts were let to small private contractors. However, due to
delays 1in ccapletion, the governcrate awarded all second and third year
subprojzct contracts foA.‘ rcads tc a public sector centractor. In the
water suiprojects, all pipzs were procured from Siegwart Co., a public
sector manufacturer, arnd labor came frem local contributions. In some
cases, smaller private sector subcontractors were exploved under public
sector firms. . In ary event, the exact ratio of private to public sectcor
inwolverment is @ifficult to determine.

Nevertheless, the direct impact on the private sector from BVS is
evicdent. IMany smell contractors ard local irdeperdent laborers were
ez:playczd throuwgh 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
ceen along these transportatlon links. - ’s

(] 9 /; 'J ,, [ - . s
VII. Socioceconomic Ifmpact:- v .

A. Direct Impact

The direct impact, i.e , the flow of funds, of the BVS projects m
local units of this governorate, is noderate. In the first project year
~small private contractors were. awarded most of the contracts for
completion cf subprojects. However, because most of them were unable to

complete them in time, the .goverrorate decided to advertise one
corprehensive bid for all road sub')ro:;ects in the governorate, a policy

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

Economic Aspects of the Egyptian BVS Program, USAID, Cairo, Zpril 1979).
Tras meant that one large contractor would be responsible for executicn,
& large public sector company in this case. Consecuently, the project
fuigds would not probably be spent directly in the lccal units. We
learned, however, that the contracting company did use scoe local private
subcontractors to” implement the widely dispersed small subprojects. This
must have tenefited the 'local econcmy. The myriad water sukprojects are
implemented through the local units, meaning wages for local citizens
doing the excavation and technical jobs c¢f installation. This has
resulted in stimulation of the 1lccal econcmy and develcpment of
entrepreneurial skills arong those involved from the private sector.

B. Irdirect Impact

The impact on the aquality of life in the villages is substantial.
. The Goverror felt that the project has addressed two of fhe most
important services needed by the people in the governcrate's rural areas,
narely roads and water. Scme fifty percent of the needed roads and water
subprojects are beirg implemented througn BVS furding...a dream cdome true
for the villeges. Some of these villages previously did not have even a
dirt road leading directly to vhere homes are lccated. 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 members as well as ordinary citizens
whom we interviewed felt that roads were an absolute necessity for the
creation of a more "dynamic" village. Roads do irprove the flow of
produce and manufactured gocds to ard from the wvillages, and they have
irdeed contributed significantly to stimulating the private sector. The

" e
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result is better prices for farm produce and lower prices for formerly
- artificially high priced manufactured goods. 'rms is expected to have a
very fawrable effect cn the village economy On the other hand,
movement of persons to and from the villagei§’ facy.lz.tai_ed. For those
holding joks in the small towns nearby, life ),has ‘become, easier. Where
" secondary schools are located only in the xérkaz 4owns, the ‘roads can
mean the difference batween attendlng ana; not attendmg school :
formerly, students had to stay the week’ mth relatives in the town, or
rent hard-to-find accomodations meaning financial hardship. for parents,
~or drop out of school. With roads, many students can commite dally. S

Also, ryecent surveys by the gov’e?norate authorltles 1ndxcate that
recause of road access, some town dwellers who have businesses or are
employed at the governorate capital are moving their residences to the
surrourding villages {uaually bécl' amorgst their families) and ‘cormuting
to 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 puarps could ke operated only a few houwrs a day. Now, with new punps
installed ard in oderation, amd old pumps used as stancdbys, the villages
are assured 24-hcur service. Not only have old users tenefited, hut
tlere are many new users. In cne village, - there were 1200 housercld
ccnnections whore there are now 2000 house cocnnections registered with
the locel council. This is helping generate revenue for the local
council. o \
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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 projgram. The 1list was then

sutmitted by the head of the local executive council to the plamnirg -

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 meny instarces, with the participation of the governorate,

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 1n*:lem;nt the approved subprojects.

. -
»

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

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

cubproject specifications, perform feasibility stuwdies, ard undertake the
occm.cr..w The tech'\ical assistance fees for studies, design and technical
supervision are determined by the gover'ioxate and cannot exceed 2% of the
subproject costs._.' Bids are then reviewed by the head of the local unit if
this is within /its prercgatives, ard the head of the markaz may be alsc
involved if the cost of the subproject is greater than the amount handled by
the local unit. Contracts are awarded to lowest bidders.

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

-

o

In any case, whether a private contractor or a lcal unit is awarded the
contract, the pcoular council directly monitors arnd follows up the execution
of actual work done. If council merbers are dissatisfied with an aspect of
implerentation, thevy call on the head of the local unit. If the matter is not
then satisfactorily resolwed, they can ¢o to the markaz council or to the
governorate. As work progresses on irplementation of the subproject, payments
are made by the head of the local executive council to the contractor (private
contractor or local ;unit) n technical certification of completion.
Disbursements must however first be approved by the governorate. Accordingly,
the rarkaz -eppoints an engineer who ronitors the technical aspects of
construction anmd who periodically certifies completion in accordance with
specifications. Such certificates are verified by the governorate as a safety
control, then forwarded to the local unit for processing and 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.

/'
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o

This process was later strengthened with the establishment. of the
"Services and Develcpment Accounts" allotted tc local units. With the advent
of BVS, bank accounts were already open, necessary books and paperwork were
ready, and more important, officizls who ~ﬁnde,f;stood these processes weré -in’
‘place A1l the same, BYS came in volume, and was quite a test for the systems
in place. It was the first time in the ):ﬂstéry of -villages for them .to
receive "new investment furnds" comparable tof those of Bab III (Chapter TII) of
the rational budget, apart from the LE 200-500 allotted annually through ORDW‘,
for comparable activities during the years of the ”combmed aunits”. E

 According to the Seretary General of Fayoum governorate, "t‘ne systeﬂ wac:
forced te mature quickly." And, this-proved to be possible thanks to Fayoum's
twelve consecutive years of consistent application of increasing levels of
decentralizaticn by the three governors holding cff.u.e durirg that pericd. ‘
/ 7
Nothing is more indicative of, Lhe validity of this than the promanced,
trad in this goverrorate to use lcmal units as contractors to implemsnt BVS
subprojects. About 80% of the actual implementaticn in the first year was
dor» by local units throwgh .the separate “"Local Services and Developmznt
Poeounts” . This meant that loczl units became involved in procuring sup plies,
recruiting personnel, and supervising the actuval execution of major p*'ojects. ,
Technical aspects were directly wmanaged by officials from the markaz The
governorate kept a closz and watcnful eye on the whole enterprise in t»nlc": ,
its influent2 has remainoed considerable. Nevertheless, it is increasingly -
erparent that the villages have the capability to manage their own development -
 projects. : : . .

B. Project A.oreness and Understandmg

Vhile it is clear that all levels of local governmesnt in Fayocum have a
clear understanding of the project as it is now being inplemented in the
governcrate, it is uLnclear whether the local units are aware of their full
rights and respensibilities urder the EVS grant agreemesnt. Only 260 villags
council werbers participated in the Chemonics-sponsored willage council
workshmos (VOW's) and the gcvernorata as a wincle declined to participate in
the managerment ard planning seminars (MPS). DMissing the MPS, designed to
convey BVS project corcepts to higher level officials before presenting these
ideas to tie village councils, explains the general lack of wderstarding of
tle original BVS principles. HNonetheless, tlre present level of project
av@ireness correspords well to the goverrorate's oim project epproach.
Additionsl seminars should be offered as the trué locus of decision max:mg ard
project authorlty becozhes more decentralized.

N T
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III. Implementation Prcgress

14

. A. Physical Outputs S . -

= ot

Prior to the BVS program the GCE allotted 11m1'c.ed funds. to OFDEV which in
“tun allocated--funds to governorates for/” \;llaae development actiwvities.
Fayoun received a total of LE 603,831 in the. 4972~79 periocd and LE 415,425 in
the pericd 1980 through June 1983. Thus the total funds allocated through -
ORCEV over the past ten years amounted to iE 1,019,256, or 1E 0.748 per capita
in ten years. A very srmall portion was earmarked for roads, water ard
sewerage projects. Accordingly, 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 simultanecusly on decentralized administrative capacity
building at the village level and on: dv.—_veloomg the badly needed services.

In Fayotm a total of 404 subprojects with an estimated value of LE
9,889,000 have been wdertaken  in the last three years of projzct spending.
This total includes 123 road subprojects (LE 3,317,874}, 28 water subprojects
(L 2,467,149), 241 canmal/sewer subprojects (LE 3, 887 €s8), and 16 various
cther subprojects” (LE 287,087). All first year subprojects (FY 1980-81) have
been completed and roughy 90% of subprojects initiated in FY 1981-82Z have been
completed.  Sukprojects begun in FY 1932-83 are between 34 and 573 completed. -
2n estirated pcoulation of 5,408,000 has benefited directly from these EVS
subprojects in Fayoum. '

IV. Techrology Transfe

A. Technical Assistance

BVS began in Fayoum in 1979. The present tec’r*’z?{al assistance
consultants, Chemonics & Co., began their work in 2April 198 and actual
training activities did not start until 1982. This meant that the governorate
had established its implementation practices before the arrival of technical
assistance ccrponents of the BVS program.

. Thirty-seven accountants from the governcrate received tralmng TR £
recoré keepirg and 38 technicians were trained in maintenarrs «f .
sets. Tre governoratej 6fficials cerplain of what they see ac
types of training 1ﬂposed cn w1dely divergent governcrates.
should be consuited closely in the design of specific ty;
tailored to their particular needs. - They cite as an exawpls S
sets training: these pumps are not used in Fayoum, which has = wral water
system covering all areas of the goverrorate. They believe scome training

Best Available Copy
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funds shoald be transferred directly to the governorate to help set up local
training in the areas of ac:countmg and management.

e

The GOE contributes an amount equwalent ,tb 10% ©of subproject costs. Suéh ;

amounts are deposited by the governorate in tHg'™ iocal unit account to Pe uéed

for mintenance. CRDEV does nol release - annual BVS allcttments to thn,,
kgowmorate until it receives evidence that the 10% amcunt ‘has been de“oalted

in 2 gpecial account by the governorate. ;
: : . P

As such funds are GOE contripbutions, they are deposited in interest,
bearing scccunts to generate more” funds. Most local units have rot as vet
tapped the prircipal amount of this fund, as maintenance needs have not
arisen. Howeve, some units have 'used the interest generated to deffay
incentive prlymenﬁs, to procure small tools, and in a few fcases, to erect small

- workshops with adeguate spare parts.

B. Fimancia! Fecords

Records wore examined at the goverrnorate and in sample local units and
were foud to be adequate for recording and reporting all financial
transacticns and data rxrtamlng to the execution of BVS projects. The
accoenting  system follows the GCE  system with scome refinsments and

alteraticns. Certain program report formats were designed by CORDEV and are in -

use at the gov rrrorate level. These forms are specifically designed and used
to reccré BVS financial activities for each subproject in the governcrate.

e .
AT i . L e PIo

B. Maintemance Awareness and Performance ' _. g’ '

This methad of reporting standardizes data feedback to ORDEV, thus

faciliteting data synthesis and computerizing.

Each local unit has a complete fimm'a}. record and file for EVS
supprojects.  Monthly reports are issued by the local unit ard forwarded to .
the governorate.  In turn, th2 governorate. issues cuarterly progress reports
ard firancial data and forwards them to CRDEV. Upcn subprojéct completicon,
the local unit issues a comprehensive completicn report to the governorate.
The local unit retains complete files on all subprojects. Such files incluce
project studies, feasibility studies, designs, Drcgress rrports ard financial
data renorts.

The local unit reccrds sampled were tested aryd compared with finarncial
data extracted from the. governorate records ard no discrepancies were fourd.
Governorate accoznt“nb's par:xcxhcally review the local units' accounts” and
documentations’ Trhe acccuntants of the lccal units visited appeared competent
ard they reflected expanded knowledge in accounting as a result of attending
tralmng sessions provided by Chemonics. Some accountants had  atterded
seminars at the governcrate level as well as trainee workshops in Alexandrla
urder Chemonics' auspices.
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BVS pro;;ect funds are deposited in non—-interest bearlng acounts at the
governorate level as well as at the local unit level. Although subproject
furds are controlled by the local unit officials, no dzsbursements are made
without certification of a representatlve of. the govarnorate. P

- ~ -V. Private Sector Pfomotion: ~— - - -

A. Direct Irpact ' . , L ) o

Each subproject has had a positive short-run influence on thf» villa ces‘.
Project funds are usually partly spént in the villages themselves. In rany-
cases this has meant the creation of 3cbs for a limited span of time. In one
specific emrple, about 2000 workers were employved hw the local council during
a period of seven ronths to corplete a messive canal lining subproject. tbre
importantly, it has created technical and business skills which continue to
benefit the villages long after subprojects are completed. Bricklayers ard
particularly those who o the linirg of the canzls were trained through
participatin in these subpro Jects. Subcontracters o worked with the EVS
subproiects continve to do buciress in the area. In cne extrere enc:a?}.'e; the
Teed of a viliage oouncil wiwse loczl unit successfuily coompleted a canal
lining project a2s a contractor was called upen to do another jcb for a large
joint wventure in the area. It can be safely szid that the project was
instrzeental in nourishing a businesslike attitude cn the part of many local
leaders ard in the creaticn of small private businesses as well. -

B. Irdircct Immact

In general, road constructicn had the =mcst profourd indirect irpact on
villages throssh ircreasirg the mebility of perscns arnd gocds.  This has
coered the way for. myriad charges in wvillage life. Collecticn of local
produce for sale outside local markets became easier.  Local businesses
tenefited from better trans 'aortatzcn faCllltIQS. illagers' a/c;ﬁeb._.xbllz:.y to
a host of specialized services available in tre l&.ger towms was enhanced,
such as visits to private physicians, hospital stays, ;m:c’na es of spare parts
for farm machines, etc. JArnother effect of roeds improvexment is  the

ubstantial increases in adjacent land values which nay pereift the landowners
inwlved in the short nn but could be urdesirable if agncultu*al lard is
reroach2d wpon for building purposes.

Canal lining "“’b"‘mjﬁcts havs also pfo*'of'ec‘z rmw ent>rprise throuwgh giving
better access to the inner village. Businesses flourish in such areas, We
can cite cne instance where a pharmacy was estzblished on a newly constructed
rozd elog with a canal lining project (Fidimeen) which would otherw:.se have
been lumossible. We do mot doubt that there are rany similar develcprment
elozvhere, ‘ :

v

“,,yuw""‘
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VI. Socioeconomic Impact = ,

The specxflc physic?l mfrast*uctures made poss:.ble thmugh BVS pmjecj:
furds have r=de a recog: .zable impact upon ‘vxllage life. There is no questlorx
that the types of subpzojects completed in I-‘ayoum constltute a legltzmate
response to felt needs. - s -

b e N .
h F 4 ok 1.,",, ” PN
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Roads have obvious socioceconomic beneilts vhich we ‘have noted above. The

effects of other types of sulprojects are describsd bzlow. .

A. Canal Lining

5

e

This has special relevarce in Favoum Streamlets passmg through v1llacves’

are at times so deep and steep banked that there is obvious danger” to ‘v*arby
homes. The soft silt hanks erode q\;ickly. Roads separating homes from theése
streaws are quickly eaten away. - Canal 1lining means not only walls to
strergtlen the banks of these streams, but also the creation of a "road" ard a
dre ma_:ze system for subterranean water which is essential to protecting
buildings. It is also said by villagers to be important for the safety of
small children. The canal lining enharces the appearance of the villages, and

. 2

ladies wash treir pots ard p:ms where steps are fashioned in the stones.

}3. Poteble b ator

The importance of potable water for human health can hardly be
overerphasized. In two villages studied in some detail, one had pre—8VS water
facilities while the other, with the benefit of a water surproject had only
two tours of nunning water daily. However, we found that the water
suterojects in this governorate had greatly benefited a small marxaz tom.
Thoush this may be an indication of thre largey centralized EVS potable water
scheme for Fayoum, it alco may be an accident of smwall sample szize. Ve
learned from the governorate authorities that the major effort in water
subprojects vas the "strergthening of the major carrier lines serving a whole
area”. This may mean that the btenefits of the water slUbprojects are
wicdely——if thinly--distributed amorg villages and omall towns passed by these
larger pip=lines.

C. leng Pange Effects ‘

Ve have roted an attitude of confidence in the future amorg the mamy local
leaders met. These villages have for long been neglected ard despeir as to
what the government wduld do for them and their many problems was widesprezad.
* Now, they see’ that the gvernment cares, thanks to American funding, ard that
sorething can in fact be done to alleviate their long—-standing problems. On
the one hand, this has created a demard for more from the government (and,

possibly, from the U.S.), but on the other hand it has shown that progress is

+ 4
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possible. A force against apathy and acceptance of the status quo has been
created among the villsges and their citizens.

“' -~

Another trend which has begun ard is expected to show up more in t,h°
future is more integration of the village mto the mainstream of governorate
amd national life. With roads ard comumcatzg:is improved, the private sectoer
is ocoming to life. is, coupled with local leadership, executive and
popular, becoming more and more involved with markaz . and governorate

authorities, means the beginnirg of quite a new so¢iceconomic situation in |

Fayoumn.
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Time in BVS: 2 Years N A
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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 deoes 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 village level.

' B. Popular Participation _ I 5 ',-Lj,’f”" e P

There appears to be good horizontal and vertical communication
between all levels in Menufia. In Barheem the popular council ard
executive ocouncil meet formally weekly and more often than that including
social occasions. The neans of enm@aglrg pepalar participation may-
vary from village to village, but it “is clear that the popular councils
are the key. As ore villagm chief put it, the people elect cbjective
representatives who live in their village and they talk with their
representative freoucntly ard mfo,...ally The dialcg is very lively
these days because the popular council r@presentatlvea now, through BVS,
have important decisions to make that effect the whole village.

C. Self—helg

- In both Barheem ‘and Bechnai the village courcil and the villages have
contributed their ‘own cash and laber to BVS projects in order to carry
cut projects fer vhich BVS furds are not sufficient. For example,
villages in the satelliite village of Gizae put wp LE 500 for a LE 2000
slaughtertouse. The pecple of Barheem contributed LE 13,000 in sand,
gravel ard labor to have a road wpgraded. This particular road segment’
eventually cost BVS only LE 2000. The Governor said that villagers are
reacting to EVS this way everywhere in the goverrnorzte.

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

Interviewees consistently stated that the decentralized process vas
not operational before BVS. It existed in the decentralization laws of
the country but not in practice.  Projects formerly were chosen at the
governorate and markez lewvels,  usually by -line ministry lecal
representatives. Through training and the opportunity to make important
decisions affecting mllagw developrment, the decertralizaticn process is
establisred and working. Village chiefs and councils, 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 oonstruction work on roads is
carried out at the goverrorate level by the Department of Roads. When
technical assistance is needed, the markaz -engineers twrn to the
governcrate departments for help. Design drawings are reportedly kept at
both the markaz and governorate offices. The” @ramngs ard technical
files are very incomplete at the markaz level’ Ard’ are inadequate for

subproject review. In general, the designs appear to be appr@nate for
corditions in the villages.

-

Sutproject tendering is shared bﬁtwyn the markaz and local unit.
-All contract work is carried out ly private contractors or by cooperative
agreements. Iabor sources appear to be both external contractor

personnel ard local village participation. The quality of construction -

ork  is  structurally sourd, but the finishing aspects (plasterirg,
painting, site clean up) are generally pocr. The rate of construction
progress 1s acceptable, althcugh work has stopped on some subprojects
pendirrg delivery of necessary pumps arnd fittings.

The environmental corditions of subprojects in the governcrate appear
to = reasconahle. There are some small pools of vwater near BVS
parrhouses, at no” major problems were seen. The markaz raintenance
personnel are responsible for correctirg the drainage problems near the
pumphouses. No specific records are maintained on environmental prceblems.

B. Project hwareness ard Understaniing

Tnroughout Menufia the team found a high degree of urderstarding anrd
appreciation of the EVS project. local officials were well versed in
project details amd it was clear that there was widespread pcpular
participatica ard invovlement. Facts and information tallied at the
vari~us levels at which the same or similar questicns were asked.

C. Links with Cther Decentralizaticn Projects

As in other governcrates, there was rno deliberate lirnking of BVS and
other USAID decentralization projects, but there was considerable
complementarity.

For example, sewerage tanks constructed under BVS were being emptied
Ly trucks purchased tlirough DSF. Fire hydrants which were part of a EVS
water subproject in Bennail would service fire trucks also purchased under
DSF. BVS water would supply tile factories and other projects built with
DDI lcans. 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. IHowever, 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.
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III._ Izrplementatlon ngress -

A. Physical Outputs

-

According to CRDEV records, BVS subprojects in Menufia governorate
for the first two years included water, -roads, sewerage, filling swamps, -
slauwghterhcuse facilities, bus sheds;” lining canals, a small barrage,
fire hydrants, post office, ard bridges. A total of 77 subprojects were
irplemented in the governorate .during 1981-82 and arother 138 in
1982~-83. The increased diversity’ of subprojects over time is 1llu.at:rated
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 prcojects in 1582-83.

‘Menufia is  experiencing no problems in  cowpleting  planned
subprojects. Project ccmpletion exceeds 90 percent, in contrast with
informaticn contained in the ORCEV computer printouts. As of the eni 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 below, El Bagur markaz hnas
experded ©4 percent of furds allocated. The table stows 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 wdertaken éurirg the second year.

. The reccrds that mede this level of analysis possible were also
broken dovm hy village by year. This kind of information did not appear
to he available in other units visited Ly the team anywhere. The markaz
level OFDEV representative who produced it had taken training in the U.S.
under BVS {(the Bluegrass BGADD progranm).
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BVS Subproiject Activity in El Bagqur Markaz

Item Subprojéects: 1981-82 - - - 1982-83
Pipes ~ ‘ -~ (24285 meters) = . (27444 meters)
: Diesel.pumpsets ' 18 s - . .
- -- Electric pupsets — 15 L Ee e s e e e
.  Pump houses ‘ 8 cAT 2
.63 A., transformer , b S
Fire hydrants . 9 : 247
Water taps o 9
Drilled wells : 2 4
Ferry boat : R 1
Bus sheds . 8 .
Slaughterhouses P 2 '
Surrounding wall 1l
Bridges ' 3
Wastewater vault 1
Canal lining 2
Workshops , 3
Punp intakes/outlets 2
Foads -7 5000 meters
Punxds allotted a LE 391,100 LE 388,500
Funds expended S LE 365,102 LE 363,840
, {93% experded) (94.4% expended)
B. Financial Records ’ ' ' h . , '

Good fimancial records are available at the village level in the two
villages visited. Reportedly, this is the pattern throughout the
governcrate. Formal records are maintained at the markaz level. -~

IV. Technology Transfer

A. Huran Resources Develcpment

The level of training in Menufia is particularly high in terms of the
total nunbers of people trained. It is heavily encourage at the
governorate level. The most effective programs appeared to be the
awareness seminars, which includes trainirg of trainers, village council
worksteps, and planning and management -seminars. Even the information
systems semipar for trainers was well received, though it was suggested
* that it should be longer and 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 effectzve},y
train large numbers of peopleo For example, cne part1c1pant in the TOT
seminar vent on to train in turn some 405 popular, and executive council
menmbers and about 128 village chiefs in the vz.llage worksbcps.

These programs reportedly were quite ef{eci:Ne.' In fzve cases,
wvillage councils withdrew their BVS priority lists and plans from ORDEV.
After participating in the village workshops the ocouncils .wanted to
revise their plans using their new information and krma.ecig ‘

Technical training alco was reportea,z*s very useful, but sl’scrtcomms
vere also identified: - .

a) not enough practical trainings
b) insppropriate choice of trainees in rany cases {for | exarple,
people with too much experience to benefit from the course, no
relatzcrsmp between the training and trainee's actual job, cr not enowh
experience to benefit): -

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

d) technical concepts presented and discussed vere superficial: more
specialized technicil training is needed.

B. Maintenance lwareress ard Performarce

Trnere is no formal raintenarce plan for any markaz or local unit.
For EBVS-related meinterarrce, the local wnit provides an advarce payment.
for work perforrmed Ly merkaz personrel. BVS funds have reportedly been
used in Menuf markaz to replace erngine batteries and purchase small hand
tools (L 450) ard in El Bagur markaz (Manawahla apd Suk El Dehak-local
units) to replace ball bearirgs amd cylirder rirgs (LE 50]).

Maintenance staffs in the governorate are large. At Menuf markez for
exarmple, there are seven electrical engineers, three mechanical
engineers, ard approximately 300 technicians. Most engineers ard senior
technicians ard operators will have attended a2 Chemcnics trainirg course
on subproject design, maintenarce, or operation. There are workshops at
the markaz level, but thdy generally have no facilities, ecuipment, arnd
few tools. BALL majo* repair work is given to pnvate contractors.
Overall, the cuality of mintenance of purps and engires is acceptable.
No purpirg eguipment was fou.rﬂ to e inoperzble. There are daily
cperational records {or pumping plants which are kept at the punping
plants and at the markaz offices.
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V. Private Sector Promotion = ' .

A Direcf- k , I

"he local nits claimed that all subpmj/ect wetre done by private-
centractors, if the cooperative sector | {village and self-help
cont:ractirg) is taken into account. HMost - ccntractors cape from the
markaz level although considerable vl}.lage labor was hired by’ them.
There tends to be more active private sector participation in contracting -
when, as in the vzllages cbserved in Mepufia, the projects are relatively

- —small and there is active .village level contractzrg or at 1east‘
partmzpa ion in the contracting process.

e

B. Irdirect ‘

From tle m’ex.mrate levej. on down, there appeared to be clear
recognition of a strorg indir rect link between establlshmg ragic services
through EVS projects and private sector stimulaticn in the villages. The
Govermor said that the impact goes down to the farmers. Patterns of
fnxmrg are crarging, larg ely through the impact of roads. Farmers are
n*ov‘ng goods easier ard getting better prices. . k '

BVS water axd road projects are having an impact on the hous:arg*
sector, stimulating new construction and arcillary rcads. Spare parts
shops and plubers have oone into business because of the greatly
exparded water systems. Tile factories are beirg develcped with the
‘availability of steady water supply and the gereral increase in econcmic
activity, partially caused byb EVS projects, reportedly is producing an
~increasse in commercial eh:ps, workshops, restaurants, etc. The BVS
slaughterlncuse in Barheem has ercourzced a cattle fattening coeration
and ircreassd tre number cof cattle slaughtered in the. v*l.uge.

-

' ~
VI. Sociceconomic Inpact

‘The Governor claims EVS projects have had a measurable impact on
living corditicns amd health as a result of road, water and sewerage
proiects. In Easheem, for example, before BVS conly 150 houses out of
2000 ‘were served with potable water. Now more than 1000 households are
served. DBefore, water ¥as available only 10-15 hours a day: now it is
available 24 hours a day. In Bahnai water was extended to the four
satellite villages, increasing households served from 500 to 1500, and at
full service. Also in Behnai, services alnog the inproved rcad were
themselves improved and upgraded. A BVS bridge increased commerce

tween two villages and saved three hours walking 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 econonty .

Conclusion B o

The decentralization process and capacity for local self—-hel§ -and

develoment is in a relatively advanced stage in Menufia. Village chiefs

feel there has been a tremerdous c‘nm"ce in’ local institutions amd 7

co::babzl*ty sirce DVS was introduced info their villages. ‘I’rey say it has

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

prmnues, and evaluate corpleted pro;;ects,

Village council mermbers and technicians have had their skills
increased through BVS training and practice, trainers have been trained
to contirue the trainirg process; villagers have benefited from their
involverment. One village chief said that he had gained tremendous
experience through the BVS program and has chm:ed his attitude, now
thinking in ambiticus terns for his village.
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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 lccal 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 on a relative scale of rural development 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 BVS subprujects are ipthese two categories.

The team visited the governorate seat at Damarnhur, 167 kms north of
Cairo, and the village of Kom El Akhdar in Hosh Eissa markaz. A number
of inpressive DDI -(local Development IMund) projects as well as BVS
subprojects were seen.

A problem of particular concern ncted at the governorate level is
that of waste water and sewerage disposal. Governorate officials
percxeive that the extensive water program is creating a dispczal problem
and is thought to he posing a threat to the already darngerously high
Delta water table. The fear is that water levels soon will be high
enouch 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 village water sipply actually coontributes
significantly to the rising water table should be determined.

I. Decentralization: Swpporting Policy Reform

A. The Decision-making Process and Project Implementation -

Decentralization policy was working well in Beheira. Popular council
rights and responsibilities were well recognized from the village level
wp. There was goxd cocperation betwsen governorate and village levels
ard 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 was made in the usual way under the BVS proé_:;ram with
furds allocated on the basis of pcpulaticn and the village councils
deciding on priorities.

o

2
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In 1981-82 Beheira began 104 subprojects in which LE 2,150,000 (62%) .

was allocated to rozds activities and LE 1,160,300 (34%) was earmarked
for potable water pipelines. Accordirg to governorate officials, these
subprojects are all completed. In 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 ke arourd 95 percent. The range of subprpject .activity is wvery
limited: in Bcheira. Roads and water account 8¢ ,over ‘90 percent of &ll
sukproject experditures. The remairder was spent “for sewage disposal and
the purchase of small hoats.

..

B. Popalar Participation and Self-help

- . Popular participation was . de'ronsi_‘tated by the ve*y complete grasp
and arpreciation of the BVS prog“ﬁ"' cn the part of the popular council

sited. In Kon El Axhdar, in far‘t, the popular council seemed to be

more cn teo of ard in charge of prc'r'ram than the executive council.
Popular participation was e>press¢~d also in the excepticnally high level
of villace self~help and laber involvement. Villagers contributed 100%
of tir labor for the water system and purchased technical assistarce ard
more pipe with their cwn funds. An estimated LE 58,000 in labor, in-kimd
ard cash ntributions was used. More than 1000 local villagers were
involved thrcugh lakor contracts in the roads projects.

II. Instituticral Develcpment

A. local Unit Cepacity

In 28diticn to selecting pricrities in Kom El 2Akhdar, the wvillage

village, ard it mansged the contracting process for the roads project.
An executive council suhocmmittes wes established by the village for this
parpose. Based on specifications developed by the goverrorate, it
tendered ani reviewed bids ard made the final selecticn. The project
implementation was overseen by the governcrate roads erginesrs.

Subproiect dnsign is carried out at the goverrorate level. . As is
common througnout Egypt, all BVS roads are designed by the governorate
casds deyart.s,em.. Water projects in Beheira, however, are the
responsibility of the Ec¢heira WVater Cempany, a public sector compeny
serving the entire governorate. All public water supoplies' in the
governorate are mas ,acmd Ty the BHC as part of a special ¥orld Eank
assisted project.for Beheira Governorate. Cverall ergineering for the
project is provided by the consulting firm Binnie Teylor, Ltd., while
additiocnzl technical assistance ard stardards 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 assist the BVS subprojects with pipeline surveys, designs, and

some construction supervision. :

-

Roads oonstruction is done by public contractors, vhile water amd
sewage -subprojects are carried out by either~tre -local “units-or by
private contractors. The local units have béen highly effective in
“mobilizing self-help centributions on water projects. Each meter of
wluntary trenching, pipeline installation amd bhackfilling -saves the
local council LE 1.50. In Kom El Akbdar local unit, for examle, the
villagers are installing over 10 kilcmeters of pipes for an estirmated
labor savirgs of LE 1§,000. - This subpfoject is 60 percent completed.
A1l BVS water subprojecte are using “asbestos-cement pipes, manufazctured
in Egypt by Siegwart. -

s

.
’

Roads constitute the predominant EVS activity in Deheira. The
goveriorate has been paving BVS roads with governorate furds ard interds
cverntually to pave all of them. The current priority is to begin using
BVS furds for paving in 1983-84. : ‘

Wiater subproject maintenarce, includirg BVS pipelines, is performed
by the Beheira Water Compeny. BVS maintenarce funds have not yet been
used on water subproiects, although one EIC ergineer reported that the

epary  was  requecsting release of BVS maintenance fuds from the
governcrate. ' '

Environsantally, the BVS subprojects have made noticeable

roverents in the quality amd corditions of life. Local officiails
point to the thousands of new household cornections. Outpatient clinic
visits forrerly due to zilments cornected with lack of potatle water have
reportedly Ceclined, and the upgrading of village roaGs has ercouraged
greater ccrmercial activity in the smaller villeges.

B Qi
& i

As menticned above, wastewater drainage is becomirg an increfsingly
weoznt corcern. Tre Delta's already high groundwater lévels are rising
ven higher throuch intensive irrigaticn made possible by the Aswan EHigh
Dan and officials fear that increased water use will add to this
problem. Innovaztive soluticns short of costly conventiconzl sewerage must
e fourd for the 451 villeges in the gowvernorate. Such soluticns will
proerly inwlve some corbination of lowerirg the growdwater levels,
insulating house foundations from subsurfzce dampness, and collecticn ard
disposal of housewld wastewaters. ' ~

B. Proiect Awareness .

Understanding and awareress o the part of the pecple as reflected
ard reperted by the popular council was very high. The council Chairman

- -
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reported that prior to BVS, althouwgh the village council system was in
place, there was very little action ard practically no experience. The
BVS project has made the council viable and active, "learning by doirg”,
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 and take a mare develcpmental view, - . . '

C. Links with Other AID Projects : ’?/ '

There was a healthy interaction of DDI ard BVS projects although this
was not necessarily a furction of deliberate planning or integration.
For example, regular water swpply is a_key element in a DDI-loan tile

factory. Moreover, the tile factory vas furded out of profits from a

DDI-lcan woodworking shop ard training center. The general atrosphere
for DDI projects reportedly has been enhanced hy the significant increase

in basic services: water and-‘rozds and their direct and indirect

benefits.
II1I. Implementation Progress

A. Physical Outputs

In 1981-82, Beheira becan 104 subprojects of which LE 2,150,000 {62%}
was allccated to roads activities and LE 1,160,300 (34%) was earmarked
for potable water pipelines. Acccording to governcrate officials, these
subprojects are all ccmpleted. In 1882-83, a total of 105 suberoiects
were authorized, of which LE 2,930,500 (56%) was for roads and LE
1,284,200 (363} was for water, and the current corpleticn rate is claired
to be arcund 95 percent. The ramge of subproject activity is very
limited in Beheira. Roads and water account for over 90 percent of all
subproject expenditures. The remainder was spent for sewage disposal and

=
B, Financial Records

A full set. of records is available at the governorate level.
However, at the local level, informal records were poorly kept. Balances
were not shown nor were budget balances carried ove from one year to the
next. Further, the EVS proiect money and maintenance furds are kept in a
single account vwhereag 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 1is reflected in this poor
performance at the local level. :

-

-
7

a
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IV. Technology Transfer

A. Human Resources Develcopment

T P,
- /
g .

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

the Villags Council Vorkshops presented the first opportunity for popular

ard executive council mernbers to discuss together the problems and needs .
~_of the village, creating unpzecedented c’6op::ration betwean the two lecal
“branches of covernmant. B

‘There were problems with the” traihing programs. The disappointing
impact of the accountirg program at the local level has been mentioned.
Other corplaints about non-technical training included: a) the courses
vere too short and shovld be extended to 3-5 days: b) the courses were
too tleocretical, ard should inclode fieid trips to successful projects:
¢} the courses were not always relevent tc the trainee, apparently the
result of drbitrary traince selection with too little attenticn given to
the trainees" backgroud and actual responsibilities in the village.

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

B. Maintecnance Mwarensss ard Performance

Wter project maintenance, including BVS pipelines, is performed by
the Beheira Cocpany ard appeared to be acceptable. BVS maintenance funds
have not yet been used .on water subprojects, alttough cone BHC ergineer
reported that the company was requesting release of BVS maintenance funds
fran the governorate for maintenance work already performed. Thexe was
jinitially scme lack of urderstanding by EIC about the procedure fér using
maintenance funds. Maintenance funds are drawn dorm bascd on bllllngs
for actual work performed.

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

rarkaz level, but in the villages visited, the rcad project bid was won
by the Cooperative Society of BHousing and Reconstruction, a government
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sponsored organizatin. This village decided to do its own water project,-
as mentioned, a cost-effectiveness decision that resulted in extending ’
- the water supply system to hurndreds more houses .than would have been
possible 1f the villagers had not decided to wolunteer their labor to the
project.

.. soo
= Ed
-~ : r

There was a growing irdirect impact of BVS on Jlocal prlvate econcmic
activity. Heusing ard constructicn vas stnmhtea by paved roads and
water and by large-scale villager part1c1patiah in the rcads contract.
Building materials shops were established and small shops and stores were
operned. Vater in ample and steady supply made possiblée scie tile
manufacturing shops hhich were modeled after a DDI-loan tile shep. The
water alsoc stimulated develcpment of an /1ce factory. :

There was a perceived connectlén in this and in other govemoratec'
betwean BVS and DDI type activities. Basic village services are necded,
it was claimed, to svpport BPDI type activities and the- private

initiatives they precipitate. :

VIi. Sccioecononic Impact

‘here vas substantial evidence in PBeheira that EVS had impacted
pcsitively on the quality cof life. About SC00 hcuszholds have new water
ccrnecticns in Hoch Eissa and another 2000 are about to be connected.

Widely available potable vater has helped cut morkidity in
water-borne gastrointestinal discases by scme 50 percent according to the
M2 running th2 cutpatient clinic in Hosh Eissa. The Assistant Secretary
Gerieral of the governcrate said health nprovomants were widespread as a
consaquence of the water projects.

Poads are regarded as basic to local develcpment in the goverrorc‘te
ard the villzges ard it is clear that the rcad/vater coa“blna/;mn is
contributing to scme dramatic sociceccnomic c‘nanges. The incicdence of
rew businesses has been ited. Another exarmple is the impact on land use
patterns. Parts of Beheira are reclaimed lard or semi-desert. In these
regions, rural houses terd to be Duilt in clusters or hamlets in the
fields. Vith extensiocn of water to local units, farmers are abandoning
their mud houses in the fields in favor of brick heouses in the newly
serviced villages. This terds to add to the total-arabtle 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 -
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£
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Introduction

P &

In Giza governcrate, the BVS program covers six markaz and 39 local
units. Most BVS s bprojects in Giza have been for gravel roadbeds,
crushed stcne roadbeds, potable water  gipes, lining irrigation canals,’
ard slawghterhouse facilities. | The evaluation team visited the
governcrate seat and ORDEV office “at Giza, Eababa markaz, and Shubramant, |
El Barageel ard Kerdasa villages. - '

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

I. Decentralization: Supporting Tolicy Reform

A. Decision-making Process

Within Giza governcrate authority is delegated to the local uvnits
vrere popular council members terd to be inwolved in the assessment of
needs, identification of problems, and the setting of goals, while
executive cocuncil menmbers are more involved in  implewentirg ard
menitoring infrastructure projects. The markaz ard goverorzte lesvels
genarally are active in settirg priorities, project design, and fcllow up.

Although authority has been delegated down -to the 1local units,
governorate officials =xpressed a desire to concerntrate BVS efforts in a
few villages. They also indicated that the technical assistance needs of
the project were mot being met and that more was required from
Cremonics. Governorate gfficials further claimed that 99 percent of BVS
subprojects for the seccrd year (1982-83) were completed. The evaluaticn
team, nowever, saw at least three subprojects that were not yet completed.
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B. Popularxr Partlc ipation ard Self-help

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

-‘Residents. of subproject villages are nelther employed nor provide

self-help labor on BVS activities. /_
., ’Jf'

s

. . a . e

II. Instituticnal Development K :

e
-

A. Local Unit Capacity : e

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

Project design is carried out at-all three levels. A nurber of village
councils have engineers attached to their staffs who assist in the design
of sm2ll suhprojects and are than available to monitor con.,tn..ctlon ard
subsequent operation.

Tne plaening and design of several subprojects appear to kte
questionable. A slaughterhcuse subproject at Shubramant village (Vaseenm
rarkaz) and another in Kerdassa (kxbaka markaz) both ran out of furds
because of inadequate site investigaticns. In general, the quality of
construction is adequate for the work undertaken. ©On a water subproject
in El RBarageel lccal unit (Exheba markaz), tle council held up payment to
a contractor until the final 40 meters of pipe were remcved and correc;ly
reinstalled.

11I. Impiementation Progress

s

Giza governorate began 65 subprojects in 1981-82 and 27 subprojects
in 1932-83. As of Decermber 1824, S0 percent of the first year allocaticn
and 82 percent of the second year allocation had been spent. During
1981-82 over S0 percent of the governcrate alldcation was devoted to
potable water projects. This proportion dropped to 58 percent in
1282-83, with rocad surprojects taking an additional 26 percent. Other
BVS subprojects in the. gevernorate include sewerage, small boats,
latrines, f£filling svemps, slaughter facilities, 1lining canals, post
offices, covenrg drains, plantirg trees, a’d bndges. +
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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.

~: - )—,»v,-

c) More specialized technical trammg is needed.

B

d) Training should be corducted at the naz}gaz Ievel, which could be
done by grouping together two or three local councils.

e) All +trainirg programs, technical ‘or non-tec}mica'l", should be.

corducted over a longer peried of time in order to be effective. For
exanple, the VQW's should be for 10 ) days instead of 3. Also, these
courses should be offered at least. orce a year.

B. HMa cnance Awareness and Pnr.Lorr’ance

Maintenance appears to ‘raw been neglccted in the gcvernorate. while
the cvaluaticn team saw no BVS subproject requiring immediate

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

punping staticn in Shubramant village. No BVS maintenance funds have
b:cvx eﬂ)"mm to d‘.‘.‘,. Local units have deposited the funds in interest

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

V. Private Sector Promotion

Being near the Cairo metrcpolitan area, villages in Gif2a have
nuUMRrcus cp{x)rtunities to take advantage "of tourism: hardicrafts ard
other commercial activities. There are large numbers: of small stores,
workshcps, coffee shops, and the like. Similarly, the establishiment of
new housing along BVS-irproved roads can be readily seen. Vhather these
private sector structures have been directly influenced by BVS
subprojects is not known. The greatest amount -of developmental charge
appears to occur in villages that have higher incomes and active local
councils. Such villegeg also have a. high educaticnal ard occupaticnal
status and exhibit good awareness of cormmunity problems,and needs.

3

-

~

e
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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 GOVERNORATE

Time in BVS: 1 Year

, Introducticn

included potable water, cewerage, roads, telephone offices, community
halls, bus sheds, filling swanmps, 1§).rines. railway platforms, small
, bndges, small markets, and llmng irrigation canals. S

’,

The evaluation team vz.szted t:ho governorate seat, -"I‘anta maxkaz, and‘

Nawag, El Hayatem, and San El Hagar v1llages‘
I. Decentralization: Supporting Policy Refom

A, Decmlon'-mahm ard Imble”entatmq

Gharbia qmrernorate is in its secord year of the BVS project. The LE
3.45 million given to the governorate is divided equally among all local
units, so that each of the 53 village courcils receive LE 65,000 each
year. Goverrorate officials want the EBEVS program to continue, claiming
that three years is insufficient time to meet the needs. T

Decisim—raking and project selection in the governorate are

delegated down to the local unit level. In practice, however, authority
over local -issues terds to be shared between the markaz and the local
units. There 1is some evidence that local officials do not fully

arstard their powers uder the decentralization policy. Sewveral
villege councillors complained to the evaluation team .about constraints
upon their decision-rmaking powers regarding BVS subprojects.  Further

inguiries indicated that the dissatisfaction was probably due more to

changes in local priorities amd to poor maintenance of scme subprojects
than to actual limitations upon local authority.

Both the local unit executive council ard pcpixlax: council participate

in making decisions op- rural infrastructure services. Some local
officials howewer do not understand well the BVS proccess and are
uncertain as to which types of subprojects qualify for BVS furds.

. ,,A.m,_,_/'/,—r".,“ IR ——
Gharbia governorate lies in the middle of‘i the Delta with Tanta, 85

kms north of Cairc as its capital. In Gharbxa governorate, the BVS.
program covers eight markaz and 53 local ‘units where subprojects have
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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 1labor is sometimes found on road subprojects and in the
digging of trenches on water subprojects.

II. Institutional Development

_,‘j SN
Y . A

A. Local Unit Capacity

* A number of village couxils in narbia governcrate have erngineers on
their staffs. This allows the design re€ponsibilities for potable water
and sowage subprojects to be handled “at 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 rmaintenance.

Ergincers with local units have designed pipeline networks and have
supervised the replacerment of both diesel and electric purp sets in water
;:mmr-:, stations. NO technical plans or designs could be fcund at the

village lewvel. Scch plans were claimed to be kept for safekeeping at the
hones of the engineers.

III. Irplementation Progress

A. Physical Cutput

In its first year of or*-eratmn (1982-83), Charbia gove rnorate spent
IE 2,403,568, or 71 rcent of its DBVS allocation. Of these
experditures, LE 2,182,551 were spent on water subprojects, IE 92,092 on
roads subprojects, armd LE 188,226 on other types of st.L"g:n:cjszcts° . Scre
s delay vas reported on water subprojects due to problens in deliéry of
pipes. .

Overall BVS activities included water, roads, sewerage, small boats,
filling swarps, slawghter facilities, fire hydrants, post offices, ard
bridges. Tre general irpressicn of the evaluation team was that

’ 1xr~le.*r°ntat;c'1’ was proceeding reascnably well with the exceptions of the
problens described, no‘aoly. those of mdmtena‘nco (see secticn IV).

B. Financial Records
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Iv. Techholcgy Transfer

A. Human Resources Develorm ent

The training provided to officials in %a{)zg,a ‘seéme to have led to -
~the improvement of knowledge and furnctional  capabilities of the
participants. This is particularly true with respect to. technical
training. Some participants attended more than one technical course anrd
appear to know their wos:k s reguirerents well.
e
---- In some cases the objectives -of the trainirg courses and the
-materials used were not consistent with the participants' backgrounds ard |
educzticn. This is the result of deficiencies in selection of trainees.

In Gharbia the trainirg.  a2ppears to have contributed to the
establishrent of good cooperation between the executive ard elected
merbers of the local councils. Thnis cooperation dates to May 1983 when a
seminar attended Ly members of bot‘n courcils was conducted.

The technical tralmng courses app2ar to be the most useful of the
training program. The cbjectives of these courses were well stated, the
materials used were consistent with the objectives, and the instructicns

- were relevant to real-life preblers. The courses, however, cculd have
been less theoretical arnd run for longer pericds. A training course on
drainage was fourd particularly useful. In this program ard a French and
a Dutch instructor presented the Jamaican experierce in drainage.

It 1i: essential that Chemcnics staff follow wp the training of
trainers courses so that they know how the village council “«C}’.’kS]’"OOS are
subsequently »conducte&. Awareness seninars (training of trainers,
Planning arnd management, village council workshops) have contributed to
the dmvempmapt of cunlr‘ ‘awareness regardirg the lvpo'ta“ce of xcpular
participation in the develcpmental process.

B. Maintenance Avareness and Perfcormance

The housing dbrarL ent in the coverrcrate is responsible for dramng
vp a governcrate-wicde raintenarce plan. The local courcils are reguired
to share the 10% EVS maintenance funds with their respective markaz.
During the first year, eath local unit wes required to send 25% of their
maintenarnce funds to the markaz. Scme local units then used cne half of
the remeining 75% for purchases of small tools for a village workshep
while the rest was saved for future maintenarce needs. During the second
year (1983-84) the contribution to the markaz drops to 15% armd in the
third year to 10%.
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The markaz use these furds for the support of heavv equipment and

>

markaz level workshops. Scme 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 j:echmclan workmg mth

the local council. S ’?‘{
Though construction of roads .and water subpro;}ects appeared

~ satisfactory, there was widespread lack of maintenance. BVS .foads only

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

governorate nor the lccal units have.- Pprovided any road maintenance to

-

cxatc . . : .
S

Maintenarce of water arnd sewdge sibprojects is very poor.  Water

purping  stations in a Tanta markaz village and another in Mahalla El
Fubra markaz are surrourdsd 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. Furthermore, general raintenance inside
the punm pim stations is iradequate. Attention seoms to be given only to
the ergines and cuvps but not to the hazards of 1mprop'=r e}ectl.lcal
connections ard general working corditions. ,

, Mamtename vroblems are also found in the sewage projects. In San
El YMagar, for example, a wastevater holding tank sits amidst an expending

swamp Of sewage. t is a clear case of improrer use of the facility by

the willagers and inadequate emptying arnd maintenance by the 1local
council. (Chemonics reported this problem in Octcber and November,
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
ard sewage subprojects need immediate correction. The health effeots of
such conditions undcubtedly are serious; in the develgpment sense the
existence of substardard BVS facilities poses major. impediments to
irplementing future projects properly. If the technical officigls and
local councils ¢éo not attend to the operatioral maintenance of the

projects currently in hand, it is wunlikey that future develcpmental

efforts will he performed any better.

The governcrate ess.amlshed an enwromental ofﬁce in 1081 and m
1983 increased its staff with an additional eight engineers and six
technicians. Attempts should be made to inwlve this office in
correcting the environmental problems ™ caused by poor operators ard

maintenance cof subp*o:;ects.

(no pace II-C0),
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V. Private Sector Promotion

As mentioned above, the private settor: is involved in the
construction of water arnd wastewater subprojects, while the public sector
companies ~ carry out road subprojects. In, general.
contracting involves smaller activities. £ 'a

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

R S
»

private sector
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Time in BVS: 1 Year

Introduction L P o ~ ;
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Beni Suef is the fzrs’c Upper Egypt governorate south of Giza. Here the
BVS program covers seven markaz and thirty-eight local units. The majority of
BVE projects in Beni Suef are for roads, water, irrigation canal lining ard
comaunity halls, in that order. There are. also scme projects for markets,
swall boats, swamp filling, slaughterhouse facilities, bus sheds, youth,
centers, sewage units, and latrines. -
The evaluaticn tea*a visikéd the governorate seat, Beni Suef, Markaz
Ehna.,sm, and El Nowaira, Barout .ard El Awavna villages. Based on these
visits the team concluded that Beni Suef belorngs in the lower-middle range of
rural developmont conditions in Egypt. New development activities were much
in evidence but general corditions, especially in the villages, were poor.
The villeges in the governorate are traditionally quite 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 8C% were completed. There was a high
level of awareness of these prciects among village council menbers. They were -
well aware of the nature and source of the BVS program ard the rights and

recgonsibilities of the villazges in carrying them out. This is a good recerd -

espacially in view of the fact that Beni Suef has been in the BVS program less
than two years. '

I. Decentralizaton: Supporting Policy Reform

-

A, Decision—making and Project Implerentation ~

In Beni Suef the CGOE decentralization reform has been accepted fully and
through BVS arnd DDI projects is being institutionalized at the local unit
level. The BVS program is virtually the first major capital investment
procgram to penetrate to the villages, obligin; all levels of the goverrorate

to master the process, of- selecting, manc.glng ard implementing local community

improvement progects. The team found the process working quite smoothly,
accepted with enthusiasm at the local unit level, anmd supported at the
goverrorate and markaz levels even though furds are wholly allocated to the
villages in keeping with BVS project concepts.



A. local Unit Capacity
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B. Popular Pafticipation and Self-help

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

" funds from ORDEV. The governorate 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 joimt .meeting of the executive
and pepular councils. Within this forum,- thé jpopuiar council has the -final
word in determining priorities. The executlve ‘council serves in an advisory
capacity amd scmetimes as an advocacy body. Popular councils are informed

also of the cpinions expressed by citizens. In most instances, it was found |
that v111agers expressed their views informally to their represem_atlves

althouwh in one village, Ennassia, a ponthly- town meeting is held at. ‘which’

populgr views are aired. In El m-.'a.lr’a, members of the executive council meet =

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

Fopular involvement is alsozexpre‘ssed through self-help activities. While
less than 20% of owverall value, self-help in the villages surveyed was
deronstrated in the form of villagers' contributions of lakor. For -example,
in water surply subprojects, villagers dig ard fill in the ditches, scretires

~on a vlunteer basis and other times urder contract. Private contractors

often use village labor for EVS activities.

In some cases, the village cowwil chooses to stretch EBVS furds by
soliciting wvoluntary labor. In Barut, village youths provided wvolunteer laber
to mild a youth center. The village council of Barut also has plans to use
profits fram DDI projects to help expand priority basic service activities.
In E! Nosaira tie popular council initially wanted to put all BVS rmoney into
profit-making ventures in order to assure a lorg term source of local revenues
for basic village services.

II. Institutiocnal Develcpment

The decentralized decision-making process described above appears to have
become reasom.b ly well established in Beni Suef in the two years of BVS
cperation in the governorate. Village council decisions have been honcred wp
through the governorate level. Their decisions have cnly been questicned
where issues of coordination with governcrate sponsored roads projects are
concerncd.  For exarpley ds until this year asphalting was not authorized
under the BVS prcgram, the governorate exterded its asphalting cperations to
include B\’S——coﬁstructed roads. The rationale was that it made ro sense to
build good roadbeds with BVS furds and then not protect them from wear and

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

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

I

oS

*‘f
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recomrends 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 agreeg to the recommended réduction

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

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

markaz amd governorate level officials in Beni Suef view this village level;"

indeperdence as a positive dhvclopr"ept ,ard link it with the practice, tralmng
-and awareness they have ekpeuenced 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 same:  the
decentralization reforms were cn the books and had been evolving since 1975,
but since no money came to the villages, village councils and popular councils
had very few decisions of any consecuence to make and remained, in a real
sense, lnexperienced armd without power. At the village level, the parception
was that all decisions affecting village develcoment were rmade at the
governorate and markaz levels and that most money earmarked for the villages
was controlled by line ministries in Cairo. For example, one of the few
investments cm*'rc: 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 ard executive, was asked to approve the location. This was their only
invovlement in the develconment decisicn process ard their deliberaticn was not
considered as bindirg upon the hicher 1levels. Except for a few miror
projects, this cc“stltmed treir only experience. Despite decentralizatien
reforms and for all practical purpeoses, the popular councils and the villages
slept, ard stagnateo..
: -

BVS forced the village councils into action, requiring them to study
corditions, discuss cptions 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 amything they had
ever experienced. They were told of their rights and responsibilities and
were trained in how to exercise them. Today, these same viliages scem to be
very pleased and excited abcut what has happened and with' what they have
achieved. They mzke aomslons. plan, ard things happen as a consequence.
This is a heady and confidence-building experience.

a
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Local Unit Design and Irplementaticn

In Beni Suef the local decision making and plamning process is way out in
front of local unit authority—ard perhaps---sanetlmes capacity—to design and ~

manage projects. All sucproject design is déne at the governcrate or central

government levels. Road amd water subprojects ,are: d%lgned by the goverrorate
departments of roads and water respect/lv ly.” "Canal 1lining is the
. responsibility of the Ministry of Irrigation, while water supply standards are
set by the Naticnal Organization for Potable Water ans $ar~1tary Drainage.

Even community halls and westewater vaults are designed at the gox'ﬁrr\orat.e_

level. There appears to ke little technical capability for either Qe51gn,f

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

“for technical assistance must be dirtcted either to governcrate engineers or,-

to private consulting firms. = - -,

Forral engineering drawings’ are p;eparc,d for some subprojec scts and s*a.ndard
type designs are utilized for others. Technical drawings ard plans vere -seen
in the governorate offices but not in local vunit offices. Simple village
laycuts (non-scale scheratics) are fourd at the village courcil level. In
general, the level of technolcgy appears appropriate for corditions in the
g")\’--r"“c‘tp- :

During the first year of the project, 1982-82, all local unit requests for
sewage subprojects wer rejected due to the need for more technical

invstigation. Under the direction of the chief engincer of the governorate

Directorate of Eousirg (and Water), a short sewer line ard septic tank servirg
a rosqgue in Manshiet Asinm village were recently designed arnd constructed.

Tendu.mg has heen closely controlled by the governorate also. In 1982-83
a single p*nm.e centracter wags selected tn carry out all road subprojects.
Bowever, prcgress was very slow and thus for 1983-84 the majority of road
sutprojects have been- awarced to a pubic sector firm (The Arab Centractors
"Osman Ahmed Osman"). During both years, the awards were repcrtedly made on
the basis of lowest bids. Contractors for other types of subppejects such as
water, sewage, canal lining, etc., are normally drawn from the private
sector. In Manshiet 2sim, however, the Barut lccal unit decided to construc
a comunity hall itself rather than use a private general contractor when it
was determined that the contractor's price would exceed the subproject budget.

This is consistent with views and attitudes expressed at both the village
“ard markaz level that technical assistance capacity, project ranagement and
contractor supervision \:’*o.:ld be moved to the markaz and village levels where
appropriate. Srall contracts could be handled by the local unit while larger
jobs recn.u*mg cocrdination of a number of markaz villages should be hardled
at the warkaz level. In general, responsibility should be moved as close to
the project site as possible. Iiowever, it was recognized that there will be
some 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. .
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III. Inplementatlon Progress_

fS ;;f - o Lt
Al E’hysmal Gntp,atf-: and Env1 ronmenta}. Impacts

Dur:mg its first year in the BVS program, 1982-83, Beni Suef implemented ;
82 subprojects including water, rogds, filling swamps, slaughterhouse’
.facilities, bus. sheds, canal hmng, and community halls. The overall .
completion rate of subpro;}ects Seems acceptable and no m;}or problews or-
dvalays were cbserved.*

s ) ’«’
. ~ ," 7 N Ve
'

‘The general quality of construction appears to be good anc‘i no significant
construction problems were seen. Three local roads subprojects of 1, 2 and 7
kms lerngths were inspected in El MNowaira local wnit. All were in acceptable
cordition, though additiconal shaping of the roadway shoulders could have been
done. It was reported that the governorate intends to pave all the roads with
furds frcm its reg:ﬁ.ar badget. : :

1\0 env1:€>mcenta1 problems were scen that could be attributed to BVS
subprojects. Two drainags qubo*‘ojects have node positi"n inprovwents in
environmental corditions. The first is the sewer and septlc tank in Hanshiet
Asim village rentioned above. The seccnd is a subproject in El Awawna villagje
in Ennassiz rarkaz in which a low wet area has been filled in and a nearby
moscue has been connected to a new scwage holding tank. A new house is beirng
built at the edge of the fill and the former wet area will soon be the site of
a new yox.t‘x center for the village.

B. Financial Fecords

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 popualar
courcil. The popular councils the team met with knew very little about BVS
records, partlcularly with respect to project specifications and costs for
materials used in infrastructure subprojects. While these records properly
~should be maintained by ‘the executlve council, they should also be avaxlable
to the popular cou:mcﬂl._- :
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IV. Techrology Transfer

-

Beni Suvef participated in most BVS traxmng, pmgr@ms. Chemonics was cited
as havirg done an excellent job in development, managemal skills and tec}mlcal
capabtlity. The effort included mmtormg** and evaluation of trammg
courses, the results of which suggest that the Chemonics courses were a) tco.
superficial and should be longer:; b) pertment to trainees' needs-but could be
more practical, especially in accountz.ng. c‘) were tauwght by enthusigstic,;

knowledgable instructors. - *

- .
-
- . . -

Training records were not kept at village councils but good records were
‘available at the governorate and prec*mably also in the markaz sincé trainees
are selccted by the ORDEV repreéentatlve at that level. There were oo"wolamts
about the selection process bemg more sub;;ectne than objcctwe.

local umit chiefs had a :\ec,‘ 1nterest in training and suggested that to
make it more beneficizl and practical, it should be carried cut exclusivelv at
the local unit and m2rkaz levels, making use of local trainers amd local
sitvations. O village chief expressed a particular need for more training
in maintenance, plc.n:um ard accounting. In appears that perhaps training

A. Hwnan Resources De\,mlopmnt . ' o , ' | I A

shoulds be corcentrated at the markaz level, with strong local unit

-~ involvement.

R, Maintenance Zwareness and Perforrance

The main problem in subproject implementation in Beni Suef is in the area
of maintenance. Below the governorate level there is little cepability for
delivering maintenance services. Indeed, few officials express any concern
over maintenance. Several indicated that o maintenance was expected this
year tecause all of the BVS subprojects were new. There are no maintenance
plans at either the markaz or local unit levels. As is common throushout BVS
governorates, the local units tend to keep their 10% maintenérce funds in a
bank in order to collect interest. Unfortunately, the practice of placirg the
furds in time Geposits makes them unavailable for emergency nseds. The Darut
local unit placed its furds in a one-year deposit, while the El Awawma local
unit locked up its funds in a five-year time deposit! The results are as
expected: in the area: visited by the ‘evaluation team, there had been no
expenditure of EVS maintenance funds. : - - ‘

3
}

Though it was claimed that the local units could do small maintenance
jobs, in practice only the governorate has the technical capability and the

authority to do so. The secretary general of the goverrorate stated that he
hopes to develop a centralized road maintenance unit with USAID/DSF
{Decentralization Support Fund) assistance to serve the entire govarnorate.

-
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Maintenance gppears to be needed on several BVS subprojects. In El
Novaira 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 roads in El Nowaira were rough and consequently .
limited driving to a maximm of 15-20 sph. Attention is needed to greater =
_compaction or regrading of the roadbed. Many governorates realize the
limitations of unpaved roads and use non~BVS funds -for paving them..
Unfortunately, asphalt paving can add 50 percen{ ‘to the cost of unpaved road

- construction.

Cheronics' training 'pr;ograms do mot not appear to have had a great |
influence on Beni Suef. Technical officials at all levels claimed to have had .
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 i the ‘future. Attenticn should be given to
building up maintenance capabilities at the markaz level with emphasis on
awareness, technical training, and record keeping. , S

V. Private Sector Fromotion

A

" There are emerging direct and indirect impacts of BVS on private sector
‘develcpment ard activities in Beni Suef. The increase in construction ard
development through BVS was estimated to have doubled contracting ectivity in
the arca, though still only about half of the BVS rontracts go to privite.
sector contractors. One constraint has been the mixed feeling ameng village
chiefs about local small contractor capebility to produce a decent product on
time. Another may be the terdency on the part of the governorate to batch
jobs at that level. This precludes local small contractors ard tends to
attract large public contractors. Pushing contracting responsibility down to
the markaz and village level seems to be a concept whose time has come in Beni
Suef, Towever. It has worked well in other goverrcrates and seems te be a
- factor in high levels of private sector contracting for BVS projects. Mot by
accident, contracting at these levels seems also to result in higher local
labor participation in contract work amd greater econcmic benefit to the

villages. ,

viith respect to indirect impact of BVS on the private sector, while cause
and ‘effect relationships are difficult to establish, marny examples werw cited
locally. These included a) plucbers and spare parts stores to service water
systems appeared; b) quarries opened wp for roadbuilding materials; c) taxi
ard microbus services develcped in response to new and improved roads; d)
bakeries opened in response to availavility of water connections; e) stores



SIS A

I1-59
ard verdors tock advantage of roads, transport ard increased g-.conomic aétivity
; in~geberal, f) an approximate 20% increase in economic activity was cited in
RParut since BVS, due mairnly to roads ard water projects; g) slaughterhouse

'faczl_*tf.\,s resaited in butcher shops, h) DDIr loans were de51gned taklng ”

advantage of new roads and water services. -

. ‘m B I {: . -
VI. Socioceconomic Impact

[ — Py

- BVS programs in Beni Suef are less than two Years ~into thez.*

implementation stages. Thus it is too early to discuss their impact onf
quality of 1life and socioeconomic® conditions quantitatively. — However,
according to village  council mémbers, there are visible inprovements in’
perscnal cleanliness, type of housma facilities ard furnishings, and - -public
health. Also, housing and comefcial’ activities are escalatn‘g, aided by the
new roads in villages. The co;dlt.mrfs of old roads have been irproved as well.

Another factor affecting qpallty or llfe is the cpportunity taken by mny
villagers to enigrate for work in oil-rich Arab countries. The influerce Of
“their remittances is seen in new housing ard mosque cons\.ructncn.

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 =21l governorate matters are centralized at the

governorate level due to the fact that its lccal units are still in a
very early stage of development. There are no v1llage councils appointed
~or elected as yet. The governora te thus far has appointed a chief
executive officer to each of its five local umts (zo cammence develogmant

in tne areas ta_rc:eted. , f .

vl .

Consequently, subpro:)ect selectlon,‘ deszgn' ,énd 1mplementatlon are

P

made at the governorate level with governorate popular councml’

participation.

B. Ponular Parqcnpae.zon and Sel.f-}"elp
" No participation from the vxllaae” populatzon has taken plcxce, as all
projects are awardad to private séctor contractors \th are }‘eadouartered

at the goverrorate seat, Al Ghardaga. /
- II. Instit%;&ti;onal Development

- There is ro capacity dmvnlovment at the local umw. as they are not
as yet fully formed. -

Com"ersaticns with villagers ard tribe members revealed scme degree
of awzaraness of tha BVS project, but no real wderstanding of the
process. Most of ‘he people contacted stated that they expressed their
desire, through their chief of unit, to have water projects as a top
. priority reed in their comnm *nmltles. ‘ '

III. Implementation Progress

" A. Pnysical Outputs , , | . -

~

During the first vear of implementation, the governcrate has started
the execution of five water projects, three village markets, four
comamty halls ard community stores. As of Februdry 1984 construction
;3s about 80% completed on these subprojects, though actual disburserents
of fxm:is are laggmg behind.

-
b

-
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"B. Financial Records ; SRR . 2 .

a1l rec:ords are kept at the governorate, according to Gf..’*E pmcedures.
: IV. Technology Transfer @

The level of participation in trammg in- the Red Sea governcrate is
very low. According to Chemonics records, the total “number of pecple
treined is €9: 3 technicians were trained in the maintenance of pump

sets; 29 attended a Management and -] Planning course; 22 received '
accounting training: 2 ORDEV officials participated in a follow-up and

monitoring course, ard 3 governoraée officials had overseas trainirg. o7
There were no trammg of trainers or village counr'll x.'orkshops,
since there are no popular or exccutlve counc1ls.

No ooubt due to the very low level of participation in training,

there are no> records of training available in the govcmorate-
B. ?.amf‘er‘.ar.ce Aeareness ard Periorrmarce o

BVS subprogects are toco young to require any raintenance workss

Bowever, the governorate undertakes 211 meintenance requirements,
partlcularly cn its roads pro3ects throuwghout the governorate,

V. Pri'vate Sector Promotion

BVS subprojects are too yourg ard me:oroletely developed to have had

arty impact on the private sector. It is worthy of mention thét the
goverrorate has adopted the policy of encouraging - private sector
initiative. This effort began at Al Ghardaga (usually called
"Hurghzcda"), the governorate seat, where cutside 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. &All contractors used to implement EVS pro;ects are
private sector contractor§ who formed a cooperative to corpete in bldchrg

‘on BVS subprojects. THus far, they have been awarded all of the
subprojects during the past year, ‘

.

It is too early to gauge any socioeconomic impacts attnbutanle to
the BVS subprojects.
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ISMAILIA GOVERNORATE

the first year of pro:ect act1v1t1es. *

The governorate of Ismalha is s:Ltuated ald S t,he Suez Canal betweenf s
the city of Suez and Port Said and has a relat;vely small population amd
territory. It also includes the eastern bank of the Canal from Suez to 2
Port Said (Sinai ?enmsula), which is vlrtually unpopulated. ‘ :

; Strong contrasts are seen between the attractlve city of Ismaxlza;’
with its well developed community, apd the somewhat forgotten countryside
that surrourds it. The obvzously»large investment made in this c1ty, the
operational headquarters of the .Suez Canal, compared to the ,}:emgn’ :

neglect of adjacent rural areas, indicates the gencral status of
decentralization in the govermorate. Ismailia has adcpted. one of the
most centralized approaches to develcprent in Egypt ard the basic project

concept of local unit co*ztrol through BVS pro;ect activities has been

larm.ly 1gnorod .

In defense of thc ccverrorate and lto development mothods, hovevaer,

- several important factors must be considered. First, Ismailia is still

recovering f{rom the Fhysical, economic and social damage suffered during

‘a 25-year pericd of four scparate wars with Israel. The GCE apnarently

concentrated its limited re.constructxcn funds after each of trese wars in
the city of Ismailia. Secondly, techmcally qualified pecple are a

scarce resource in the gzbllc sector amd are tbnrefou: o'u.y available at

the govermrd..o and markaz levels. Ironically, smailia is the home base
for Egypt's largest and most successful pu‘bllc sector construction
corpany, The Rrab Contractors (also referred to as "Osman 2Ahmed Osman",
after its founder), which provides its extensive technical expertise to

the governcrate by contract. Third, the economic and psychological
importance of this governcrate, encompassing ‘most of the Suez Capal, has

led to a GOE policy of appointing yourng, dynemic leaders, to the important
governorate = posts. This enthusiastic 1eaders?u.p ~has tended to

oconcentrate resources and control arocund itself, and is more 1nvo" ved m

local decisions than less d)mamcally staffed goverrorates.

Given the capaml}.tles that exist at the govérnorayte‘ 1evél, ‘this 5

approach is not surprising. Nevertheless, the result is disa‘ppointing
from the standpoint of éecentral:.zatmn and BVS project aims. Fourth,

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

goverrorates, Ismailia has failed to decentrallze pro;]ect: actlvzta.es in.
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I. Decentralization: Supporting Policy Reform

: In a awrious twist of perspective, the .Secxetary General of the
governorate noted that Ismailia has established :a system of "perfect

local autonomy” with complimentary governorate e;lm:,c:a}. assistance. The
twist comes in-the  definition of "local®. n -broad terms, the

governcrate .. executive council of markaz chiefs coordinate 1local
development plans after soliciting "wish lists" frem the individual
marraz and villages. The executive council of markaz chiefs is in fact a
goverrorate~appointed body of district level representatives convened at
‘the goverrcrate. The suggestions from the village level are considered
just that—suyges tlons--ard are largely ignored in aubpro;;ect selectmrx.

s

The Dam smn-na}'mg Process

v
-

v’lllage uvnits, hoth popular and exmutne councils, are ast.cd by the
qgoverrorate to set develooment pm;eﬂt priorities for their local unit.
These ocombined village "wish lists" are sent to a committee established
at the markaz level sp‘cjfirally for the purposes of BVS. This markaz
level committee is chaired by the chief of the markaz and includes all
village executive chiefs and heads of village popular councils within the
markaz. The coomittee thon establighes sub*)*owct recormendations for
its markaz. The corbined package of markaz suboroject reguests are then
transmitted to a BVS cuimaittee at the governorate. Members of this
- committee include te Directors Ceneral of Housing amd Foads,. the markaz
chiefs and governorate Director of Raral Development. ‘ ' ~

The governorate EVS committee has the ultimate cdecisicn-making
authority on  subproject selection. Subprojects &are selected from
propesed  merkaz  lists on  the basis of predetermined governorate
‘devcloment  plans. No . village executive or pcpular oourcil merber
participates in this committee nor has recourse if the projects for his

‘village are turned down or ignored. : : L

B. Project Ixr:plexmntatmn

The governorate of Ismailia has established separate procedures for
road and water subproject implementation. All rocad subprojects  are
managed by the Directcrate of Rcads at the governorate. The total
. contract for these rcads subpro;{ee:ts was given to the public sector
constructicn firm “The, Arab Ccntractors" vwhich then subcontracts
- individual subprojects té private sector companies. Water subpro;ects
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 1nvolved.
Popular partlc:ugatlm is non-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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- IXI. Implementation Progress
. ) » - ‘ | . | ' s e
- In the first year of project furding, three ‘water subprojects were
urdertaken wvalued at LE 291,000 and nine road. pro;ects, for ILE
1,200,000. A}.l subprojects are reported as hemg },90% completed. ‘

Financial Records ) e

Financial records are available only at the governorate and markaz
“levels. When subprojects are corpleted thase records are supposed to be
“tr‘ansferred to the 1oca1 units. d

-
- o

IV. Techrology Transfer

A. Technical Traini

In additicn to the project awarencss sewirnars menticned akove,
Ismzilia perticipzted in a nurber of technical tranurg courses offered
by Cheionics. Scventy-three technicians were trained in maintenance of

pup sets, 18 engineers participated in a road construction seminar, two

technicians. were trained in drainage, and 20 lccal record keepers
received training in accounting.

Officials at the governorate level fealt that technical trainirg
shovld centinve in expanded form if possible. Recommerdations for
Aimprovenents inclufed offerirg more courses at the governcrate level in

specific areas of project corcern that have arisen through irmplementation

experience, such as raintenance awareness.

B. Maintenance Awareness aryd Performance , -

o~
All 10% maintenance funds are retained at the governorate for the

first year, along with the interest, ard are then disbursed to the local
umtu.

-

fhe team's interviews indicated that only the village executive

chiefs were aware of these ﬁmd.... Fo maintenance has keen conducted to
date. . T

A Ca
’ : .
Z .
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V. Private Sector Promotion - :

o

“:, . (y(‘f',‘e

It is too early to evaluate the impact of BVS on private sectar

pramotion. However, all subprojects have been /m}_:lemented by private

sector companies even in the case where road pn;—;;;cts were contracted en 5

masse to a pzbllc sector firm.

VI Socioeccriomic Impact

z

Regardleas of the mode arm 1ocus of decmslorz«makmg and pro;;e;:t

,1mplementatwn in Ismailia, it is‘ clear that BYS subpro;ects address

pressing development requlreme:nts ‘for ipfrastructure.

A distinction needs to be made here between aovernorate and village

h develcpment needs. ¥hile these sucprOJeCts service large segments of the

populatlon. several subprojects clearly 1gncre specmf:.c vz}.lago needs.

A case in point . is the local unit of Sarabmm (Serapemr) ORDEV and

governorate records show an allocation of LE 900,000 to this village.
The village executive council members, with the exception of the village
chief, were unaware of the availability of these funds. The governorate

level BVS committes determined that these funds would be used to huild a

regional road connecting the completed section of the Ismailia highway

with the most distant markaz, Fayed. The new road, just completed ard

being asphalted at governcrate expense, presents tremendous potential to

stimulate intra-govermorate trade and cormerce. New village businesses,
primarily services, are being established along this road which will
effect the ecoromic welfare of the adjacent villages. The point is,
towever, that this road should have been built at governorate or central
ministry expense. BVS furds might have been better used to ptrovide
access roads from this road to the villages lying off of it. As it is
oW, o consideration has been given to access roads or bridges from this
‘road over canals to the villages, so connections remain inadequate.
Village welfare would have been bette: served if the villages made their
owWn p::o ject selections. ‘

Best Available Cdpy |
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APPENDIX 1II.A

TRAINING

. d -
- e

M)’
,b?

The principal objectlves of BVS are to help put into practlce the GG:

~ long-standing policy of promoting governmental , Adecéntralization and to
- upgrade’ the country's rural infrastructure. ,’f.ﬂ]is .¢4n be achieved by
utilizing popularly elected village councils as'the basic institutional
-~ locus for identifying local needs ard pmblems on the one hard and
-planning, irplementing, managmg, amd mamtalnmg pro;e;cts set up to meet

these nerAds on {,he other.

P
Designed and mplemented in suppert of these obgect.wes, Gxem*ncs

training activities, begun in Decenber 1981 with the assistarnce of ORDEV |

and the goverrorates, are aimed at: a) introducing BVS activities to
local pecple, thus spreading awaréness of the project; b) eguippiny local
personnel with the necessary ¥nowledge and skills for suceessful  ard

-smooth execution and cperation of EVS subprojects, and ¢) familiarizing

local rﬂqple with the impcrtarce ©f popular participation and so‘f»‘n'elpy‘
in rulsmg their l:wmg ~;tanc:z-n:dss. : ‘

The parpose of tm,,. sectlo'z is two fold: <first, to describe ard
aralyze what has béen attempted to realize the aims of trainirg, vhat
went right, vhat went wrorg, and most importantly, why: and sccond, to
make reconmerdlations on the nost appreopriate course of action to follow
in the future. ‘ - ‘ _

Analysis is based on observation of two traxmng seminars (in Gharbia
and Alevardria) ard discussions with participants and instructors, as
well as visits to ten governorates where two types of cg.‘estzcnmlms were
administered, the first designed to assess the opinion of governorate,
markaz officials amnd village chiefs about training and the second to
assess tle trainces' reacticns to the training programs they attended and
the impact of training on their knowledge: skills, and capabilities. 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 assessn.rg their achievement,
opinicns, and plans. :

1. Chercnics Training Activities

‘

Between December 1981 Jand the end of February 1984, Chemonics trained
approximatley 22,000 pecple in 20 governorates. Training programs have
been designed to heve an impact on ungrading the ¥nowledge ard skills of
those engaged in the planning, implementation, maintenance, and

. monitoring of local infractructure projects. The programs developed,

IlI-1
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selected a.nd oflered by Chemonics can be d1v1ded into three canegones.
.a) Techmcal programs: These programs are designed to provzde local
people with the skills required for the mplementatmn ard maintenance of
‘village projects. Maintenance of water pump sets, construction and
maintenance of roads, drainage, sewerage, and accoun‘-mg programs fall in
this category. By the end of February 1984, nearly 1200 operators, 750
technicians, ard 275 engincers have been tramesé’ in the maintenance of
water pump sets. Appreximately 230 technicians have been trained in the
maintenance amd construction of rcads, 54 “engineers in dramage. 26
engineers in sewege, nearly €00 perscns in accountng (i.e., one
_accountant for nearly cach one of Egypt's £69 village lccal units).
Also, 140 persons received training™ in cosputer programming ard
informtion systems. , - - ~ 7 : ‘

bl N**rtor‘l nical training: ,.fhese programs are varied, and- have
included “awarencss oc.m*nars"-—-tminirq of trainers (to conduct) village
council worrshops,  planning  and manage'rent, and follow-up ard
monitoring. The J.arg st porticn of pecple receiving training, sbout 75@,,
are t{rose imvolved in the awareness seminars. A tra1n1nq~of trainers
progran (10T} is an intensive two weeks' course for goverrorate and
markaz officers ard village chiefs in the concepts of plsnning,
docentralizaticn, EVYS project aims, feasibility studies, ete.  These
people tren conduct three-day werkshops for cach village council in their
district, couveying the concepts learned in the TOT program to village
councii mexbors.  Supplementing the TOT programs and the village council
workshops  (WW) are the village lewvel incroductory plannirg and
mancgerment seninars in which over 1150 village executive and popular
council chieis across 16 governorates participated. The -objectives of
these seminars are to explain ard cl:xnfy the role of different levels of
loczl governent (covermorate, parkaz, village) in BVS planning and
managenent, -to create | public awarencss of the importarce of local
participation and self-help, ard to develcp villegers' abilities to
identify ard solve BVS subproject implemenlation problems. Table. A on
the followirg page shows a breakdown of the number of trainees ar-c} types
of courses délivered kv Chemonics from the inception of their effort to
the erd of February 1984,

Weaknesses in GCE planning ard management for BVS subprojects at the
markaz, and soretimes at the governorate, level led Cheronics to develcop
a new "pl‘émniz:g and management” course aimirg at clarifying the role of
markaz officials ‘vis“a-vj,s the villages and governorate, irproving the |
participants’ skills and’ knowledge in project planning ard management,
ard deve lcmng their decision-making ard problem-solmrwg capebilities.
T such szminars were held so far, the first in Minya in January 1924
where 56 markaz and governorate senior officials, markaz erngineers and
plannirg directors, ard a nurber of wvillage chiefs participated, and the

-
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111-3
BVS Training Programs and Trainees Between 1982 'and Februaf'yZB, 1984

Course : . Type of Trainee  Number
| Maintenance of pump sets | " epefators, ' 1188 1o
; : Technicians = . 746 |
o S . _E}}%it'&g;em'f : 273, /
o | Construction & maintenance of roads Technicians - 229
g Drainage L Engineers - - 54
vé Sewage e Engineers | 26" |
; é Accounting : -  Accountants - 876 |
é Computer Programming g RN Governorate, ORDEV
‘ V L persons - 10
Information System Seminar {Trainers')  ORDEV markaz reps. 130
~ TOTAL TECHNICAL: 1532
Awareness Seminar: Tra'im'ng of Trainers Trainers | 156
o Yillage Council ‘
H Workshops Popular & Executive -
g Councﬂ’ ?jfembers 15985
:' Follow-up and r-‘sonitcring ~ ORDEV officials 51
< , , ;
*2 | Markaz/Governorate Planning & - Markaz & Governorate
5 | Managament Seminars Senior officials 122
Z larkaz/Governorate Financial  Markaz & Governorate
S | Management Seminars - officials ; 46
TOTAL NON-TECHNICAL: - 17522
& . .
Z ¢ Training of Trainers 10
= , o
4 - s . ‘
g Training of Engingers 10
3 Training of Senior Officials o | 13
5 | ORDEV Officials . o | 3
S TOTAL OVERSEAS: o 36
GRAND TOTAL: _ 21090

Best Available Copyl
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second in Gharbia in February with 66 participants including heads of

- technical departments at the markaz, ORDEV representatives at the markaz
and goverrorate, erd a village chief from each markaz. We urderstand
that Chemonics is scheduling a third such semzrxar in Qena during the
second half of March 1924. m

-¢) BVS overseas training:- 'This was a 12%3& program offered to 36
Egyptian officials including a senior manager,” - engineer, and trainer

from the eleven governcrates who joined BVS in 1982, and three officials
from ORDEV headcuarters in Cairo. The program included classroom

training in the U.S. in rural development management, rural dJdevelopment

training methods, and skills application. laboratory. 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 dpplled in®
different cultural settings, thus” expanding awarenass, . krm-:ladqe, ard

furnishirg implementaticn ideas to be tried in the participants' rural

areas. In addition, the trammg was a motivating factor for rewarding

aid reinforcing leadership Iehavior in a critical area of development.
Overseas trzining was alco considered the most effective way to enhance
teamwork and to transier technelogy from one culture to ancther.

¢

s ‘ . . '

Tne three categories of local governwent personnel upcn whom the

success ©of decentralization policy is largely deper<icnt and who were
intended to be strergthened by this type of training are a) the training
spacialist, who 1is responsible for assessing training needs and
determinirg types of training recuired; b) the engineers and technicians
vhose function is to design, implerent and maintain local projects, ard

c) the senior officials resconsible for the creaticn, support maintenance

and coordination of viable local institutions.

2. Course Selecticn and Develcoment

L
Course selection amd develcpment have been  the  exclusive

~responsibility of Chemonics. Courses designed and conducted in the

initial stages of the project were selected on the basis of a -fairly
~otwicus nesd to provide the basic kncwledge ard skiils reguired to
ooerate BVS subprojects. This has been the case in the awareness
serdrnars 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; pump set, for example, a five-man committee
(four engineers from the Ministry of Agriculture ard an engineer from the
Ministry of Industry) was formed with the primary task of determining
vihat course materials ard 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 manuals, and introduced - necessary

- modifications. Finally, these manuals were printed and wused in

delivering courses. Instructors were authorized to make minor changes in

the training materials based on local condltwns pmthout referrmg back
to Chemomcss

3. Course Locatmons : . *,j o

E:ustmg tmmmg institutes and centers run by the GOE and its
agencies have been selected as training sites. Each center has been
re—-ecuipped through B'VS funds and provided with the facilities required
for the delivery of the new trainirg Jpfograms. Governorates were then”
notified of the location of each course and the nurber of trainees to be

rominated for each program. Add:tmnal courses were held at .the |
governorate seats. - :

4
s

4. Chservations axd Trainees' Reactions

a) Course visits: Menmbers.of the evalvation team observed two
training sessions, an information systems seminar for trainers at
Mlerardria and a markaz/governorate plamning and management seninar at
Gharbia. The first was designed and conducted to prepare selected markaz
and goverrorate officials to train village councils in technical data
collecticn ard the installation amd/or irprovement of maintenance of
project records. - Chemcnics instructors and ORDEV  represcntatives
assisted in the delivery of thig sgeminar. The 30 participants were
mainly markaz and goverrorate é‘evelcozmnt officers, secme of whem
previously atterzded a L‘Cﬂ course. ' ‘ .

It was observed that the perticimnts who seem to have ccnpreherded
the concepts taught in the seminar wzre those who had attended the TOT
course. Others appeared to have had difficulty in me’erstarr‘mg sQing
issues discussed, such as use of maintenance.-furds and the importance of
record keeping. It is doubtful whether they will be successful
trainers. Yet, it is only fair to comrent that the seminar was lively
ard interesting, discussicns were cpen and useful, and both partzmpzmts
and instructors were enthusiastic and dynamic.

Discussicns held with partici,pants revealed the follewing:

a) there were too many participants for effective discussions;

. b) the seminar should have included a visis to one of the BVS
snbprogec’cs where each participant cculd apply as an observer what was
learned in the classrocm: :
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¢) there shoulc} be continuous follow-up of part1c1pants after they
return to their staticns:;

ay examples of success in other countrles ~should ‘have been: dlsr'ussed
in the seminar, and

e) the seminar--should have been conducted/ over, & longer perlod of
tllnec ” ‘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 xmrkaz/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 CGCE and AID
programs. ad 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 finrancial support to  supplement BVS  fuids. All
participants’ reactitns to the seminar were favorable.

b} Governorate reviews: These were based on visits to ten
governorates. Our cbservations, by governorate, were as follows:

Giza: Tcp officials do not appear to believe in the utility of ‘the
3-day wvillage council workstops; more training is needed to strengthen
cocperation between the executive and elected merbers of local unit
courncils; all programs should be lorger: familiarity on the part of
trainers with lccal problems 1s necessary for the success of training
progrars; there is a need for more specialized technical tra1n1ng.
»echmcal training is the nozt useful type of trainirg. e ’

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

} e
: Behecira: Training his 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
seninars (TOT, VCW, P&M) were the most effective programs; very useful
technical training also; more practical and specialized technical
training is needed; ogovernorate 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 tie effects of courses on upgrading capabilities.

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

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

Fayoum: TPeluctant to participate in training programs offered by
Chemonics; low lewel of participation: cnly 38 perscns received technical
training in the wnole governcrate, on pump sets; no one atterded
construction ard maintenance of roads course.

Sharaiva: Training contributed significantly to decentralization:
hich level of participation in training; rore trainirg in mintcnance of
water purp sets, construction and maintenance of roads, sewage ard
drainage is needed; Chemonics training programs had an ou;sLardlrwg impact.

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

c) Overseas training: Evaluations made by the USDA Graduvate School
amd the ORDEV Chairman revealed the following areas of strengths ard
weaknesses.

- Training of Trainers: Excellent program; English language
difficulties hindered effectiveness: more attention should be
given to development in rural areas.

~ Training cf Engineers ard Technicians: Extremely useful: the
program was of great professiocnal value; highly qualified
instructors; exposure to new technologies and methods was
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partlcularly useful, more hands-on tramlng is nceded, more

time should be devoted tc English language training; the period -
was toco short; there should be more concwentraﬁzon on problems
of rural areas. : : BEeE

= Praining of Semor Officials: Field trlp{ w,,re mghly apprem*

ated; returned trainees said that cf the f countries visited,

only the USA and South Korea showed scmethmg relevant to thelr
interests in rural develment.

5. Conclusions o R

‘I‘o conclide that the numbers of pecple trained by Chemenics, elther“”'

dlrec.tly, or indirectly through tHe village council workshops, are very

impressive, is to state the cbvious. Regardless of any weaknesses and‘

slortconings, Chermonics 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 Progrars, especially - technical training and

avarenress seminars, &nd the increasing number of governorates requesting
more  training. Twelve governorates are asking Chemonics for tralmng
courses C?‘I environment. : \

However, based on course visits, discussions with people concerred,

and trainee reacticns, the following areas reqmre spec1al atten*lon-

a) Salection of pc.rt;cmc.ntm In some govermrates it was Observed
that scme gx‘zrtlczmrt were selected at random, with little consideration

of background, experierce or role in rural development activities This
‘has resulted in these ‘cases in o*’fnrlng tral.mr:g to pvople Wwho dld vc“
benefit from it. : :

b) {uality of proarams: In almost all goverrorates visited/it was
reported that most training programs tend to include more theoretical
than practical activities. ‘ .

£

represent one of the major success.. the entire decentralization

¢) Course duration: It is o,7 . n% that the awareness seminars

process. Yet, the time period over which these seminars were conducted

-was too short to realize ):he:r objch ves to the fullest.

- a) Follc:w—-gg: No more than 20% of all training courses are currently

rnonitored by Chemonics' am staff. It- is important to recognize that
favorable reaction to a program does not necessarily measure learnirg.
This is one of the most important aspects in TOT programs where
participants are prepared to teach others. , L . '

»

e
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e) Decentralizotion of training: The concept of conducting programs
“to train selected eople on' certain concepts who in turn convey these
concepts to the v1llagers is a clear indicatien that the decentralizatich
process is going in the right direction. However, a great number of
training courses are conducted at central urban Aocations rather than at
the local level; the markaz local level might 13031: practz cal.

£) Overseas training: It was reported tht overseas uraln1r1g is, on
the whole, useful and should continue. Without the lam_;auge barrier,
this training could have been a major success.

g) Chemonics phase-out: Perhaps” the most serious problem in the
immzdiate future is the erd of the Chermonics contract in Scptermber 1984
‘and ORDEV's still limited capacity to organize and administer training.
It is absoluitely necessary that training contirnue in order to strengthen

nstitution develcgment at the local level and in order to ensure Lhe
cont.mand success of the BVS act1v1ty.

RECOENIATIONS

Y. CV early-Cefirezd criteria for the selection of participants
have to ke established.

2. Prc.r‘tzcal training s’homd constitute the 1arger portion of the
instruction, especially in the case of technical trainirg.

3. Tr2 awarcness seminars should be conducted over a lorger pericd of
tire. Considesraticn may be given to groupirg several local units
into a markaz group for one—week workshops. Extended course duraticon
rmay also te teneficial for all other training courses.

e

4. A follos~up system, espe"dally for TOT programs, should be

established.

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

.6. Overseas training mst"be"carefully chosen. They should either
have good English language skllls, or be given mten.,we language
courses before departure. ‘

7. It is strongly recommcrnded that immnediate action be taken by ORDEV
ard Cheronics to develcp a plan to transfer trainirg capabilities
to ORCEV within the next six months, as well as to formalize a
uechamm for the continuation of training delivery urder ORDEV

after the departure of Chemonics.
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FIMANCIAL RECORDS

1. Accounting Systems ' T :r

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

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

canpleted 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 revmwcd periocdically by the markaz
officials.

A monthly report is prepured by each markaz reporting on all its
svbprojects, for each 1local unit, and forwarded to the governorate.
These reports are recorded in summary form and correlated to show the
financial status of . all BYS projects in the governorate. A quarterly
report is then prepared by the governorate and forwarded to ORDEV.

In order to starcdardize reporting and 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 uced by all governorates and show:

Goverrnorate, Markaz, Type of subproject

Loczl Unit

Detailed description of subproject

Satellite villaces serviced by subprogect

Number of bezneficiaries o

Furding in LE; Amendments in furding

Actual disburserents

% disbursemerts/allotment .

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

Total valus of work completed

Percentage of val‘ue/ work completed of allotment

Details of compléted work (technical éata)

Problans in izplementation

Betion taken/reccrmmended to resolve such problems

Observations

I1I-°



III-10

-

’Ihn above report is tlien summarized in the follwmg format before

transmttal to tle governcrate:

Number of local units B

Numbexr of villages served ; o .

Totai funds allocated . R A SN
Total funds dishursed RO

% dishurscaoents of allomant
Value of work completed
$ work completed of allotment

lork completed (e.g., length of water p}.pes, roads, etc.; 51ze
of buildings, etc.) /,/

At the governcrate, all such data is recorded ard categorized’ by_

markaz, local unit and type of project:. A quarterly report is extracted
and forwarded to CRDEV showing: : ‘

Type of sutprojects {wate:', roads, sewerage, canal lining, etc.)
"Furnde allccated ,

Dishurserents

Value of work completed

Number of beneficiary villages

A rmore detailed report is also prepared reflecting the same
information for each Joal unit. All such data is then synthesized &t
ORLEV ard intered on the computer. Quurterly printouts produce three
basic types of reports by firancial year and Ly governorate: '

a)Swmary Report ‘ ‘ :

Type of projects

Number of Subprojects

Nomber of local units - -

Number of beneficiaries -

Furds alloated -

Actual disbursements

% disbursements of allocation

Value of work completed

2 value of work completed of allotment

Status of pro:;ect (completed. umer ways not bequn, | :
stoppea) . -

b)Detailed report (finarcial), categorlzed by markaz
ard local wnit for each governorate:

Iocal unit
Project type
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BVS furd allocation

Funds disbursed

% furnds disbursed

Value of work completed S
% wvalve of work ‘ : e
Progect status , ,{f'. g ,’; ﬁ*j

P el " ——— ' 2 B ’ : K4

) Technical Report: This report is also categonzed by
governorate, markaz and local unit, and shows local unit,
villages served, and a summary description.of project(s )

, nrﬁerta}'en. ,

;:/
e .
- - ’

2. Location of Financial Records”

Based on the degree of decentralization, the official records for BVS
may be found 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 and Ismailia use a centralized mode cf project implementation.
Fimancial data is’ reccorded at various locaticns of project management ard

synthesized at the governorate level. Correlated data is then finalized

in the for'unstanda rdized q«..a.rterly reports sent to ORDEV.

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
dc:velopg.d. ‘

Tre inability of goverrortes to officially locate accounting units at

the local unit level is due to existing GCE regulations by the Mmlstry*

- of Finance requirirg such units to be located at the markaz. )
o
After having trained an average of one accountant for each of 800
village units inwolved in the BVS program, ORDEV and Chemonics have
formed a working group with the Ministry of Firance concerning ‘official
GOE certification for these accountants and the establishment of vzllage
accounting 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. '
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3. Administration of Subproiject Furds

In most sampled governorates the local unit represents the focal -~ »
point for disbursement authorization of fundsv ‘Although accounting units =
are usually located at the markaz level mo dispurséments are made without :
an authorization {"Form 50") signed by the chiez of ‘the local unit. Most
subproject funds are kept in separate bank a ts in the local unit's =
nape. Signatory rights are vested either’in the markaz or co-signatories
of the chief of the local unit and a representative of the markaz.-

. The exception to the above are those governorates which have not as
w . ...__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 diskiwsements are charged to the pertinent local unit account.

4. Maintenance Furd

The GOE contributes maintenance furds equal to 10% of the USAID
grant. This maintenznce fund is deposited Ly 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 lccal unit special accounts. From -
then on, lical tnits have full control ¢f such fundds ard can use them to
defray any needed maintenance costs. ’

Az these furds are GCE contributions, they are deposited in interest -
bearing accounts to generate more revenue. Most local units visited have
‘ot as yet tapped the principal amount as maintenance needs have not
arisen. However, in scme cases local units have used portlon., of the
furd to procure small tools or to erect small workshops stocked with nost
spare parts needed. .

During field visits, the team reviewed the 10% maintenance account at
each local vunit. Separate records are kept to reflect the amounts
received for maintenance, expenditures and balances on hard. ‘

5. 2deguacy of Records
] . ) 3
~ Records were examined at all governorates and local units in the
evaluation sample ard were fourd to be reasonably adequate for recordirg
ard reporting all financial transacticns pertaining to the EVS project.




- TII-13

Data extracted from such records is inconsistent from cne vquarter to
the next. BHowever, in many cases where such- records were test checked
against computer printouts furnished to the team’ by ORDEV most figures

corresporded as of a particular cut-off date (Dgcenﬂoery 31,.1983). Major
" -discrepancies were in subproject mplexﬂentatx’()x}, status where original’

budgeted amounts were not adjusted and still” reflect an undisbursed
balance while the subproject has been comp}.eted and is in use. The
reversal of that situation also occurs: budgeted allotments were
exhausted yet *he subproject is stxll m)derway buc reported as completed.,

In order for ORDEV to keep up with the flow of data from'

‘goverrorates, it had to cowputemze its management information system. |

Thus, ORDEZV started the oon@ui:erization of subproject records in July
1983. The first computerized Quarterly Proaress Report (QPR) was issved

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 nover appeared. Numerous inconsistencies were found

in the subproject cdata supplied. by the governorates from on~ quarter to

the next. PReported expenditures for some subprojects for the current
- quarter were lower than for the previous one, projects reported
previously a3z "corpleted" were still "underway”, figures on the value of
work performed did not match previcus statements, etc. -

A major data rvescue cperation was crganized at ORDEV and personnel

were sent to the governorates to correct the reported data durirg
December and January ard obtain cata as of December 231, 1983.

The Dccc,xrh.r PR had not been released comletely as of early March
1984 amd only preliminary prmtouts were made available from CRDEV to be
used by the team in cpot checking field records. Although this data
proved to e 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 hut. still have an undis- .

bnrsed balance of fun:is are shown m 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 governcrate records nor in the printout. Thus, the
subproject actual costs may not be shown accurately;

s,
5
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=~ Subprcijects that show 51gn1f1cant disbursements of furnds- (reachirg
97% of allotment) do not show value of work completed, neither are
we sure that this measure is uxﬁerstood or applled uniformly in aJ.l
mstarx:es. :

~-.The number of subprojects and their typesﬁare subject to’
constant charge. These changes are often éres».manly
unreported and/or fail to show in the printouts.

: 'I’hns, the much needed computerization of svbproject records completed
* only recently at ORDEV 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 'emams to be done tc make the data ‘more.
accurate ard deperdable. L , : g Lo
6. Scurce and Use of Furds

a) Project E\.ndmg and Disbursement

The table on the followmg page summarizes the sources and use of
funds firancing the EVS project activities. The data is taken from the
Project Agreement Amendment (6/30/83), USAID disbursement records,
Chemonics'  estimates of GCE expenditures on subprojects, and ORDEV
records. ' .

b) Subprosect Implementation Status

BVS firancial reccords were exanined at USAID and CRDEV. ':'i‘:-:tracted
financial data was cross—checked between USAID's ac:tual disbursements and
ORDEV's recordings of disbursenents.

It was noted that grant disbursements actual}.y remitted by USAID in
-FY 1982-83 vere greater than the standard budgeted allocations of LE3.450
million for rural «covernorates and IE 1.5 million fof desert
goverrorates. The ircrease in amounts of disbursements was made for
gpecial additicnal subprojects in  accordance with the Interagency
Comittee's decisions as documented in the minutes of their meetings.

The OFDEV computer printouts reflect only the original stardard
allotments rather than actual furds received by each governorate, thowgh
such furds are recordec} by ORCEV in their accounting records as receipts
from USAID for distribucien tc; the rm1plent govcrnorates.

Discussions with pertinent officials leads us to believe that there
is a oommnications. gap within ORDLEV. I2C decisions on funding -
allocations either are not conveyed or if conveyed, are ignored by the
computer department. Furthemrore, it appears that there are rno
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Table I11I.B-I - ~ B

AID AID GOE  Total Disburse- Balance
Grant Title Cont. ments (to
IIT - 2/29/84) .
$000  $000  =$000 $000rﬂ»- $ooo ' $000 -
Subproject con- -
struction 130, 000 130,090 “ 127,370/ 2,630
Squro:ect con- . - S 'f?{: - o '
struction : 75, 000* 75,000 58,000 . 17, 000*
Indirect subpro—- ' ~ ‘ ST
jects 20,000 20,000 19,3162/ e84
Maintenance furd : - 719,500 19,500 18,500 1,000
Tech. Assistance & e :
U.S. training 13,900 ‘ 13,200 6,448 7,452
In-country train- o
ing (GOT) ¢= 3,000 3,000 2,0003/ 1,000
Local staff support . " 4,000 4,000 3,000 1,000
Cont ingency ' 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.

2, Estimates are based on valuation of work undertaken by GOE to
supplement BVS subprojects: asphalting BVS roads, canal lining and
potable water subprojects $11,447 million; design and tender documents -
$1.844 million; land for water subproiects and rights of way $6. 025
millicn)

3/ Estimated expenditures in local training and staff support fOr 2780
staff merbers involved in EVS activities at ORDEV head off-ce as aell
_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 made bstween the accounting records and
" the oomputer printouts. The result is inaccurate portrayal of subproject
funding and of implementation status. -

- - //,’-,f., - . ; i'
%3

Utilizing available data at USAID and ORDEV, the tables at the end of -
thls section were developed. » /--’ e '
P L{ e

Toble III.B-I (page 15) shows US$ disbursements from grant furds as
well as Title IIT for allocations to governorates. The -amounts cover
complete funding for 1980 through 1983 and partial funding for 1984.
Equivalent LE allocations were converted at average exchange rates for
the first nine gcvernorates whose sourc¢e of funds included both grant and

s

' ~-Title III. The balance of governorate funds were calculated at the

current prevailing rate of exchange of US$ 1.00 = LE 0.83. Expenditures
for water, roads and other 6 sukprojects were extracted frém ORDEV
financial data reports as oOf December 31, 1983. Due to certain
discrepancies noted during field visits, we do not belleve that the data
is totally accurate.. :

However, based on the data ob ained, the average actual experditures
of funds agzinst budgetcd allocations for all the BVS subprcjects armounts
to 74% of total funding from BVS inception through FY 1982-83, as of
December 31, 1983. Funding allocations for 1983-84 are only partial ard
no expenditiwes 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.
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CONCLUSIONS

L s -
P ke
y

; The initial computerization of su}:pr*p;zec:t records has been
successfmly achieved at ORDEV. Chemmcs/ has  trained op°rators to
- perform data entry, editing, processing a;fx'z” printing. ‘This is the
beginning. Substantial technical aSSZLStdI}C& is still needed to develop a
deperdable computerized system. ,

The ORDEV current manual ac coupng system follows closely the
- traditional GOE financial practices: Though sound in design it is
" overburdened by the wvolume 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 cn a manal system will only produce outdated information that
cannot accurately reflect project status.

- The computerized system estéblished 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 releuased
since the computerized system uncovered substantial flaws in  the
reperting rrocecs. ORDEV needs to take urgent steps to address these
weaknesses both at the governorates amdd within itself.

In most «cases, the computerization of records requires the
maintenance of the c¢ld parallel manual system for as lorg 2s 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 reliamce con the manual system as an accurate

portrayal of project status. ORDEV needs to move as swiftly as possible
to the corputerized system. ’ o ‘

Besides examining and assistirg governcrates m.th their data
transmittal and collecticn, sorme fundaronta}. ranegement processes will
‘have to be reviewed at ORCEV in oréder to succeed in this task. There is
reascn to kelieve, for example, that little coordination takes place
among departments or sections at ORDEV. There are divergerces in the
financial data supplied Ly different departments at ORPEV.  This
situation cannot continueé. There should be unified and internally
consistent recording ard reporting systems. .

Yet this system cammot coperate in.a woid. To a large extent, these
problems ars indicative of larger management issues that need to be
addressed. ternal flcws, rcles ard 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 subprc;ect record keep1ng 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 bz collected by ORDEV to help gu;de rural developmant’

acthtles .
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RECOMMENDATIONS

&

ORDEV should spearhead a coordlnated“effort by each governorate
to review thoroughly all of its sdbprogects -ard make necessary
recordo adjustments based on actual suk;mogect status. - -
- Jj ‘
" ORDEV should develcp and anpry stricter pol1c1es ard procedures
for subproject amendments in order to prevent unwarranted changes
ard maintain accurate subproject. documentatlon.'

ORDEV should deveiqp new alternstive measures of subproject
status that do not depend eXCluszvely on f1nanc1al data to
. gauge progress.

2dditional technical assistance will be needed at ORDEV and at
the governorates to develop systems and processes to correct
the weaknesses of record kegp1ng now made very salient by the
co'mutenzat.;on e

g



APPENDIX III.C

SUBPROJECT ENGINEERIMNG

1. ';ypés of Subprojects A A

ar ; ";‘

BVS subprojects include a wide range oﬁ ,village . infrastructure
facilities. The criteria for such subpro;ectsfage that’ they be public in-
ownership, benefit all or nearly all the people in the local unit, and
that they are visible.

A total of 24 types of subprogecs.s arec 1dent1f1ed 1n the overall BVS 2

effort, as follows:

/,/
Proiject Type ' Project Type
. Water ‘ Small Barrage
Reads Fire Hydrants
Sewerage : Post Office
Small boats”’ Electrical Connections
Markets | Stores
Youth Center Irrigation Canals
Latrines Water Tanks
Filling Svamps ~ Clearing Drains
Siauvghter Facilities Coverirg Drains
Bus Sheds Planting Trees -
Lining Canals Bridges .

Community Hall

Over the two year -pericd 1981-82 and 1982-83, rmore than 2000 BVS
subprojects were authorized in the participating governorates. The EVS
program consisted of nine governorates in 198i-82, but was expanded to a
total of twenty governorates in 1982-83. As can be seen in the table
elow, potable water and road subprojects constituted the vast majonty
of BVS activities.

III-21
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BVS Subproiects by Type, 1281-1933

1981-82 v—'fi 1982-83
No. of % of .08 ) % of
Subproject Type _ Subprojects Funds ~ Sul‘;pro;;ects ___Funds

-

Water = 425 63.5 487 ~50.0
Roads 23 283 . 328 33.3
Ny '
Others 18 .82 68  16.7
 Total 886 7 100.0% 1183 100.0%

If there has been any pettern to subproject selection since the start |

of th2 BVS project in 1660, it is that 1local courncils initially

corcentrate on water’ and roads hut tend to shift to a greater dzver.,lty

of activities in tbe second and third years of the pro;ect.

- 2. Design

Pesign is defined as the proc:ess w which subproject corcepts are

translated  into specific technical instructions for field

implementation. It may ircluwde field surveys, analytical calculations,
tect unal drawings, ard terder specifcations. :

Su?progect design may occur at any level of the governorate that has

qualified engineering personrel. In rost cases, however, design is

corcentrated at the governorate level where there are usually” large

technical staffs within the Departments of Housing ard Rcads ard the

Ministry of Irrigation. At present, rost governorates are making efforts
to strengthen their technical capabilities at the markaz - level,

especially within the emgineering and irrigation departments. In,,
addition, a few engineers can be found working m.th markaz councils m

the local units.

Except where specific administrative limitations apply. the
registered enginger at the lowest level will normally perform the design
and assume ultimate responsibility 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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governcrate 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
governcrate or central government levels,-"whilé Menufia allows some
design to take place at the markaz level ard Gharb1a and Giza have
limited design capabilities at the local unit l;eVel.

. l 4 i

The quality of designs is generally godd and appropriate for
corditions in rural Egypt. BVS subprojects employ conventional
technologies that are found throuwghout Egypt and much- of the developirg

world. With few exceptions, the basic design level is well-proven wi thin__’
" Egypt amd is consistent with the tra:,m’ng and (to a lesser extent) the

experience of local engineers and technicians. Subprojects designs which
have promoted drastically different concepts (e.g., bicgas facilities,

som2 sewerage systems) have tended to ‘be either discontinued or ‘returned

fc*" furtler investigation.

Having said the above, it must be recognized that the quality of
subproject designs terds to diminish as cne goes to lower governrmental
levels ard meets unger, less experienced ergineers. IEngineers at the
narkaz ard villege levels sometimes overemphasize the narrow technical
aspects of their  recponsibilities and thereby o"crlook the associated
isstes of operdtlo-—:s, maintenarce ard environmental impacts. Such pecple
often have little suppcrt--few or no staff, ro technical literature, ad
poor sukproject decumentaticn. Technical project files are non-existent
at the local unit level ard only occasicnally are fowd in an up to dete
rainer at the markaz level. It is common practice for engineers working
with markaz ard village councils to keep whatever technical designs ard
drawings that may exist at their homes for safekeeping. In the majority
of cases, cne must turn to the governorate to find a complete file of
subproject design inforr.atiom

Sare attenpts have been made by Cnemo'ucs to encoarage technical
records keeping at the village lewvel, but given the growing importance of
the markaz as the center for technical resources, it would be better to
corcentrate on establishing ard maintaining design files mtbm the
markaz technical offices.

3. Ccnstru;:t ion

Construction tendering. is carried by all three levels of local
government. Vhere terdering is the résponsibility of the village
courcil, the technical specifications are usually prepared at the markaz
or goverrorate levels. Contracts for BVS subprojects are awarded to both
pablic and private sector firms ard, in some cases, local councils
themselves become their own general contractor. There appears to be mo
clear pattern of contracting, other than that large public sectcr firms
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tend to win road contracts because of the requirement .for heavy

construction equipwei.l, while private sector firms carry out most other

subprojects. In some cases, local oouncils undertake the work

themselves, hut the considerable cost savings- that result are sometimes

offset by thr:-: bureaucratic problews involved. .
A0

- Cost an& efficiency seem to be major concérns in the selection of

contractors. Beni Suef governorate, for example, awarded all of its road

subprojects to a single private contractor’ in 1982-83, but because 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 contfactirng can be 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 pnvate '

i
’,

sector firms.

Labor for subproject construction is drawn from a variety of

sources. Large contractors, private or public, tend to bring in their

ovm labor force from outside the local community. In some cases, rost

notably in Giza governorate, it was stated that outside labor was a

necessity becauvse local residents were either not available or were not

interested in working (for pay}) on the EVS subprojects. Occasionally,

local labor is uséd at reduced wage rates, whereby the wor}'ers agree to
ccept less than standard wzges.

~ The greatest use of local labor, however, appears to be on a
voluntary, ccrmunity self-help basis. The practice varies greatly
throughout Egypt arx] is probably related to the type of leadership fourd

in the village cauncils. Most self-telp efforts occur on potable water

subprojects (trench digging and backfilling) and road subprojects
(ccllecting sarnd ard gravel, moving telephone poles, etc.). The
evaluation team found extensive self-help labor contributicns in Gharbia,
Beheira, Schag. Shargiya, Beni Suef and Menufia governorates, but little
or no voluntary contributions in Ismailia, Red Sea or CGiza governcrates.
The effect of local contributions can significantly reduce the cost
ard/or extend the scope of scme subprojects. In Beheira, for example,

PR
%
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v1llagers of Kam El Akhdar 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 contributed LE 13,000 im
sard, gravel and labor to a road subproject that reqmrﬁd only LE 3000 of
BVS funds -

‘t ,',_ z

The quality of construction is generally acéeﬁﬁable 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 swrprising

.that some subprojectg suf fer delays, ' contractor bankruptcies, and
inadequte construction practices. 7

-

-

The Cheronics field trip reports document numercus problems rapglr-g o

from material shortages to imprdper ées1gn and construction methads.
Yet, tlese problems seem to be resolved in the course of subproject
irplementation. Local ccuncils 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 exanple, the El1 PBarageel lccal uit in Giza
gevernorate held up pFoyment to a ocontractor on a water sulproject until
the final 40 reters 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 sometimes left
uncarpleted. Road shoulders, for exarmple, are rarely shaped smoothly
according to stardard cross-sectional designs. Moreover, final
plastering of Luildings is scmetimes poorly dene, and the removal of
construction rubtble anmd firal site clear up are alrost always left
unfinished. While these basically cosmetie aspects have little effect on
the integrity or functiening of the subprojects, they belie an attitude
of carelessress that probably carries over into the subsequent
maintenance of the subprojects. ) ' e

The evaluation team was not able to determine the actual completion
rate of subprojects other than that given by the financial records.
Informal observaticns in the field, however, indicated that the wvast
majority of current BVS subprojects are being implemented in a rasasonably
timely manner. In the few cases where sutproiects had come to a
prerature halt, the lccal unit was generally awaiting shiprment of
additional pipes or purpg. In rare cases,. impreper planning and design
were at fault, as was fourd in Giza governorate where two slaugnterhouse
subprojects ran out of funds because of inadequate site investigations.
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3. Malntenance

Ma.mtename is the key to 1ong-term subpro;}ect performance. Wlthouf
an effective maintenance capability attmqed -to local needs, . BVS
subprojects will quickly deteriorate and ih many cases (water pumps,
roads, sewage tanks, etc.) become inoperable. . Unfowtxnatelj. mamtenarce
is the most neglected aspect of the BVS progxémv - g

Chemonics has attenpted to work with govez.mrate and m&.kaz off1c1als .
on the preparation of maintenance plans and the establishment of
maintenance workshops, but 1little actual instituticnal change ‘has
ocaurred. 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 phys:.cal]y inspect amny such documents. -

Vhere maintenance facilitiesz  exist, they generally are fcu’rﬁ 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 equipiment or vehicles and few tools.
Aithough the workslop has a staff of 42, almos: all work of any
cmsequcn must b../com,racted to prwate workshops.

'Ihe best xmmtenance facilities are found in the roads departrment at
the gqoverrorate and scnetimes the markaz levels. Maintenance on
irrication systems is also generally strong at both governcrate ard
markaz levels. The level of maintenarce for water projects is highly
variable. In Bcéheira govencorate, the public sector Beheira Water Company
provides maintenrce down to the village level. On the cther hand, water
project mainterarce is often ren-existent or negligent, as in Beni Suef
and Gharbia, respectively.

o effcctme rainteérnance plans seem to have been drawn up anywhere in
Egypt. Chewonics has reported that maintenance guidelines have been
distributed to all levels of governorates and that Qena, (Bliubiya and
‘Gharbiya have completed governorate-wide maintenance plans, but the
results are difficult to perceive. Some equiprent and tools have been
purchased for maintenance centers at markaz and even some village units.
Tre chief of the mainteance secticon of Mahalla El Kubra {Charbia) markaz,
for example, has prepared a list of small tools for small worksheps in
each associated wvillage uwnit. In some instances, tools have been
purchased by local coux‘cils with BVS maintenance furds, but overall
village capabilities to6 provide maintenance service remains woefully
weak. There appears to be 4growing efforts to establish maintenance
facilities at the village level. Qena governorate reportedly mtends to
develop works"chs in all 47 of its local units.
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Given the lack of trained technical personnel at the village level
and the shortage of tools and equipment at the markaz level, it would
appear to be better to strengthen maintenance capapilities at the markaz
level for the present, letting the markaz sexrve the local units by
providirg consistent monitoring, supervision, repalrs, and record xeeplng.

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, dangercus electrlpal connections, and piles of
rubbish are characteristic features of many plants. Operators seem to be
concerned only with maintainig the actual emgines 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 s 7anpy pools of water caused by
leakage from broken storage tank overflow pipes. Road mamtorzaz\c:e is’
scmetimes deficient also. Local Of‘lc:lals often ccmplain about the
damzge caused by seacoral rains to unpaved BVS roads, but no evidence
could be fourd of routine raintenance to deal with the effects of
rainwater erosion or heavy trafflc.

In summary, overall? mainternance of BVS subprojects 1is agenerally
ninimal, an2 the ldwer the delegation of responsibility, the weaker is
the cepability to deliver proper services. The problem does ot appear
to be one of training. Chemonics has trained over 2000 ergineers,
technicians, arnd operators in water project raintenance. Even the
ineffective maintcnarce workshop at El Shcohada markaz had sent ost of
its tecnnicel staff to EVS rainteramce training oourses. Instead, e
problem seems to be a ccombinaticon of lack of awareness that maintenance
is important, fallure to use the 10 percent BVS rmaintenance furds,
insufficient tools and equipment, ard a lack of leadersnip to preomote
maintenance activities.

The possibility of earning interest on mainterance furds d;poszutea in
the locezl rark discourages local ocourcils from using the furds for thier
intended purpose. Prohbably the single most effective way to encourage
local courncils to use the maintenamce furds is to reguire that all
interest earned on those funds be remitted to the governorate.

A final comment on maintenance must ke dlrectcd to monitoring ard
record kesping. As in the case of other types cf documentation, there
are very few records at the village level. The only majcr excepticn is
provided by pump operators, who keep operational logs of pumping times,
fuel consumed, and less frequently, maintenance performed. Copis of
monthly operational logs are sent to the markaz for review ard
(presumably) 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 monitoring of BVS facilities in the
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markaz. Greater 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 job performance. B

e C A
PR

5. Envuonmental Irpect 3 - L —,‘s

One would normally expect that the overall envuonmental impact ‘of .
4000 EVS subprojects distributed over 20 ‘rdral goverrnorates would be
quite laxge‘ On the contrary, the environmental effects have been minor,
wvhich is probably due to the relatively small size of the cubprcs}ects. o
In some cases, most notably roads and water pumping plants, BUS ’
subprojects may involve the improvement or upgrading of already exi sting
facilities rather than the impositionr of new ones. Well constructed and
properly maintained subprojects geherally provide environmental amemities
that were not previously available, such as potable water. systems, /
all-veather roads, wastewater ,d’sposal facilities, bus shelters, ete.

Where design has been mapp ropriate or maintenance ina2decquate,
- environmental prob}.ems often occur. :

Over the life of the BVS pro;ect, a nurber of environmental issues
have arisen. Scwe isstes, such as the use of asbestos—cemont pipes and
methods of water treatment, have teen resolved. Others, such as the
prcblenms of wastewater disposal and high groundwater levels, continue to
cause concern. The status of these key issues is as follows:

a) Use of asbestos—cement pines: Oer a two year period, 19€1-1983,
variocus concerns vere expressed over the possible carcinogenic effects of
asbestos fibers in the wvater delivered through asbestos-cement pipes used
in BVS subprojects. Despite disclaimers from a wvariety of reputable
sources, including the U.S. Environmental Protection Agercy, that threre
was no available evidence to show a link between water-borne ascstor
fiters and carncer, the concerns rerained and cast doubt over the
advisability of ocontinuing to use A< pipes in the BVS program.
Chemonics resporded by carrying out studies on A-C pipes and the.Chemical
‘aggressiveness of waters in several BVS subprojects. All studies
‘affirmed the general acceptability of A~C pipes, but the issue was not
definitely closed until PNovember 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 asbestcs
in drinking water and adverse health effects could be established,

stardards ard regulations. for asbestos in dnnkmg water supplies should
not be pro*mlgated !

»

-

Best Available Qop-y
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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 pipe ard, second, that A-C pipe is fully accepted for water
supply purposes by the engineering professionv ;;

b) Water sumly treatment methods: bb,at BVS’ water ‘subprojects
deliver untreated groundwater to village' ‘wgtér systems.” ~Numerous’
governorate inquiries regarding the treatment of both groundwater and
surface water sources led Chemonics and -USAID to develop technical
specifications for the construction of cormpact water treatment plants.

These are relatively small “"package" plants that perform all treatment

processes, including flocculation, filératicn, and chlorinaticn, while
wler pressure. These specifications have been approved by CRDEV/IAC.

.-

c) VWastewater disposal in/ areas of hich groundwater- levels:

'I‘nroughout the De2lta and in rany parts of Upper Egypt, the groundwater
level lies close to the grourd surface, often within a meter or 1less.
Grourdwater levels have tended to rise over the past 10 to 20 years
becausz the the Aswan Hich Dam has allowed irrigation throughout the year
insterd of only seasonally as in forwer times. The rising grourdwater
levels are causing the Zormatican of wet areas in villages resulting in
darp floors amd weakened foundations in houses built of unfired md
bricks. Further aggravatirng 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
housawld wistewaters occurs arnd the low, wet areas soon become permanrent

pols of sewage. The high groundwater / wastewater disposal probiem:

becormes even more actue with the introduction cof piped water supply
systems. As potable water use increases, the amount of wastewater
discharged to the surrownding area also increases ard the general soil
saturation, darpness, amnd standing pools of sewage grow worse.

Many governorates have cxpressed concern over the high groundwater
levels lard have asked AID ard Chemorics for sclutions to the -froblem.
Potential soluticic are oonstrained by Irrigation Law No. 82 which
prohibits untreat rastevaters to be discharged into ‘the Nile or its
tributaries. Chemonics resporded by bringing in a sanitary ergineerirg
consultant to investigate alternative methods of wastewater treatment ard
disp:nsal in BVS villages. He recommended the development of combined
severaze systers for both grourdwater and sanitary wastes coupled wit
secomary treatment (e.g.,. oxidation- ditches or. cxidation ponds) ard
eventual discharge into ‘surface drains. These reccmmendations have been
formalized in two wmanuals, Planning and Design Manual on Wastewater
Collection, xreat. nt ard Disposal, ard Technical Manual: Alternative
Wastewater Treatiment Svstems, that have been approved by USalID ard the
IANC ard currently are the basic training documents in wastewater
treatment ard disposal.

o~
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Although these manuals promde a sound engineering solut;w. involving
ewerage, treatment and disposal, it is questiocnable whether they
- represent the most appropmate answer to the urgent problems of high
groudwater levels and increasing wastewater” dxsc‘aarges that characterize
rural Egyptian villages. Chemonics estimates’ that a full village
collection, treatment and disposal system woald cost- LE 1 million or,
mre. The question therefore is, how many sys!e’éms' can be built in the
foreseeable future at these ocosts? Even’ by using BVS and DSF
(Decentralization Support Furd) furds jointly for these systems, it will
be generations before the tulk of Egypt's 4000+ villages and hamlets can
be served with sewage systems. What is needed is a series of interim.
measures and low-cost alternatives thét will provide some widespread
measure of improvement in the near" future, instead of costly sewerage
systems that will be available to only a few lucky villages. Such
alternmatives may involve manual ,cdartage of wastes, canmunal 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 disposal 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
mainternance of water and wastewater facilities oftcen results in unhealthy
pools of water and sewage. The foul-smelling swamp surrouryiing the waste
water htolding tank in San El Hagar in Gharbiya governorate clearly
illustrates the health amd environmental consequerces cf inadequate
mairtenance ooupled with improper public use of the facility. Witkin
BVS, vater and sewage subprojects have the greatest potential for causing
serious environmental damage. Mainterance of these systems neceds to be
emphasized and ways must be found to provide the recessary resources to
support. maintenance efforts.

6. Constraints on Subproject Ergineering. - P

Constraints upon design, construction, and maintenance include a
shortage of raterials, tools. vehicles, and technical manuals. | There
also is a need for greater availability of stardard designs for typical
water, road, sewage, and other types of common Subprojects. Priority
should be given to subproject maintenance during the remainder of the EVS
program. This pricrity should be manifested ky trainirg programs on
maintenance awareness, - the provision of necessary tools and spare
- parts, by the effectivesuse of the 10% maintenarce fund, and by the
develooment 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 sphere.~ Given the current
state of technical capabilities below the-~govérnorate level, it is

recommended tht the markaz be considered the' foccal point for the
construg twrr. - and.. maintenance
functions. The markaz is the lcwest possible’: -Jevel “at the present of .
can be

Egyptian rural development at which technical resources ,
concentrated in sufficient gquantity to provide the necessary outreach
services to villages. 11 sh

village workshops should be discouraged and those resources be
concentrated at the markaz. Without-adeguate backstopping from the -
markaz, the village technicians- will soon become discouraged ard
ineffective. There is a wvalid role for village-level workshops, bui a
realistic strategy is to defer them for the present ard to emphasize “the
establishment of a higher level of mrkshops at the markaz to serve all

the markaz villeges.

7, Chemonics Perforrmance

The technical .assistance services of Chemonics appear to be
particularly weak. with regard to ORDEV. There are no engincerimg
counterparts in ORDEV to interact with the Cheronics technical staff,
although one Chemonics engineer is v,:;‘szng cn secordment from OPDEV. As
a result, trere is mo technical assistance capability being established
in CRDEV to continue the work of Chemonics after the termination of its
Crerncnics contract does not call for the develcpment of -
counterpart capabilities in CRDIV, and CORDEV reportedly does not interd
to take on a tecnnical assistance role in the future. This being the
case, the evaluation tecem believes that an orderly phase-cut of
Creronics ' - technical assistance services to ORDEV, USAID and the field
should be planned and implemented over the ramining period of the

A contract. )
. , , s

contract.  The

8. USAID Performauce

USAID provided very

Under the initial Title III furding for BEVS,
The

limited technical assistance from a personal services contracter..
addition of EFS grant
three to nire governorates ard placed USAID in the micdst of an activity
of growing technical cemplexity. Starting in May 1981 Chemcnics was
broxght into the acti
Also begimiﬁg in May 1981, USAID used the services of a direct hire
Egyptian ergineer to help administer the Chemonics contract and from July
1932 onwerds, USAID direct hire staff ass1gned to the EVS program

included twe Egyptian erngineers.

Best Available Copy -

Unless absolutely necessary, the establishment of

furding in June 1°80 expanded the EVS program from

’vLy to provide technical assistance and training.
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One of the USAID engineers monitors the progress of the Chemonics
contract ard insures that the contractor's wouchers are processed. The
other engirer monitors the progress of BVS subprojects and ccordinates
the technical activities of Chemonics and .ORDEV. Both engineers are
expected to spend over half their time in the {ield monitoring sukbproject
activities ard followirg up on implementation problems that -may arise.
Monthly reports are prepared for WUSAID by~ Chemorics on subproject”
progress and the status of follow-up actions. "I 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 contractor. USAID has not carried out any higher level-
review of engineering activities in BVS/ ard ro TDY engineerirng expertise
has been drawn from the central bureaus in AID/Washington. .

There are two engineering functions that need to be performed within
USAID. The first is the monitorirg and review of contractor performance
with specific concern over the technical nature of the work. On this
task the USAID ergineers have performed cquite well. The subprojects have
been monitered and the Chemonics engineers have had a professiconal review
cf their technical work. The necesssity of having engincerirng expertise
within USAJD was highlighted by the differerces of cpinion that arcse
over the design of a pilot drainage project in Shibs el Kakkaria in
Shargiya Governiwrate aixl the preparation of a draft manual on ccst
estimating for earthworks and distribution networks. DRecause of USAID
criticism, Chemonics eventually reviscd the design of the drainage
project and decided to susperd fLurther work on the manual.

The second task is a broader cone of quiding the overall ergincering
directions of the BVS activity. This involves questions of arprcpriate
tecluwlcogies and the role of technical assistance. Brcad develcopaent
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 technological mature of the project essentielly ,ih the
hards of the contractor. UMore critical review of project functions by
senior USAID erngineering personnel is called for. The issue of possible
alternative methods of wastewater oollection, treatment, and disposal,
vhich was discussed akove, 1s ons area recuiring urgent attention hy
USAID. It is recommended that the Mission draw more heavily upon the
technical expertise available in the Near East and the Science and
Techrology bureaus in AID/Washimngton. ' —

O Y N i

’
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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 on a TDY basis the technical resources fourd in the Near
East and the Science ard Technology bureaus of” AIB/Washlr.gton.

FRE >
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PRIVATE SECTOR IMPACT

1. Introductlon i LT :

BVS is havmg an important impact n prmte sex:tor aC‘tIVTl.ty in the

‘governcrtes. It is one of those mdlcators Jon ‘which there is least

differentiation ©between governorates and’ seems to bear little
' relationship to performance on other eleménts of the project, such as

 decentralization, instituticnal develcprent, or project completion rate.

All goverrorates did reasonzbly well cn this indicator: the average of

the ordinal rankings across the ten. g&;ermrates was just urder 3.5 on a,

scale of 5 (see Figure 1, p. 10 in the Report).

:;’~

2. How Measured ‘ ,/' -

Private sector " impact was broken down into two elements, direct .

m'iact:. assessed through the degree to which contracting was done through
the private gector, and indirect impact, assessed through the extent B‘JS
subprojects appeared to be stimulating local private secter activity.

s

The question’ of contracting s ‘easy to assess. A BVS subproject

eitter was or was not contracted with the private sector. j The only

~ambiguity we encountered was the questicn 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 water
pipe networr using peid village labor and local supervision. In these

cases we called the activity private sector, since the stated reason for

this contracting mode was cost effectiveness and the impact on the local

ecorcmy was significant, and direct. Most private contractors were at
the markaz and governorate lewels. '

Indirect stimulation of the private sector was dlfflCUlﬁ to assess.
We did not have a baseline 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 popular council members if they could cite exarples of private -

sector activities which, in their Jjudgment, were stimulated by BVS
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‘,ass‘ociated judgmentally with BVS activity.

Our juigment in f:hese natters, ard 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
complementarity between EVS infrastructure*” and tbese activities was
evident.

f,-‘:#‘

Another factor at work in the villages mc:‘qy’tvas ‘hoted 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, villagers and village leaders have gained
trererdious new experierce in developrent——-in “making things happen”.
They have been exposed to project /deﬁelcgsment ‘ard managerment on an
unprecedented scale ardd are being -held accountable. They have received
training in a variety ofmar'agcmefit skills. All of this has consideravle
carryover into village econcnic kife since rmany of those gaining this
direct experience also are v1llage entrep*‘eneurs.

3. Private Sector Contractirg

Private sector contracting has been a major factor in BVS
subprojects. Based . on chservaticns in ten governorates, fcocur used a
fairly even mix of public and private sector contractors. One used a
majority, and three used exclusively private sector contractors. One,
Beheira, used enly public sector contractors (see Tzble segment below).e

Te get a sense of the overall impact of private centracting in the
BVS activity, we asked Chemonics Ergineering Section to give us an-
estirate of the degree of total project furding that has gone into
private sector contractirg, by activity. Based con extensive field
exporience in all aspects of the project, the team estimated that slihtly
rore than 80% of total contract furding through FY 1983 has gene to
private sector contractors.  This translates into a figure of
approximately 120 millicn Egyptian Pounds.  Overall, the estimated

breakdovn for twenty covernorates is as follows: ' -~
% of Total % of Funding Estimzated
Activity BVS Funding Done by Private Secto
Roaés . 3205 60 .
Vater Y 55.5 - 92
Sanitation : 2.5 92
Ot}ﬁr ‘ 90 5 " ‘ 97 .
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As expected, the sector with the least prwate sector furding is
roads. This sector has been traditionally a public sector act1v1ty in
Egypt. Moreover, road subprojects terd to be batched into large jobs to .

attract the larger, more competent contractors into the bidding process.
This practlcx, tends to give the wpper harnd to! the large publlc se"tor
companies. P

Pd

--,./”"-.ﬂ,w‘ )
'lhere is probably not muc:’n scope for chanémg this pattern wlthout
getting ints fairly major restructuring of the overall roads sector in
Egypt. Leaving this sector alone may be the most prudent approach. The
road projectz appsar to be moving ahead with relatively good speed ard
eff1c1ency. We might ask Chemonics for an assessment of prospects for
assigning more roads activity to prwate sector cont:actors, but t’nls is
not a high priority concern. : .
The other sectors, which acdount’ for almost 70% of BVS funding to
date, are dcirg very well with respect to private sector involvement.

Al) are using better than 90% private contracting, according to Chemonics
estimates. v

One truism that emerged fmm the team's field investigations is that
the farther down the government hierarchy the contracting process is
pasha2d, the greater the degree of private sector participation in the
process. This is corrckorated by Chemonics' figures. PRoads terd to be
tatched ard contracted at the governorate level. Vater and sewerage

often are dere on a batched basis at the markaz level. COther projects,

wiich frequenty are too few in nurber aud small in scope to be batched,
often are contracted at the village level. :

The significamce of this cbservation is that rany villages we visited
expresced a strong desire for, amd scemed to be ready for, rmore
contracting responsibility. More contracting at the village level would
definitely result in sraller projects and greater parqc*rﬂtlon ty small
scale private contractcrs, probably located mostly at the markaz level.
It secemed also that markaz level firms terded to use considerable village
labor in their local cpzrations. '

BYS should give some attention to encouraging more contracting at the
village ard markaz levels. This will require a careful assecsment of
local capabilities ard additional training at this level keyed to
contracting arnd contract management. This should include the develcpment
of a clear unders*'arﬁzrg cf what centracting limits are imposed at the
village level. Local percepticns rancged fram a celurg of LE 200 to LE
5000. Our understandirg of current Egyptian law is that the ceilirg
recently has been raised to LE 50,000, which clearly is sufficient for
BVS activities.

, -

3

ot
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4. Indirect Impact on the Private Sector

* s .

Tre 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
evaluatici field team during visits. This activity is relatively recent,

but @ noted, cannot be accredited fully td. BS, activities. There are

many factors influercing 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 hig‘ner scores on the indicator called "indirect

impact on private sector" than those in the first year of BVS activity',‘/
as shown in the pr:.vate sector 1mpac:t _segment of Table 1 of the Reportz, ‘

page 10. L

-

As in urban settings, there is a strong link in rural areas between
the creatiem of local infrastmicture at the towm and village level ard

stimilation of local economic and agricultural productivity. FEmpirical

studies have been done in Irdia and elsevwhere that support this

observation amd a large body of JYural and agncultural developrent theory

lies behind it.

What is happening in rural Egypt through BVS and related activities

is the irplementation of this corncept on a major scale. The cpportunity
to study this phenomeron should noc be neglected:; an important
“contribution might be made to rural ard agrlcultural develcp:rent
MWledge.
" Even our crude analysis suggests that scme important changes are
beirg introduced into rural Egypt through improvement and extensicn of
tre rural road network, provision of potable water, improvement of
irrigaticn canals ard attendant improvement of canalside roads, and other
smaller scale activities. ‘

The Governorate PReports contain a variety of examples of perceived
links between BVS projects and new or invigorated lccal ecorcmic
activity. The links suggested through specific examples derived from our
interviews are set cut in the Table on the next page. The vertical axis
lists the type of econcmic activity that village chiefs have indicated
are occurring in response to BVS subprojects. The horizontal axis shows
the sectors which interviewees linked with these cevelop'rents.

As mentioned previbusly, we fourd more of these linked activities

reported in governorates in their second or third year of BVS

subprojects. Unfortunately, we did not have time to check Ilocal
indicators in the agricultural aredas swrounding villages, such as
commodity prices, agricultural productivity, or crop diversification.
However, a related phenomenon reported to us is the new tendency of rural



Table I1I. D.l Relatzonshlp between BVS sector activities ard

recent stimulation of rural private sector economic
activity based on interviews in .f-S vzllages 1n 10
BVS governorates. -

11140

,= /o

for housing

‘ Chnal Slawghter
BVS Sector Activity Water’ Sewaqe Lining Facilities
Economic Activity ]
Stimulated e

Housing/puilding . el )
materials ¥ * % |
Commerical shops,
restaurants * *

Quarries 9
Transport Services ./ *

,
Rediced village
import prices *:
Ircreased village 7
export profits .
Mechanic shcos »
Spare parts shops *
Plumbers ® e
Bakeries *
Tile factories *
Maintenance jobs, contracts * *. *

- Butcher shops * . *
Cattle fattening . *
Reduced rural land use .

* *
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people to concentrate their new housing construction in existing villages
that have been provided with roads ard 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 aboutrWwhichi 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
.



SCCICBOMNOMIC IMPACT/QUALITY OF LIFE
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To say that the mstallat:.on of basic mfrastrucure services in rural
villages previocusly lacking has had a "def}nlte sécicecondmic mpact"
upon ‘these villages and their inhabitants is’ e ‘ultimate truism. Othet

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 ard local particpation in community develeprment:
~ through interaction of citizens and local elected and appo:.nted’

goverrment bodies. Without vigorous, ;cbntrolled studies, however, it is
ot possible to sbcw conclusive evidence of socioeconomic impacts.

;,;

Nevertheless, the team's personal cbservations of EVS subproject

activities in ten BVS program ‘governorates produced a wealth of visible
evidence of some ramifications of these sociceconomic mpactc, many of
which may suggest further 1nvest1gat~on.,.- '

Only hints of these obsérvations and anecdotes appear in the

governcrate case stidy reports, but vwhen gathered together, they infer

that changes have occwrred and will continue to occur. There is ro
consistent corpus of data showing  the implications of  Dbringing
first-time-ever elementary realities of potable water, all-wsather roads,
sanitation, etc. to lerg-neglected rural cemmunities. The future
direction ar::I conitinuaton of the program, however, may merit a uore
intensive study of these consequences. A fow mundane but  thought
provoking exa *‘oles cf these include the following.

Orce village households have private water teps, a whole host of
changes occur, especially in the daily lives of women. The inordinate
amounts of time and caloric energy formerly spent in fetching ard
carrying {impure, nonpotable)} water by women and girls now can be spent
- in more procuctive activities, perhaps even in s=wall octtage irdustries

at home. Yo:mg girls whose tasks in the hore have largely consisted of

water carrying ray see their yourger sisters, relieved of this task,
begin to go & school. Other girls who still must make dung cdakes for
fuel for breadhaking will be able to waszsh 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, vhen

“the doctors® ard social . workers' lessons about cleanliness and hygiene

are ea31ly carried out’ in the home, with ample water. Those who have .-

taps invite their neighbors in-who do not, and the visitors come to yearn
for the same facilities. Even outdoor public taps, closer tc the home
"and clearer than the river or canal 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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Local Develcopment @pabilities

.

High Moderate - Low
Sociceconomic Characteristics - j |
including private sactor ;o = . -
stmulatlon - £ s .
HIGH (Menufia, Shargiya, Giza, 603 .7 - o -
~ Beheira, Fayoum, Beni Suef) . -
MODERETE (Schag, Gharbia) - - 20% -
LO? (Red Sea, Israilia) S - - 7 o0g

The readiness of villagers to participate in local dev elop’:!cm,
ctivities tends to increase among local units havmg a lorgrer period of

participation in the BVS program.

It is apmre}nt'; that the rore cducated community rembers have a

greater participatory role in developrment projects than those with lesser

education and income. Lower income groups show more  interest in
participating in activities that have a direct and immediate bencfit
rather than long term activities with loig range payoffs.

In mary popslar courcils, cpinions were strongly voiced on the need
for develocping more income—generating projects which occuld rapicély
stimulate economic growth and upgrade living standards. Villagers with
high socioceconomic status have more economic rescurces for participaticn
than lov-ircore v11}.ac'er° ardd are thus able to have greater cormitment to
rural comunity involvement in terms of mlllmnoss to give time and/or

‘roney than are villagers of locwer sociceccnomic status.

Irmmact ~ , ‘ “ .

In discussing the impact of the BVS projéci:, three issues are
relevant:

a) Direct impact; .

b} Impact on a selec‘éed llst of quality of life variables, and

c) Iong«rm_ 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. In rmny 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- mmod of seven months to -~
complete a rassive canal lining subproject:’ More importantly, the -

subproject has created technical ard business skills which continuve to
renefit the villages long after the work ig” cgmpleted Brlcklayers and
“stonemasons were trained throuh partlclpamon in such suboro:ects,.
Subcontractors who worked with the subpxo:)ect 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 called tpon to do another ;zob for a large joint venture in the
area. It can he safely said that this BVS subproject was instrumental in
nourlslung a business-like attitude on the part of many local leaders anrd
in the creesticn of small prlvate enterpnses as well.

The emc.lmtlc-z team was repeatedly told by people in the local units
that the flow of furnds to the villages and the interest generated among
the general publif* is attributed to the interest of the Americans in
their welfare. There 35 a feeling of appreciation ameng executive and

po’aular oourcil Ivadrsrv of the role played by the Armerican people through

USAID in providing their villages with needed basic services.

b} Iipact on ¢he Quality of Life

In dealing with the impact of ithe vroject on the quality of life in
the villages it is useful to consider several major categories of
subprojects. ‘

Road Construction : In general, road construction has had a profound
impact on villaces, by ircreasing the mobility of persons and gocds.
" This has opened the way for myriad charges in village life. For exawple,
the collecticn cf local produce for sale cutside lecal markeys became
“easier; local businesses benefited from better transportation facilties,

and villagers' accessibility to a host of specialized services available

rainly in toims was enhanced. Through road improvements, the villges
becane rmore fully integrated into the social and econcmic fabric of the
governorate.

Canal linirg: Cznal lining has special relevance in Fayoum. Small
canals passirg t}uou;n villages are at times so deep ard steep banked

that there is cbvious étructural dangaer to nearby homes. The soft silt -
banks ercde quickly and roads separating hcemes from the canal are quickly

eaten . Canal 1lining means not only the construction 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

° .

'l%\{}
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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 tean
documented one instance vhere a pharmacy was establlshed on a newly
.constructed road which was associated with~— an adjacent canal lining
project. Doubtlessly, there are many similar deveiop'nents elsewhere.

Poteble 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 develcprment of small
enterprises such as bakeries, tile manufacturing, stone and alabaster
cutting, slaughterhouses, etc. '

.
P
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Long-range Effects

Trere is an attitude of hope in the future ard 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
terrs of the many problens 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 long-starding problems. On the one hand, this has
created a demand for more from the government (ard possikly, from the
Americans). But on the other hand, it has also shown that nothing is
impossible, that a canal can be lined, a road ccnstructed, and potuble-
water brought to the village. This new attitude has generated a force
2gainst apathy and against acceptance of the status quo that will not
son be lost in the villages.

Another trerd vhich has begun and is expected to show up more in the
future is greater integration of the village into the mainstream of
governorate and national life. With upgraded roads constructe;l ard
improved communications., the private sector businesses are ccmmg to
life. Coupled with thelocal leadership (executive ard 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 nurtured and positively reinforced if the benefits of
the investments in BVS are to be fully realized.

e
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OVERVIEW: THE IMPLEMENTING AGENCIES

>

Four organizations have been responsible - for, the implementation of |

the BVS activity: USAID, ORDEV, Chemonics, and the Egyptian villages. In

broad terms, Chemonics has provided the technical assistance to the.

various levels of local government, ORDEV has/ ?1str1mted the project
funds to the governorates, and AID has deszgned planned and supervised
the process. The actual implementation of subproject activities has been

the responsibility of the governcrates themselves. The following section .
- outlines and roles and functions of each of these important actors in the - /
. BVS story. . . R

o

-~

A. ORDEV: Functions and Connbilities o | P

In 1973 the Organization for “Reconstructin and Development “of the

Egyptian Village (ORDEV) was established by the Government of Egypt in
the Ministry of Local Government for the purpose of planning and
coordinating rural develcoment. In a little over a decade, OFDEV has

become tre focal point for the administration of a broad rarge of

decentralization pollcu.s ard programs, many of which are sponsored by
US.?\.ID. , -

S
I

Following the letter and spirit of the drafters of Egypt's

- decentralization decrees, CGRDEV has never developed any technical or

administrative capabilities beyond its limited role as coordinator.

Ironically, ORLEV's weaknesses as a government agercy may be one of the’

QI'Edte"it strergths of the decentralization movement in Egypt. = The
decisicn to linit the authority and mardate of this organization was
intention Consequently, the governorates, markaz and village units
are mcreaszmly beccning the lecus for rurdl develcopment decision makzng

ard preject zr'plexeqtatzm.

ORLEV distributes guidelines for programs, chennels funding &5 the

recipient local covernments arnd in a limited fasion monitors a stifling
nurber of GOE and USAID subproject activities. Measured ty its mandate,
CROEV rust be congratulated for the part it plays in Egypt's -large,
successful decentralization program. ‘ '

1. Technical Assistarce Beouirerents

The weaknesses of suéh an intentionally corstrained organization

cannot, therefore, be considered as liabilities. Sized agamst the

rmazmoth bureaucracies of almost every other government agency in Egyot,
ORDEV's total staff of 260 employees is small ard they perform their
functicns with a minimm of red tape or "routine", a common problem
throuwghout 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
establishment of an accurate information system on project activities,
crucial to its monitoring function, and _the creation of an effective
training mechanism, equally important for | “the dissemination of rural
development programs. At present, whiie a, computer .syster is leing
introduced, CRDEV continues to rely on cumbe{ wie manually tabulated data
to monitor project activities. Chemonics, Lhe “U.S. consultmg contractor
for BVS, has installed new computers at ORDEV and is training its staff
in their use. However, technical assistance will be required for some
time 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 base generated in the villages is another problem. As cross
checked by AID, OCheronics ard ORDEV, the existing information is

imperfect. Additicnal training in data collection will be recun:ed at

the governcrate and markaz levels to improve it.

This raises the secomd concern over training. ORPEV has a small
training division which administers a limited nunber of project
ranagemant oriented cnurses, principally by contiact. AID-sronsored
project training in the decentralization activities has been managed to
date throuch UJS. contracter assistance. A mechanism neads to bte
established to transfer this function or at least the supervision cf this
function to OrCEV. This problem too recuires technical assistance.
Interestirg possibilities exist for th: Saggara Training Center to be
used as ORDLV's base for the training of trainers. This and other
options should ke explored jointly by Chemcnics, ORDEV and USAID. ‘

It is important t» mention here that none of the OPDEV officials
intervieued requested technical assistance in their agency in the areas
of subproject design or implementaticn, an issue raised over and over
2gain by all levels of officials of lccal government. ORDEV was nrever
_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 governorate technical
departments. ORDEV may develop the capacity to organize trainirg in
these technical skill areas, but it will never be the technical
assistance arm of rural develcpment.

2. Crganizational Structure ,
)) B

ORDEV 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 1 ard Plannirng Divisicn has the largest cadre of
employees ard is responsible for all project planing and monitoring

- ﬂ}
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functions, including the information system. The - Finance and
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, admlmstermg the AID-funded LDF ‘t:raming. and has separate
- project ﬁlVlSlOﬂS for each AID»furded act1v1ty.

i Ed

ot -
“In addltzon to the centz:al offlce, each govetncrate and most markaz
des:xgnate -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 throngh the LDF and BVS programs, with very positive results. .
These rural development officers élss’emnate information on ORDEV
programs and projects, advertise tr"alnlng ooportunities, often select

trainees, and organize the task of information collection in the -

~ goverrnorates. Without such a systent of “seconded" field persc nnel,  ORDEV
oould never manage or ronitor 1ts ‘prograns, glven its current staff size.

3. Budget amd Programs

In comparison tc the size of the AID-sponsored projects which are
coordinated through CPDEV, its own annual budget of between LE 4 amd 5
million is modest. - Nm.rertbeleczs, ORDEV takes great pride in the programs
it is able to offer ‘to many of Lgypt's 870 v1llqge units with these furds.

ORDEV officials make a distincticn between vhat they see as AlD's
purely econc.eic development packacge ard what t‘m,y call their "1nte'uated
rural develcpment approach". Both AID ard ORDEV are heavily involved in
income-generating activities. Tre dlfj.eren::e, according to these
officials, 1is that CRCEV conbinres more sccial develcprent criteria in
their analvsis of project v1abllny and places a strorg emphasis on
sowlal returns. ~ ‘

The differences in actual programning results are less evldent than
this philosophical distincticn might indicate. Slxty—‘we percent of
ORPCEV's independent project activities are in economic production
projects, 25 percent of its funds are invested in village infrastrugture,
and ony 10 percent is used i.. social programs. :

, ORDEV's strongest intergovernmental link is with the Ministry of
Pgriculture. Many of its programs in rural economic develcpment are in.
fact projectized agricultural extension services whersby the introduction
of new farm inputs (seeés, fertilizers, ‘equipment, egg and poultry
production techniques, etc.) are subsidized through the experimental
introductory phases. ‘ : o
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4. BVS Proiject Coordination

OREEV is the implementing agency for BVS. . The program began in 1979
with the introduction of 1local infrastructure projects in the
governcrates of Shargiya, Fsyoum ard Sohag. Owver'd five year period this
program has grown fram $15 million in the first”year to its present total’
of $186 millicn (including PL 480 Title III),- which has been spread over
twenty governorates 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 ‘age’ﬁcy, ORDEV delivers a set of project

guidelines to each new governorate in the program ard solicits their.

nceds assesziment based on village council subproject selection. The
governorate package of village subprojects is then reviewed by the
Interigen Committee  (IZC) chaired by ORDEV and  ircluding
recresertatives from the Ministries of Plarning, Agriculture, Investrment
ard Finance, as well as the water authorities and AID. The IAC approves
or disapproves subproject packages on the basis of EBEVS project
guidelincs. 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) Sceoe of work: ©On April 6th, 1981, Cremonics sigred a . cost
veimursecent con-ract with USAID/Cairo for a three-year duration,
1,329-perscn-renth  eifort, in support of the BVS projqct in nine
govermorates. 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
twenty. Except for the ircrease in effort, the Chemcnics scepe” of work
has remained uncharged in its six main elements: -

- Identification, deeign, ard manualization {(in Arabic and English)
of the major BVS processes ard systems;

- Devising a series of. trainirg programs in Arabic which covers the
systems in the above tasks; . '

- Provision cf technical "assistance in maragement, administration,
ard organizaticon; - )



V-5

-

- Provision of technical assistance in all phases of , ergineering
design, specificaticns, contract adminis tration, env:.ronmenta}. analyses,
local planning, and project feasibility studx.es. i :

-

- Monitoring progress of t:be project and supprojects, ,
-~ Long range policy guidance on d’ed’entrallzatzon and other
institutional matters. . -

In carrying ocut the above tasks, the engineering staff of Chemonics
censisted of three Egyptian and one U.S.  engineer plus one U.S.
environmental advisor, over the perwd/e June 1981 to August 1¢83. Under
the contract amerdment, the staff was expanded in August 1983 to include

twelve Egyptian and cone U.S. engineer plus one Egyptian environmental o

advisor. .7

b) Lrgineering Manuals: Chemonics has produced 19 technical manuals,
guidelines, amd technical reports, as follows:

1. Operator Manual con Maini-nance and Cperation of Pump
Sets, June 1982 (Arabic) : ,

2. Technicians Manval on Construction, Repair and :
Maintenarce of Vater letworks and Pup Sets, December -
1982 (Arakic) :

3. Organizaticn ard Management of Meaintenance Centers and
Maintenance of Water Systems, July 1983 (Arabic)

Roads - . . L

1. Technicians Manual on Construction ard Ihlntenanﬁe of
Dirt Roads, June 1982 (irabic)
2. Road Design Manual for Engineers

Sehage

1. P}.apmpg -ard Desicn Manual, on Wastewater Collection,
_ Treatrent and Disposal, March 1983 (Arabic & English)
25 Technical Manual: Alternative Wastewater Treatment
- System (English) :



.

Drainage

1. Manual for Planning and Implgmentmg Village Drainage -
Projects, January 1983 (Arablei

2 -,,”/ s <
. .

1. Water Quality Manual R
2. Environmental Assessirent Manual

Environmental

-

Guidelines z
1. Guidelines for Dé;ign and Maintenance of Dirt Roads’
2. Guicdelines for the Management of the BVS maintenance

Fund, June 1° 82 (Arabic and English)

Technical Reports '

1. Technical Spccifications for the Supi.ly of Compact
Unit Vater Treatrment Plants

2. Paved Surfaces Versus Non-raved Surfaces

3. Environmental Awareness and Water Cuality Managenent

4. Environmental Anzreness and Envirconmental Impact of
BVS Foads, November 1987

5. Environmental Awareness ard Sanitation Wastewater:
Characteristics, Collecticn, Treatment and Disposal,
June 1983

6. Egyptian Resources ard Activities in Environmental
Management, Movember 1982 -

7. Review on Health Effects of Asbestos Pipe

. ~
4. Field Technical Assistance

During the first year of its oontract, the erginecering section of
Chemonics corcentrated on data collection, the preperation of manuals,
and the development of training courses. The exphasis soon shifted to
the provision of field technical assistarce as. a result of a growirg
awareness of field problems and an increasing number of requests from the
goverrorates for tecnnical advice and assigtance. By mid-1982, Chemonics
had establi .hed a strategy of routme visits to governorates every two to
three months.

A typical field visit to a goverxiorate lasted one week and would
involve two of three Chemonics personnel. Meetings were held with the
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ORDEV representative and governorate departments of housing, roads and
irrigation as needed to discuss project progress and problems. Visits
were then paid to one or more markaz apd méetings were held with
representatives of the technical departments. there. Finally, the

Chemonics personnel accompanied by the markaz engmeer 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 formal monitoring, and reporting procedure was

established. Chemonics engineers gavé verbal advice in the field but

they have no authority to implement or to require local follow-up. Ubon .

returning to Cairo, Chemonics enginecers prepare a "field trip report™ for
USAID documenting dates, places; persons met, problems observed, and
recomrended follow-up. Chemonics also prepares a more detailed "follow
up field report for their internal files indicating cpecific actions
Chemonics orORDEV or USAID personnel should take. Uhen problmes warrant
further action, Chemonics verbally informs the ORDEV representative in
the governorate corcerned and, in extreme cases, will send a fommal
letter to the ORDEV representative or the Secretary GCeneral 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 coursez, 10 percent on special technical
studies, and 5 percent on reporting of BVS activities. Honthly reports
submitted to USAID showed the following percentages of time spent in the
field.

1933 - 1984
LT /‘

July - 26% - January 51%

August 46 February 55

September 18

October 24

Noverber 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

monitering 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. In
some cases, dissatisfaction was expressndhover/the quantlty and quality
of Chemonics' technical -ssistance. . o

While it was not possible to evaluate Eﬁﬁ true extent of the field
technical assistance provided by Chemonics, it is useful to keep in mind
the constraints that the contractor operates under in the field.
Chemonics has mno 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 specific
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 SatleY the demand is more a reflection of the parceived
need for external technical assistance in the field at aill 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 ot crucial technical issues. Special studies and investigations
by Chemonics have led to either the affirmaticn or FOdlLquthﬂ of
several BVS policies, among them the continued use of asbestos-cenant
pipes, the removal of prohibitions upon the paving of BVS roads; the
construction of elavated water storage tanks, and the anmproval 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 hichly
likely that such technical assistance will continue to be required into
the foreseeable future.

g

C. USAID Project Management

The overall success of BVS 1is 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 {5 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 exposure.
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At present the BVS staff includes a U.S. direct hire pr:OJect offlcer,

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 requmres;» constant

follow-up on the rather mundane components of conkrac:t ‘management, e€.g.,
- vouchers. Field trips are conducted reqularly tw spot check training
programs, delivery of contractor technical assistance, chack ORDEV
subproject financial records and to troubleshoot with local officials.
The Egyptian Project Assistant officer maintains regular contact with
'ORDEV in Cairo and attends BVS InterAgency iigmittee (I&C) meetings.

The LAD staff are gearmg up for - the project transition period they ~

are about to enter. This is es sential for continued BVS success. . The’
first part of that transiticn is the phase-out of the U.S. .LeCI}QICdl
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
- ORDEV. The second phase of the transitior will be in the mode of #ission

nwxage:.n*em. At present a considerable amount of staff time is heing

invested in monitoring the contractor.  Once the contract has expired,
- new systems of support mll b2 necessary to stremthen ORDEV's project

ronitoring capabzhtles. These new systems may include additional -
technical assistance components in support of ORDEV's information system

developnent and the assumption of BVS project training. As the mode of
assistance changes, so must the ranagerent. The main recommendatioas of
the evaluation team are: :

BVS USAID/Cairo mission staff job descripticns
‘should be revised to clarify each team mermher's
responsibilities in the period of contractor
phase-out. -~

USAID/Cairo should coordinate and develop a program ~
with GRDEV to complete the portfolio of profiles on- the
governorates participating in the BVS program who were not
covered by this evaluation. o

~

'
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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 participation,” -

in entering its fourth year and many subprOJectqfhave been complcted and are-
functioning. K

F

f - : N /«
4

The BVS activity began in three governoraﬁeélln 1979 It was increased by
six governorates, and in 1982 it was extended again to include all tweaty of
the rural Egyptian governorates. It was cruc1a1, therefore, not oaly to
determine progress towards project purpose and goal acress a range of
governorates but to take account of the length.of time different governorates
__had been in the progran. s

=
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The basic approach to this evaluat101 was to use an extensive series of ;"

field trips, several in-depth case stidies, and a matrix of key indicators té
evaluate the project. During January 1984 field visits were made to the
governorates of Fayoun, Soaag and Shargiya 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 govermorates of Beheira, Giza,
Menufia, Beni Suef, Gharbiya, Ismailia, and the Red Sea. Tha evaluation team
split up into two/ field teams, each with a leader and expertise in
engincering, training, local adninistration and socio-economic analysis. On
site, the field teax 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 meetings in which all
aspects of the project were reviewed. Input to the sessions included the
previous project evaluatloﬂs project files, case studies, and the on-going
governorate field trips. By involving all teaa meabers in the construction of
the evaluation matrix, a thorough under standing of the particular concepts and

issues relevant to this report was achieved.” -

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 bulldlng , concepts to specific
operational aspects such as financial records and maintenance performance.
Each factor has a five-point ordinal scale ranging from very low cr absent (1)
to very high or comlete’ (5). Following each field trip the evaluation team
menmbers visiting the governorate assessed it in terms of the fifteen factors
and then used the cormpleted matrix in preparing the governorate report. Tae
matrix scores for the ten governorates .are shown in Table 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
,such, thé scores cannot be added to obtain a mathematical comparlson between

P
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govprnorptes, A given factor can be ordlnally compared a&alnst the same™ .
element across the governorates, but it cannot be added to the scores of other
factors.

Recognizing these constraints, a compromise was raached between the

" limitations of the data and the need to compare prOJeCt progress across the
govertiorates. Figure 1 compares the attainment of ‘project goal and puTpose
for the governcrates included in the field tripg. 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 ig an attempt to sum up the matrix data and to present in the
form of clustered bar charts a visual.eterview of the findings from the
field. The elewments were collapsed'lnto five major cateaorlea
{Decentralization Policy and Institutional Development, Tecnno‘ocv Transfer,
Private Sector Promotion, Implementation Progress, and Quality oF Life. The/

resulting governorate clusters were further divided iato years of involvement

in the project. In short, Figure 2 is a surrmary presentation of relative
governorate progress in achieving the ma Jor project elements, based upon

decunentary data, verbal lnformatlon and impressions gained during the field
trips.

Crlte ia of Matrix Factors and Ratings (sce BVS Prcject Evaluation Matrix)

1. Factor: Delesation of Authority - degree of transferring responsibility
' , and authority froc Ceatral Government to various Governorate
levels.
Rating: 1. Authority was not delegated beyond Governorate seat.

2. Local Unit has consultation role yet Governorate retains all
authority.
3. Delegation reached Markaz level.
&, Tocal Unit was delegated partial authority.
5. Leocal Unit was delegated rull authority.

. 2, Factor: cision making: Determine focal point whnre flnal/aQClSlOnS are
made on sub-progocts.

Rating: 1. Governorate retains full rights. :
2. Decisions are made at Governorat@ seat with participation of
Markaz.
3. Decisions are made at Markaz 1eve1 with participation of
Local Unit.
4, Decls_Oﬂs are made at Local Unit with equal partLC1patlon of
both Councils.
5. Decisions are made at L U by Popular Council only.

3. Factor: ,Instltutloqa developz ent/Caaac1ty Building: This factor gauges
the capability of tha local village umit (L. U ) to select, manage
and i ,mplemﬁnt sub-projects.

1. L.U. has no capaahllty or role in selectlng sub-projects,

2. L.U. has capability and limited role in selection and
managerent of sub-projects.

4



3. L.U. has capability and does assme the role of seler't:z.on and
implementation. ,
4, L.U. has capabz.hr:y in select:ing and managing sub-—projects
. but lmted capability in implementation.
5. L.U. has full capability in selectmg, manaamg and

implementmg pro;;ectsa

- 'z
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Factor: Local Contribution: Extent of conjz‘ﬁbntlons made (m Labor and s

- Capital) by village people to the execution of BVS sub-projects.
Contributions are measured in terms of approxlmate percentage of |

sub-project costs. ‘

Rating: 1. No contributions made. ) i
' 2, Contributions amounted to less than 207 of sub-project coqts. .
3. Contributions were between 20 to 407 of sub-project ~osts.
4. Contributions vere between 40 to 607 of sub~pr03ect: coSts. '
5. Contributions were over 607, ) 7

Factor: Use of private sector contfactors. Direct impact on private

sector through awardlpg implementation contracts to private

~ contractors

Rating: 1. No prlvate contractors used.

2. A low pnrcentaoe o= sub~pr03ec*s vwere awarded to pr&vate
contractor
3. ‘sub progects were closely distributed between pbulic and
private sector contractors.
4, The Majority of sub-projects were executed by prmvafe sector
contractors. , , )
S. All sub-projects were awarded to private sector coatractors.

Factor: Funds expended as of 12/31/83 - Indicates speed of sub-project
- implementation through disbursements of alloted funding. Tnis is
a direct percentage of disbursements to budgetted/ funded pro;ect
costs based on available records.
Rating: 1. 607 of allotments were disbursed. .
2. 70Z of allotments were disbursed. e
3. 807 of allotments were disbursed. -
4, 907 of allotments were disbursed.
5. 100Z of allotments were dlsbursed

Factor: Projects Completed - This represents percentage of value of work
~ completed to total estimated costs as alloted, ﬁns indicator

was added bacuase fund disbursements alone may not constitute
degree of 'sub-pro_]ect completion. :

Rating: ‘1, Value of work ccumpleted represents 607% of sub-project costs.

‘ 2. Value of work completed represents 707 of sub-project costs.
3. Value of work completéed 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-prowect 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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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 pro_)ect and all its component

9. Factor: Source of Tech. Assistance - To measure avallablhty of local

- resources for teclinical asustmcd reuirements by local units in
the research, design, and implementation monitoring of
sub-projects. ' : )
Rating: 1. Awvailable at central government.

2. Available at Governoz:ate and Markaz.

3. -Aveilable at Markaz

4., Available st H.'zr&az and Local Unit. P _

5. Available in ch;al Uuit. , o ' -

10. Factor: Lavel of Participation in '“rammo - Indicates degree of
participation in training progran s and in turn degree of
potential technology tranw.er to all levels of Governorate.

Rating: 1. Limited participatica.

2. Participation in Village Council workshops and scme technical

courses.,

3. ‘Participation in most training programs.

4, Full range participation in all courses and VOI'KS“IODS.

5. P&-."LlClpc.tlon in first and second (advanced) level training.

11. Factor: Financial records - Indicates location and accessability as &
managezent tool.
Rating: 1. Onlj 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 Cnit. ‘

5. Complete records at Local Unit. 7

12, Factor: Linkage with other AID projects - Reflects degree of coordintion
and integration of the varicus AID projects in the -
decentralization sector zffecting rural development. Tas ..Hrep
mejor components are the BYS, DDI (Decentralization Developze
I, income producing projects) and the DSF (}eveloc::«:'lt services
fund, provision of heavy equipment). ,

Rating: 1. No coordination within the Governorate.
2. Limited coordination.
3. Some use of DSF equlpment in BVS 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 help 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.
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;A?TITG;U 1 2 3 4 s
D?]cga’:im of Govermorate Govermorate lovel tirkaz Jeve) Fartial Fall
autlpnty u,’ll‘J conrultation real Unit Towe)

Decision raking G oM ““mr.” Wikrec.efop. w/rep.

Institution Sevelicp-
went /copacity bldg

IC hoans o role in
project solection

"I has role in selcctiey{ Tgm
L3 A -

Y-
LI le ’
r:

t - .. 3 pas fol? copocity in sclrrh’tf'ﬁ.

raragement and isplementation

local contritvtian

- L s

0 under 20% 40-60% - ever ¢CL
(lator/capital) -

* . - _ !’

.¥ Revenve gcreratirg Fone low 7 Mcdin Modiums Hich
Use of privete sec- Yone Low Close mix Majority ALl .

LOT coniracicrs o B
(¢ LE/project) . .’ 7
Funds experded as «i 208 80% 5{;»
of Dee. 3%, 1832 : o 0 1008
Froiects carpleted €03 70t T oect cct oot
ya . .

Level of project 7 Yooe Limited Azroeness of rte Pigh level of Ccrplete
urderstanding / avarencss Sresponsibilities awarerces urcerstanding
Scurce of tech- Ministry/ Gov.tarkaz Varkaz tarkaz/LU lecal Unit
nical sesistance
Level cf rarticipa- Very lirited WCH's, scre Participate in Full rarge of Secord-level
tion in training technical rest prograss participation courses

;. - -
Finarcial reccrds Goverrcrate Gerornorate 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 ooctor .
Sociceccnaric and - “LOR" -- *MEDIW4" - - THIGH" --
Cuo!.Life irprovement :

% General irpression of --y 0 Lo - I - - "HIGH" --
gov. develepment icvel ! : - .
Yainterance tone - - : Minor - - Acceptablé
perfermed

*These two factors were not included as indicators affecting the project logframe.
The first was used to show whethér or not the governorates have put into effect or

bave planhed schemes for revenue generation.

The second was used to show a general

trend of economic development in each governorate, but the team was then unable to
differentiate sufficiently among levels of performance to use them as ordinal

indicators.
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BEHEIRA

CATEOGRY

4 ]

1. Relegation of Authority

Local unit delegat
full decision, and
appropriate, imple
- jtation authority

2. Institutional Deva!opﬁpncl
Capacity Building

4 v—

Dial SP"N

3. Decision-making

FAl

LU selects priorities,
did water project and .
supervised roads con-
tracting process

Popular council makes
decisions in joint
mectings with executive
council

4. Local Contribution (Labor/Capital)

9. Revanue Generating

o me mm e e, e e S Sy

6. Use of Private Sactor Contribution °
(- of project LE)

7. Furds Expended as of 12/31/83

X

e ame G e W - e —

No private contracH
tors used tho LU
did all work on
water project

o i 10— (e W " L3 S

Water users'
fees (no other
8vSs, but CDI
projects doing
well)

Village contributed all
- labor for water system
paid for TA, more pipe;
hookups and meters

e S o S W -

ton e g e

8. Subprojects Completed

A T

Close to 90% of .
funds expended;
pipe purchased

80% or more complete
(roeds complete,
water 60X) '

AY

9. Level of Project Understanding/US Funds

S,

Kigh level understandt
ipg in popular councily
village chiefs not so:

well informed . _

T,

Sy e A T o = Sh———— e S * S
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CATEQGRY

2

0. Source of Technical Assistance

—

From gov. & mar-
kax lovel;World
Bank sponsored
suhsector co.
runs gov. water

1. Level of Participation in T?aining

e i

Good participation in
training at all levels
training lacked vill-
age level practicality

2. Financial Records

-

Records at LU
level very poory
full records at
gov.

3. Linkage with QOther AID Projects

4. Impact oan Private Sector

‘EEEEF Al1D acE?;ities

much in evidence;™
BVS roads/water sup-
port 001

3

Many examples but
much more impact
from DOl than BVS
revorted

1
\
[

- it vt e

. \'»“V ‘\ 8
[ B SO | |
L fClear impact on health
.. |stated reliably by
5. Socioaconomic Impact/Quality of Life B outpatient ciinic MD
. %

6. Gereral Impression of Level of
Development of the Governorate

[}

7. Maintenance Performance

FERRSPNDIRPA PR R —

Lower-medium range;
gov, has desert and
frontier areas; makej
rost of what it has

Things running, main=
tenance performed but
no .drawdowns

hi
e
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Project Title & No. Basic Villarge
Services Phase I

(263-0103)

I. Program or Sector Goal
Achievement of GOE policy aobjectives

in economic and administrative
decentralization.

. IT. Project Purpose .

Improve and expand a continuing
capacity in local units to plan,
organize, finance, implement and
maintain locally chosen infrastructure
projects. , R

-

ITI. Outputs

1. 1Institute mansgement system for
BVS, other projects in

‘ gov./villages.

2. Cowmpleted rural infrastructure

' projects secving needs of village
people, especially poor.

3. Training of gov./village staff in
entire system of project
conception, management. g -

A. Production of series of ‘workiag
manuals for tcaxnxqg and
operations.

2.

Project Logical Framework

~‘A'

-

Annex B

Object{Velx Verifiable Indicators

L% { v . . - a
Pecrease in cenkral government
.‘oversite of local government.

1.

30

Conditlons:

£

s

Increased authority in use of
resources by local governments, /
particularly in fiscal mattecs. #
Process for decentralized
administration and governance.

End of Project Status:

1.

Q.

Governorate/villages undertaking
coordinated projects with less
reliance on central government
initiative, assistance.
Demonstrated increase in project
completions over pre/BVS
expericnce with quicker action
between approval snd completion.
Project planning reflecting local
choice based on need, fxnance, ‘
future growth.

Rising level of maxntenance of
completed pco;ects.

Magnitude of Qutputs

1.

2.

Org. patterns in 9A;pvt .F449
villages reflect BYS management,
operation standards.

Construction of some 1000 intca,
inter village development projects.

Training of 1200 ORDEV,
gov/village development, BVS staff.

Use of 7 BVS project ope:atiaﬁ
guides and manuals, doubling as
in-service treining texts.

P : ; -~ A
7 - : .
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I. Program or Sectoral Goal (Objectively Vérifiable Indicators).

1. Authority of governors has significantly increased in recent years,
with the President having delegated-mucii ‘of his authority to them. -
Most departments at the governorate level, including the Rural ,
Developmwnt Department, are now directly. under the authority of the
governor,  Prime Minister meets regu aﬂly and directly with gOoverncrs
to discuss problems of governorates. .

Governors have in turn delegated some of their authority to dlstrlct ,
and village chiefs. - . . . o/
e -
2. Law No. 9 of 1983 covering-¢ontracting and procurerent 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 hav1nD
to be QIOQM4 by 1bo financial officer at the district level. A
comtittea to foll low-up the 1rplemontatlon of this scheme has been
established with the part1c1pat;on of ORDEV officials and projzct
advisors.

In most governorates BYS funds are kept in special accounts in
village banks uncder control of village units. In most governorates:
maintenance funds nave also been distributed to village units.

Increased allocation in GOE development budget in 1983/84 for
projects identified and lmplementnc by the ooverﬁorates°

Governorates can now directly take loans from the Investment Bank to
finance locally chosen economic or services projects.

3. 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 levels of local
government. Similar meetings at the markaz level, attended by markaz
and village officjals are also being held in many places. Generally
speaklng ccmmuhlcatloq between governorates and v11;ages has improved
since- the beginning of the project. ngnlflcant increase in
decentxallzatlon below the governorate level in BVS planning and
implementation has occured in'a number of governcrates since the
beginning of ihe project. :

II. Project Purnose/Conditions: End of Project Status

1. Governorates/villages planning and implementing BVS sub-projects
largely on their owm with very limited assistance frcm the central
govermment. The only exception is that they depend on centtal
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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 goverporate or from neighboring -  _ - .
governorates. T ' -

2

Rates of disbursement, expenditure and sub-project implementation are
satisfactory and improving. They compadre favorably with most USAID
projects in Egypt. o ,

In most governorates BVS project planning reflects the choices of ;
popular village councils. Degree of participation in initiation and +
selection of sub-projects by/’iﬁllage councils increased signficiantly .
over the live of the prpject in a number of goverunorates such as =
Sharqiya, Menoufiya, Giza, and Beheira. Others which jointed the

i

_ project later and received tgchnical assistance from the beginning 7

developed relatively decentralized systems of project planning 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 ‘typss of subprojects chosen, reflecting the
fact that subprojects selected are increasingly based on
locally-specific felt needs 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, coomercial
and industrial sectors in rural areas. Sub-project planning/request
forms were introduced and used fr 1983/84 by villages. Most villages .
were able to fill forms satisfactority indicating improvement in -
planning practices and increase in capacities. '

In general, maintenance is poor in most Governorates. Tnis is an
issue that requires extensive efforts in educating Local Units in the
importance of preventive mainterance. However, reportedly there are
fewer engine troubles and breakdowns of water pump-sets and
maintenance plans on use of 107 maintenance funds reporfedly have
been. " :

ITI. Magnitude of Outputs

1&

-

A number of instruments such as the BVS sub=-project planning form,
the sumary plamning form at the markaz. level, the quarterly and
monthly monitoring/reporting forms have been prpared and are being
used.. Quarterly moniforing/reporting forms have been computerized-at
ORDEV. Additionally, minicocputers were installed in two
governorates. A management information system including a village
profile, the sub-project planning form, subproject appraisal, -
scheduleing and evalv:ation forms, and improved monthly :
monitoring/reporting form, a maintenance schedule, and a village
filing system eccmpassing all these instruments has been developed
“and is being introduced. Problems remain to be overcowe and the
“system is far from being institutionalized in CRDEV. and the
governorates. .

R V ey
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About 3,500 projects in 869 local units are being implemented or have
been cmleted Over 1,000 projects completed to date.

- Training: Over 4,800 officials and staff 4t governorate/district/-

age levels part:.cn.pated in traln‘i.ng ‘prograns aimed at mcreasmo
capacity of local govermment units to plan, design, finance,
implement, manage, monitor and maintajin rura]i infrastructure programs.
and subpro;ects. Breakdown of number' Q,f participants as follows:

- Maintenance of pumpsets: . , :
Operators ‘ o R 1:134

Technicians | | 665
Engineers P , 281 -
~ Roads construction and maintenance: _ “ - 221
‘= Drainage design and execution: | 54
- Water treatment and disposal: . 26 7
- Plenning/Mangement séminars for village Chlef“’ , 1,150
= Markaz/Governorate planaing and managenent seminars: 122
- Training of Trainers: 156
- V:Lllaoe accountants training: , 824
- Financial maragement seninars: o 45
- Information s ystexs seminars for trainers: 100
- Follow-up and monitoring seminars: ' 51
- Computer p"mrmmg' ‘ o L 10
| , , .839

In addition 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
managenent, engineering anc training methodology.

- Manuals

a) Eighteen guidelines and manuals were completed and widely
distributed. These are in the fields of general project
guidelines and procedures; planning; loc:al_ governzent

~adninistration and laws; project paintenance; coastruction,
repair, and maintenance of water and road subprojects; design and
irplementation of dvamge subprojects; financial regulations
and government accounting; and training mthodology 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 eviderce that these guidelines have been
received, read and are being referred to by concerned officials
and ;staf at the governorate, district and village 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, environmental assessment,-

and project monitoring and evaluation. OFf 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. ‘

. 2
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