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EGYPT -- 
THE NILE - DELTA DRAINAGE PROJECT 

The N i l e  D e l t a  D r a i n a e ~  P r o j e c t ,  e f f e c t i v e  from December 1970 ,  was 
t h e  f i r s t  p h a s e  o f  a m u l t i - s t a g e  program t o  p r o v i d e  improved d r a i n a g e  through-  
o u t  4 m i l l i o n  a c r e s  i n  t h e  N i l e  D e l t a  i n  Egypt.  The p r o j e c t  was expec ted  t o  
p r o v i d e  t i l e  d r a i n a g e  f o r  a b o u t  950,000 a c r e s  o v e r  6  y e a r s  a t  a  t o t a l  c o s t  of 
US$147 m i l l i o n  e q u i v e l e n t  (of which $26.0 m i l l i o n  was t o  b e  a c r e d i t  from IDA). 
A N i l e  D e l t a  A u t h o r i t y  f o r  T i l e  D r a i n a g e  P r o j e c t s  was e s t a b l i s h e d  by P r e s i d e n -  
t i a l  Decree  i n  September 1969 ,  a s  a semi- independent  governmental  agency under  
t h e  s u p e r v i s i o n  of t h e  M i n i s t r y  o f  I r r i g a t i o n ,  and was g i v e n  t h e  r e s p o n s i b i l -  
i t y  f o r  t h e  c o n s t r u c t i o n  and i n i t i a l  ma in tenance  of a l l  t i l e  d r a i n a g e  p r o j e c t s  
i n  t h e  N i l e  D e l t a .  The m a n a g e r i a i  and t e c h n i c a l  s t a f f  was t r a n s f e r r e d  t o  t h e  
A u t h o r i t y  p r i m a r i l y  from t h e  M i n i s t r y  of I r r i g a t i o n ,  b u t  a l s o  f rom o t h e r  mini-  
stries and a g e n c i e s  o f  government.  P r o v i s i o n  was made i n  t h e  I D A  c r e d i t  f o r  
f i n a n c i n g  o v e r s e a s  t r a i n i n g  of s e l e c t e d  s t a f f  i n  r e c e n t l y  deve loped  management 
t e c h n i q u e s ,  and f o r  employing a f i r m  o f  c o n s u l t a n t s  t o  a s s i s t  t h e  Chairman i n  
o v e r a l l  planning/pi-ogramming of p r o j e c t  i m p l e m e n t a t i o n ,  and t h e  o r g a n i z a t i o n  
and e s t a b l i s h m e n t  o f  a t r a i n i n g  program. 

The p r o j e c t  encoun te red  s e r i o u s  nanagement and organizational prob- 
lems from i t s  v e r y  beg inn ing .  A s  o f  l a t e  1974 ,  it was a b o u t  3 y e a r s  beh ind  
t h e  o r i g i n a l  s c h e d u l e s ,  i n  s p i t e  of t h e  c o n s i d e r a b l e  ~ir.p&-1'~:rk'~r..efF,cr: ?ti: 

i n  by IBRD. It was c l e a r  t o  t h e  P r o j e c t s  O f f i c e r  t h a t  even i f  p r o g r e s s  i m -  
proved s u b s t a n t i a l l y  i n  s u b s e q u e n t  months,  t i l e  t i m e  l o s t  a l r e a d y  c o u l d  n o t  
b e  made up. He wondered wha t ,  i f  a n y t h i n g ,  h e  and o t h e r  Bank s ' x f f  c o u l d  
have done i n  t h e  p a s t ,  t o  e x p e d i t e  t h e  p r o j e c t .  More i m p o r t a n t l v ,  h e  was 
s t i l l  s e a r c h i n g  f o r  answers  t o  what h e  might  do in t h e  f u t u r e ,  t o  e n + \ \ r e  
t h a t  t h e r e  was n o  f u r t h e r  s l i p p a g e  of t h e  c o m p l e t i o n  d a t e ,  

P r o j e c t  Y d e n t i f i c a t i o n  and A p p r a i s a l :  P r e s i d e n t  McNamarals v i s i t  t o  t h e  U.A.R. - 
i n  J u l y  1968 was fo l lowed  up by a n  A g r i c u l t u r e  M i s s i o n  in September 1968. 
Var ious  p o s s i b l e  p r o j e c t s  were  d i s c u s s e d ;  o f  t h e s e ,  t h e  d r a i n a g e  p r o j e c t  f o r  
p a r t  o f  t h e  N i l e  D e l t a  was chosen  a s  f i r s t  p r i o r i t y .  The t e n t a t i v e  p r o p o s a l  
was t o  e s t a b l i s h  I S  pumping s t a t i o n s  i n  t h e  N i l e  D e l t a ,  and p r o v i d e  t i l e -  
d r a i n a g e  i n  1 . 4  m i l l i o n  a c r e s  o f  t h c  s u r r o u n d i n g  area. The c r i t i c a l  r i se  i n  
t h e  s u b s o i l  w a t e r  l e v e l  i n  t h e  D e l t a  a r e a  where  p e r e n n i a l  i r r i g a t i o n  was 
p r a c t i c e d  had e f f e c t e d  t h e  y i e l d s  of t h e  c r o p s  and p u t  a  s e v e r e  l i m i t a t i o n  on 
t h e  p c ) s s i b i l i t i e s  o f  a g r i c u l t u r e  development .  Recen t  s t u d i e s  by t h e  M i n i s t r y  
of b g ~ i c u l t u r e , a n d  I r r i g a t i o n  and FA0 had ,  however,  shown t h a t  a 30 p e r c e n t  
Ic icrease  in ' c r o p  y i e l d s  c o u l d  b e  e x p e c t e d  w i t h  t i l e  f i e l d  d r a i n a g e .  

The government forwarded a f e a s i b i l i t y  r e p o r t  f o r  a  US$172.5 m i l l i o n  _ p r o j e c t  t o  b e  completed i .~.  s i x  y e a r s  a s  p a r t  of a  l a r g e r  15  y e a r  government .. 
.o - 
<.a 

' 'This c a s e  p r e p a r e d  by Pammi Sachdeva,  under  t h e  supervision of Ben Thoole- * and August Schumacher,  was deve loped  f o r  u s e  i n  e x e c u t i v e  s e m i n a r s  f o r  World 
'I 

Bank s t a f f .  A s s i s t a n c e  p rov ided  by P a r i s  Economides i s  g r a t e f u l . 1 ~  acknow- 
l edged .  The c a s e  is des igned  t o  s e r v e  a s  t h e  b a s i s  f o r  seminar  d i s c u s s i o n ,  
r a t h e r  t h a n  t o  i l l u s t r a t e  e i t h e r  e f f e c t i v e  o r  i n e f f e c t i v e  h a n d l i n g  of a p r o j e c t .  

Copyr igh t :  The World Rank, 1979 



program. An a p p r a i s a l  m i s s i o n  was planned f o r  December 1968. The a d d i t i o n a l  
i r i format ion sought  by t h i s  m i s s i o r  from Government inc luded  answers  t o  t h e  
folLowi.ng q u e s t  i o n s  : 

" ( i )  W i l l  t h e  M i n i s t r y  s e t  up a  s p e c i a l  P r o j e c t  A d m i n i s t r a t i o n  
Group f o r  implement ing t h e  p r o j e c t ?  I f  s o ,  what would b e  t h e  main 
f u n c t i o n s  , powf:rs and r e s p o n s i b i l i t i e s  of  t h e  p r o j  e c t  a u t h o r i t y  ; 
t h e  s t a t u s  of  i t s  c h i e f  e x e c u t i v e ,  and t h e  a d m i n i s t r a t i v e  body 
t o  whom t h e  c h i e f  e x e c u t i v e  w i l l  r e p o r t ?  

( i i )  What would b e  t h e  proposed e n g i n e e r i n g  and a g r i c u l t u r a l  
( a d m i n i s t r a t i v e  and t e c h n i c a l )  o r g a n i z a t i c l n  f o r  t h e  c o n s t r u c t i o n ,  
o p e r a t i o n  and main tenance  of t h e  p r o j e c t ?  What w i l l  b e  t h e  
management r e s p o n s i b i l i t i e s ,  s c a l e  and s o u r c e s  of e x e c u t i v e  
s t a f f  r e q u i r e d ? "  

The A p p r a i s a l  Miss ion  v i s i t e d  t h e  U.A.R. i n  December, and o b t a i n e d  
c l a r i f i c a t i o n s  on t h e s e  and o t h e r  a s p e c t s  of  t h e  pi  ~ j e c t .  However, some 
m a t t e r s  remained u n r e s o l v e d ;  o n e  of t h e s e  was p r o j e c t  o r g a n i z a t i o n .  The Back- 
t o - O f f i c e  Report  s t a t e d  t h a t  " t h e r e  was only a p a r t i a l  r e s p o n s e  t o  t h e  Mis- 
s i o n ' s  concern  o v e r  t h e  l a c k  of  c l o s e l y - b u i l t  o r g a n i z a t i o n a l  a r r s z g c m e n t s  
f o r  t h e  p r o j e c t  w i t h i n  t h e  MinPstry  of I r r i g a t i o n .  A p r o p e r  p lann ing  s c c t i o n  
f o r  t h e  p r o j e c t  was n o t i c e a b l y  a b s e n t  and ch i s  x*~J1!,. geed t o  b e  p r o v i r l ~ ~ . .  -i'.;h- 
i n  t h e  p r o j e c t  o r g a n i z a t i o n .  I'  One c o n s u l t a n t ,  who had accompanied t h e  miss ion  
s t a t e d  h i s  r e s e r v a t i o n s  more c l e a r l y ,  a s  f o l l o w s :  

"I happen t o  know i n t i m a t e l y  t h e  l o c a l  e n g i n e e r s '  way of 
approach  and a l s o  t h e  working methods of t h e  M i n i s t r y  of  
I r r i g a t i o n .  Both of t h e s e  may have changed i n  r e c e n t  
y e a r s ,  b u t  in my e s t i m a t i o n  t h i s  is s t i l l  t h e  g r e a t e s t  
t h r e a t  t o  t h e  p r o j e c t .  What i s  m o s t l y  needed t o  e n s u r e  
s u c c e s s  f o r  t h i s  p r o j e c t  i s  t e c h n i c a l  a s s i s t a n c e  i n  man- 
agement:. " 

The Gavernment 's assessment  was q u i t e  d i f f e r e n t .  A F e b r u a r y  20 ,  
1969 Bank memo n o t e d  a s  under :  

"The M i n i s t r y  of  I r r i g a t i o n ,  i n  v e r y  c l e a r  t e r m s ,  informczd 
t h e  m i s s i o n  t h a t  t h e y  would n o t  be  p repared  t o  have ex- 
p a t r i a t e  c o n s u l t a n t s  s u p e r v i s i n g  any  of t h e  work under 
t h e  p r o j e c t .  The m i s s i o n  i# of t h e  v iew t h a t  t h e  > f i n i s t r y  
i s  s u f f i c i e n t l y  exper ienced  and competent  t o  p r e p a r e  t h c  
n e c e s s a r y  drawings and t o  s u p e r v i s e  t h e  c o n s t r u c t i o n  of  
works. liowevsr, t h e  miss ion  f e e l s  t h a t ,  n o t w i t h s t a n d i n g  - - 
t h e  M i n i s t r y ' s  v i e w s ,  e x p e r i ~ n c e d  e x p a t r i a t e  c o n s u l t n n t s  4! 
w i l l  b e  r e q u i r e d  i n  t h e  f i e l d s  of o r g a n i z a t i o n ,  management & 

and t r a i n i n g . "  ,- - - 
9 The Bank d h e r e f o r e  recommended t h e  s e t t i n g  up of on autonomous 

group w i t h i n  t h e  Min'istry t o  implement t h e  p r o j e c t  and t h e  appointment  of 
c o n s u l t a n t s  t o  a s s i s t  them i n  o r g a n i z a t i o n  and management. 

A l e t t e r  d a t e d  A p r i l  3 ,  1969 t o  t h e  > I i n i s t e r  of I r r i g a t i o n  s t a t e d  
t h a t  t h e  Eank b e l i e v e d  " t h e  e x i s t i n g  agency r e s p o n s i b l e  f o r  t h e  project:  ( t h e  



F.xecuti11e A u t h o r i t y  on High Dam K a t e r  and ' r i l e  D r a i n a g e )  d i d  n o t  have 
s u f f i c i e n t  s t r e n g t h  t o  e n s u r e  t h e  e f f i c i e n t  c o o r d i n a t i o n  and c o n t r o l  of 
t h e  m u l t i t u d e  of d i f f e r e n t  a c t i v i t i e s  n e c e s s a r y  f o r  a n  u n d e r t a k i n g  of 
t h i s  m a g n i t ~ ~ d e . "  The Bank t h e r e t o r e  r.1isl.r.8 t o  b e  a s s u r e d  d u r i n g  nego'ia-  
t i o n s  t h a t  " s u f f i c i e ~ t  c o n c e n t r a t i o n  o r  r e s p o n s i b i l i t y  i s  p r o v i d e d ,  and 
t h a t  t h e  main a c t i v i t i e s  would b e  p l a c e d  u n d e r  t h e  d i r e c t  c o n t r o l  of t h e  
Chairman, r a t h e r  t h a n  d e l e g a t e d  t o  t h e  c h a r g e  of o t h e r  Under S e c r e t a r i e s . "  
The a p p o i n t m e r ~ t  o f  c o n s u i t a n t s  was a l s o  recommended f o r  a s s i s t i n g  i n  pro-  
cu rement ,  t r a i n i n g  of p r o j e c t  s t a f f  i n  t h e  l a t e s t  t e c h n i q u e s  of p l a n n i n g  
and s u p e r v i s i o n  o f  c o n s t r u c t i o n  works ,  and f o r  t r a i n i n g  of t e c h n i c i a n s  i n  
t h e  o p e r a t i o n  o f  p r o j e c t  equipment.  D e t a i l s  of t h e s e  p r o p o s a l s ,  a s  g i v e n  
i n  t h e  d r a f t  A p p r a i s a l  R e p o r t ,  were  a s  s u m a r i z e d  i n  Annex 1. 

The Bank was informec! by t e l e p h o n e  OII A p r i l  22 t h a t  t h e  l e t t e r  
o f  A p r i l  3 r e p o r t e d l y  " c r e a t e d  a g i t a t i o n  i n  C a i r o ,  i n  p a r t i c u l a r  t h e  
X i n i s t e r  of I r r i g a t i o n ,  and t h e  M i n i s t e r  of Economy were  p e r t u r b e d .  They 
though t  t h e i r  t e a n  was abou t  t o  s a i l  f o r  Washington f o r  n e g o t i a t i o n s  and 
d i s c o v e r e d  t h a t  new i s s u e s  were  b e i n g  opened." 

The M i n i s t e r  o f  I r r i g a t i o n ' s  l e t t e r  d a t e d  A p r i l  26 emphasized 
t h e  M i n i s t r y ' s  p o s i t i o n .  It s t a t e d  t h a t  " t h e  to  liowL~~-, ? r e  p r e l  jrnFn~r'~ 
views on t h e  p o i n t s  r a i s e d  i n  your  l e t t e r : -  

(1)  Concern ing  your comments on t h e  a u t h o r i t y  w n i c ' n  w i i i  t a k e  
r e s p o n s i b i l i t y  of e x e c u t i n g  t h i s  p r o j e c t :  - 

The M i n i s t r y  o f  I r r i g a t i o n  a s  a  t e c h n i c a l  body headel, 
by t h e  X i n i s t e r  o f  I r r i g a t i o n ,  who w i l l  a c t  a s  t h e  Chairman 
of t h i s  p r o j e c t ,  w i l l  c a r r y  t h e  r e s p o n s i b i l i t y  of t h e  exe-- 
c u t i o n  o f  t h i s  p r o j e c t .  Thus ,  a l l  t h e  a u t h o r i t y  and re- 
s p o n s i b i l i t  i e s  ment ioned t n  your  l e t t e r  a r e  c o m p l e t e l y  
covered .  

It i s  w e l l  known t h a t  t h i s  M i n i s t r y  a s  an  e s t a b l i s h m e n t  
had proved s e v e r a l  t i m e s  i t s  e f f i c i e n c y  i n  c a r r y i n g  o u t  p r o -  
j e c t s  of l a r g e r  magni tude.  

( 2 )  Concernj-ng your  recommendations t o  engage c o n s u l t a n t s  t o  a s s i s t  
and  a d v i s e  i n  t h e  t h r e e  a s p e c t s  ment ioned i n  your l e t t e r : -  

... i f  t h e  need a r i s e s , ' w c  w i l l  b e  happy t o  c o o p e r a t e  w i t h  
t l ie  A s s o c i a t i o n  . .. 

( 3 )  It would be a p p r e c i a t e d  i f  a l l  o t h e r  m a t t e r s ,  which may need 
n e g o t i a t i o n Z a r e  s e n t  t o  u s  i n  d u e  c o u r s e  s o  t h a t  our  n e g o t i a t i n g  
r e p r e s e n t a t , g v e s  w i l l  b e  p r o p e r l y  p r e p a r e d  f o r  d i s c u s s i o n s . "  

It was c l e a r  t h z t  t h e s e  two o r g a n i z a t i o n a l  i s s u e s  cou ld  e n c o u n t e r  
s e r i o u s  n e g o t i a t i n g  d i f f i r n l t i e s .  A  memo d a t e d  A p r i l  29 from Mr. Knapp, 
Chairman of t h e  Loan Committee informed >tr .  XcNamara of t h i s  p o s s i b i l i t y ,  
and a l s o  of t h e  Commit tee ' s  a p p r o v a l  of t h e  proposed loan .  The government ' s  
p r o p o s a l s  t enned  "Plan of Work'' were  r e c e i v e d  i n  e a r l y  J u n e ,  and r e i t e r a t e d  
t h e  M i n i s t e r ' s  p o s i t i o n  t h a t  e x i s t i n g  d e p a r t m e n t s  would be  a b l e  t o  h a n d l e  
t h e  new p r o j  c c r .  Bank s t a f f  , w h i l e  r e v i e w i n g  t h e  l a t e s t  p r o p o s a l s ,  r e e n p t ~ n -  



s i z e d  t h e  need t o  i n c l u d e  a  minimum requ i rement  f o r  a  c o o r d i n a t i n g  mechanism 
w i t h i n  t h e  b l i n i s t r y .  

N e g o t i a t i o n s  began on September 8 ,  1969 and were  concluded on 
Or tober  2 ,  1969. The S s s o c i a t i o n  emphasized t h e  impor tance  of  hav ing  an 
independent  A u t h o r i t y  .Ln c h a r g e  of t h e  e x e c u t i o n  of t h e  P r o j e c t .  They 
po in ted  o u t  t h a t  t h e  r i \ t e  o f  implementa t ion  planned f o r  t h e  P r o j e c t  was 
q u i t e  o p t i a i s t i c ;  and t h i s  would c a l l  f o r  an e f f i c i e n t  management w i t h  
d i r e c t  r e s p o n s i b i l i t y  and c o n t r o l  o v e r  a l l  p r o j e c t  a c t i v i t i e s ,  s t a f f  and 
o t h e r  r e s o u r c e s  n e c e s s a r y  t o  c a r r y  o u t  t h e  p r o j e c t .  The U.A.R. d e l e g a t i o n  
p r e s e n t e d  a  d r a f t  P r e s i d e n t i a l  Decree  ( s i g n e d  on September 25,  1969)  f o r  
e s t a b l i s h i n g  a  N i l e  D e l t a  A u t h o r i t y  f o r  T i l e  D r a i n a g e  p r o j e c t s ,  which was 
found s a t i s f a c t o r y .  It was u n d e r s - o o d  t h a t  t h e  A u t h o r i t y  ~ o u l d  a l s o  b e  r e -  
s p o n s i b l e  f o r  main tenance  of a l l  d r a i n a g e  works u n t i l  handing t h i s  r espon-  
s i b i l i t y  ove-c t o  t h e  M i n i s t r y  of I r r i g a t i o n ,  n o r m a l l y  a t  t h e  end of  t h e  
g u a r a n t e e  p e r i o d ,  and f o r  t h e  t r a i n i n g  of main tenance  s t a f f  of  t h e  M i n i s t r y .  

Both t h e  Assoc:'.ation and t h e  U.A.R. d e l e g a t i o n  were agreed  t h a t  
t h e  t o p  management of  tb t :  P r o j e c t  would r e p r e s e n t  one of  t h e  most impor tan t  
elemerlts f o r  i t s  s u c c e s s .  It was dec ided  t h e r e f o r e ,  t h a t  t h e  g r e a t e s t  c a r e  
and s c r u t i n y  would b e  e x e r c i s e d  i n  t h e  a~.~ai .g . tm,ent  of  such  t o p  m?aagcih@ne 
and t h a t  t h e  A s s o c i a t i o n  irould b e  c o n s u l t e d  s u f f i c i & i t l y  i n  advance.  S t a f f  
r e q u i r e ~ n e n t s  f o r  o t h e r  ca ' . egor ies  ( c i v i l  e n g i n e e r s ,  mechan ica l  eng ineo .~ :  - 
and s u p e ~ v i s o r s ,  includin;3  mechanics)  f o r  eacri' arrlo~dnr. ;.czix L'idrn 1470 t o  
1975,  and appo in tment  of c o n s u l t a n t s  were a l s o  a g r e e d  upon. 

The Board appro9:td t h e  development c r e d i t  of US$26 m i l l i o n  on 
March 24,  1970 t:o p r o v i d e  t!.le d r a i n a g e  f o r  about  950,000 a c r e s  of i r r i g a t e d  
l a n d  i n  t h e  d e l t a  of t h e  Nii ; . .  k i v e r  :rid t o  i n c r e a s e  c r o p  p roduc t ion  on t h i s  
l a n d .  The P r o j e c t  became e f f e c t i v e  December 2 2 ,  1970 w i t h  a 6-year d i s -  
bursement p e r i o d .  The i n i t i a i  problem5 f a c e d  by t h e  p r o j e c t  d u r i n g  t h e   firs^ 
f o u r  y e a r s  were  c o n s i d e r a b l e ,  and r e q u i r e d  p a i n s t a k i n g  e f f o r t  and p r ~ r s i s t e n c e  
t o  g e t  them r e s o l v e d  a t  Governm?nt /Author i ty  l e v e l s .  These  a r e  d e s c r f b e d  
below: 

P r o j  e c t  Implement a t  i o n  : 

The P r o j e c t  encounte red  s u b s t a n t i a l  problems soon a f t e r  Board 
Approval.  A November 24, 1971  Bank memo s t a t e d  t h e  f o l l o w i n g :  

"It might be  o f  i n t e r e s t  t o  n o t e  t h a t  we a c t u a l l y  s p e n t a 6 8  
man weeks s u p e r v i s i n g  t h i s  p r o j e c t  i n  FY71 ( i n c l u d i n g  21 .6  
man weeks of c o n s u l t a n t  '13 t i m e ) ,  T h i s  f i g u r e  might be  com- 
pared  w i t h  t h e  9 , 5  man wceks pe r  p r o j e c t  which we were asked 
t o  a l l o c a t e  f o r  a u p e r v i s t o n  a t  t h e  t i m e  of t h e  FY71 mid-year 
budget  review.  T h i s  would i n d i c a t e  t h a t  we s p e n t  seven t i m e s  
t h e  budgeted man weeks on s u p e r v i s i n g  t h i s  p r o j e c t  between 
J u l y  1970 and J u n e  1971."  - 

0 
S i x  s u p e r v i s i o n  m,lss ions  (4 of  t h e s e  p r i o r  t o  e f f e c t i v e n e s s )  had been mounted 
w i t h i n  a  p e r i o d  of  18 months from A p r i l  1, 1970 t o  October  31, 1971. A sum- 
mary of e x t r a c t s  from t h e s e  s u p e r v i s i o r l  r e p o r t s  is  g i v e n  below: 



F i r s t  Mission - ~ p r i l / M a y  19' '..: 

( i )  No a c t i o n  had 1.. In t a k e n  t o  a p p o i n t  D i r e c t o r s  of t h e  N i l e  
D e l t a  A u t h o r i t y .  The A u t h o r i t y  had no s t a f f  o r  o f f i c e  accommodation. Three 
of t h e  f i v e  nominees r J r  D i r e c t o r s  were,  i n  t h e  r n i s s l o n ' s  o p i n i o n ,  of "very 
i n d i f f e r e n t  q u a l i t y . "  The remaining two were n o t  y e t  nominated. 

( i i )  P r o p o s a l s  from t h r e e  c o n s u l t a n t  Firms had beeil i n v i t e d  b u t  
n o t  y e t  r e c e i v e d .  

( i i i )  Access t l  t h e  p r o j e c t  a r e a  was i m p o s s i b l e  wi thou t  s e c u r i t y  
passes .  

( i v )  The nominat ion of t h e  Chairman of t h e  Au6hori ty  was t h e  
s u b j e c t  of much c o n j e c t u r e  d u r i n g  n e g o t i a t i o n s  and i s  s t i l l  a rnat ter  of con- 
c e r n .  T h e  pe rson  nominated i s  t h e  l e a s t  e l d e r l y  and t h e  most a c t i v e  of t h e  
p r e s e n t  Under S e c r e t a r i e s  of t h e  M i n i s t r y  of I r r i g a t i o n ,  b u t  i n  common w i t h  
n e a r l y  a l l  t h e  s e n i o r  o f f i c i a l s  i n  t h e  M i n i s t r y ,  h e  a p p a r e n t l y  h a s  no ex- 
p e r i e n c e  of h a n d l i n g  l a r g e - s c a l e  development p r o j e c t s ,  and w i l l  p robab ly  
have t o  r e f e r  most m a t t e r s  t~ t h e  M i n i s t e r .  

Second Mission - J u l y  1970: 

( i )  The miss ion  went t o  S t o r ' c h ~ l n  t;o r e v i e w  t k ?  . ~ i . $ ~ b i i l " t y  of 
c o n s u l t a n t s ,  VBB, s e l e c t e d  by t h e  Government, and recommended a p p r o v a l  oi V3B. 

( i i )  Although VBB themse lves  have v i r t u a l l y  no e x p e r i e n c e  i n  l a r g e -  
s c a l e  t i l e  d r a i n a g e  p r o j e c t s ,  t h i s  shortcoming i s  o f f s e t  by t h e i r  e x p e r i e n c e  
i n  p r o j e c t  c o n t r o l  and t h e i r  w i l l i n g .  s t o  supplement t h e i r  own s t a f f  w i t h  
s u i t a b l e  exper ienced  e x p e r t s .  

Th i rd  Mission - October/November 1970: 

( i )  A Bank c o n s u l t a n t ,  accompanied f o r  a few days by a Bank Engineer ,  
s p e n t  t h r e e  weeks a s s i s t i n g  t h e  A u t h o r i t y  t o  p r e p a r e  c o n t r a c t  documents. 

Fourth  Mission - December 1970: 

( i )  The miss ion  went t o  a s s i s t  t h e  A u t h o r i t y  i n  appoint-lng con..- 
s u l t a n t s .  E f f e c t i v e  d a t e  of J u l y  1 4 ,  1970 has  been extended more t h a n  once t o  
J a n u a r y  1, 1971 because  of f a i l u r e  t o  a p p o i n t  c o n s u l t a n t s .  , , 
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( i i )  L i t t l e  p r o g r e s s  h a s  been made i n  n e g o t i a t i n g  a c o n t r a c t  be- 
tween t h e  A u t h o r i t y  and VBB.  A t  t h e  m i s s i o n ' s  s u g g e s t i o n  t h e  Chairman agreed 
t o  go t o  Stockholm, accompanied by t h e  m i s s i o n ,  50 conc lude  a c o n t r a c t ,  The 
c o n t r a c t  was s i g n e d  i n  Stockholm on December 21 f n d  t h e  C r e d i t  d e c l a r e d  e f -  
f e c t i v e  on December 22,  1970. ". 
F i f t h  H i s s i o n  - A p r i l  1971: . -- 

PP 
( i )  The c o n s u l t a n t s  had heen i n  c a i r n  about  s i x  weeks b u t  i t  was 

a l r e a d y  a p p a r e n t  t h a t  t h e  Chairman had l i t t l e  i n t e n t i o n  of u s i n g  them e f -  
f e c t i v e l y  t o  a s s i s t  and a d v i s e  t h e  A u t h o r i t y  a s  c n v i ~ a g e d  i n  t h e i r  Terms of 
Reference.  



( i i )  The tn iss ion r e c o g n i z e d  t h a t  i t  would be  n e c e s s a r y  t o  keep a 
c a r e f u l  watch on t h e  managenert  a b i l i t y  of  t h e  A u t h o r i t y  and t h e i r  c a p a c i t y  
t o  make a p p r o p r i a t e  p r e p a r a t i o n s  f o r  t h e  i n c r e a s e d  o u t p u t  expec ted  t o  com- 
mence i n  1972173. 

( i i i )  The p r e p a r a t i o n  o f  c o n t r a c t  documents f o r  i n t e r n a t i o n a l  
c o m p e t i t i v e  b i d d i n g  i s  s t i l l  a  ma jo r  u n d e r t a k i n g  f o r  t h e  A u t h o i i t y  s i n c e  
t h e y  a p p e a r  t o  have o n l y  one man o f  a b i l i t y  i n  t h i s  f i e l d .  The c o n s u l t a n t s  
p rov ided  a  c o n t r a c t  e n g i n e e r  t o  a s s i s t  i n  t h e  p r e p a r a t i o n  o f  c o n t r a c t  docu- 
ments and when h e  v i s i t e d  C a i r o ,  t h e  Cha i rnan  s a i d  h e  was n o t  r e q u i r e d  and 
s o  h e  r e t u r n e d  t o  Sweden. The m i s s i o n  s u g g e s t e d  t h a t  h e  be  r e c a l l e d  i m -  
m e d i a t e l y  and w e  have r e c e n t l y  h e a r d  t h a t  h e  i s  now back i n  C a i r o .  

( i v )  The s t a f f  o f  t h e  A u t h o r i t y  i s  s t i l l  b e i n g  r e c r u i t e d  and 
t r a i n e d .  A l l  d e p a r t m e n t a l  Dj.rzcLor;hips h a v e  been f i l l e d .  The q u a l i t y  of 
t h e  s e n i o r  management r e m s t n s  t o  b e  t e s t e d .  However, o n e  canno t  f a i l  t o  
have  s e r i o u s  r e s e r v a t i n r ~ s  abou t  t h e i r  a b i l i t y  t o  3 r g a n i z e  and a d m i n i s t e r  a  
program of  t h i s  magni tude.  

S i x t h  Miss ion  - October  1971: 

( i )  The p r o j e c t  c o n t i n u e s  t o  Pzll b e h i t 2  s c h e d u l e  w i t h  l i t t l e  
e v i d e n c e  t h a t  t h e  program f o r  s u b s t a n t i a l l y  i n c r e a s e d  f i e l d  d r a i n a g e  w i l l  be 
ach ieved  n e x t  y e a r .  The p r e p a r a t i o n  a~!d i s s u e  o f  c o q t r , ~ w  iezclri~ents i s  
s e r i o u s l y  behind s c h e d u l e ,  The o r g a n i z a t i o n  and management of t h e  A u t h o r i t y  
is n o t  a d e q u a t e  i n  q u a n L i t y  o r  q u a l i t y  t o  e x e c u t e  t h e  p r o j e c t  on s c h e d u l e .  
The c o n s u l t a n t s  a r e  u n d e r - u t i l i z e d  and p l a y  a  minimal  r o l e .  T l ~ e  p r o j e c t  
shou ld  be p l a c e d  on t h e  "Problem P r o j e c t "  l i s t  and  more i n t e n s i v e  and f r e -  
quent  s u p e r v i s i o n  m i s s i o n s  w i l l  be  n e c e s s a r y .  

A n o t e  d a t e d  November 2 4 ,  1971 ,  p r e p a r e d  by  t h e  P r o j e c t  O f f i c e r ,  
summarized t h e  f i n d i n g s  of t h e s e  s i x  m i s s i o n s ,  and conc luded  w i t h  t h e  fo l low-  
i n g  o b s e r v a t i o n s :  

" O r g a n i z a t i o n  and Management 

There  i s  n o  doub t  t h a t  t h e  major  c o n s t r a i n t  t o  t h e  s u c c e s s f u l  com- 
p l e t i o n  o f  t h e  p r o j e c t  is t h e  poor  and weak o r g a n i z a t i o n  and management of 
t h e  A u t h o r i t y ,  Every p r e v i o u s  s u p e r v i s i o n  m i s s i o n  h a s  p o i n t e d  t h i s  o u t  and 
it i s  t o d a y  more e v i d e n t  t h a n  e v e r .  The Chairman h a s  n e i t h e r  t h e  t e c h n i c a l  
competence n o r  t h e  m a n a g e r i a l  a b i l i t y  t o  b e  t h e  c h i e f  e x e c u t i v e  o f f i c e r  of 
an o r g a n i z a t i o n  s e t  up t o  c a r r y  o u t  t h e  l a r g e s t  s i n g l e  d r a i n a g e  o p e r a t i o n  
e v e r  under taken .  T h e r e  a r e  f i v e  D i r e c t o r a t e s  headed by D i r e c t o r s  Genera l  
who r e p o r t  t o  t h e  Chairman. One D i r e c t o r  Genera l  d i e d  r e c e n t l y  and a n o t h e r  
h a s  been h o s p i t a l i z e d  and i s  u n l i k e l y  t o  be a b l e  t o  r e t u r n  f u l l  t i m e .  The 
remaining t h r e e  s u f f e r  from t h e  same l i m i t a t i o n s ,  i n  v a r y i n g  d e g r e e s ,  a s  

? t h e  Chairman. The Chairman 's  P l a n n i n g  O f f i c e  is  v i r t u a l l y  n o n - e x i s t e n t  w i t h  - 
b o t h  i t s  s e n i o r  e n g i n e e r s  awny. One of t h e  few a b l e  and q u a l i f i e d  e n g i n e e r s  = who was i n  t h e  Cha i rman ' s  T e c h n i c a l  O f f i c e  h a s  l e f t  t 3  j o i n  FA0 i n  I r a *  

b S u p p o r t i n g  s t a f f  w i t h i n  t h e  D i r e c t o r a t e s  a r e  a s  med ioc re  as t h e i r  s u p e r i o r s .  
n 

A  major  d e f e c t  i n  t h e  o r g a n i z a t i o n a l  s t r u c t u r e  i s  t h e  a b s e n c e  o f  
any d e p u t i e s .  If a D i r e c t o r  G e n e r a l  shou ld  b e  a b s e n t  t h e r e  i s  no one t o  



r e p l a c e  him. T h i s  i s  c u r r e n t l y  t h e  s i t u a t i o n  i n  two of t h e  D i r e c t o r a t e s .  
One of t h e s e  D i r e c t o r a t e s  i s  r e s p o n s i b l e  f o r  p r e p a r i n g  a l l  t h e  c o n t r a c t  
documents. I n  t h e  absence  of t h i s  D i r e c t o r  G e n e r a l ,  n o t  one of h i s  s t a f f  
i s  e i t h e r  f a m i l i a r  w i t h  t h e  c o n t e n t s  o f  t h e  e x i s t i n g  c o n t r a c t  documents,  o r  
competent t o  p r e p a r e  t h e  new documents which s t i l l  have t o  t ?  i s s u e d .  

C o n s u l t a n t s  

A p o s s i b l e  and p a r t i a l  s o l u t i o n  t o  t h e  immediate c r i t i c a l  s i t u a -  
t i o n  would b e  t o  more e x t e n s i v e l y  make u s e  of t h e  c o n s u l t a n t s .  However, 
t h e  Chairman remains  convinced t h a t  t h e  A u t h o r i t y  h a s  a l l  t h e  competence 
n e c e s s a r y  t o  e f f i c i e n t l y  e x e c u t e  t h e  p r o j e c t  and t h e r e f o r e  t h e  c o n s u l t a n t s  
a r e  more of a h i n d r a n c e  t h a n  a  h e l p .  He s u f f e r s  them o n l y  because t h e  
A;sociat ion i n s i s t e d  on t h e i r  p resence .  The c o n s u l t a n t s  i n  t u r n  are  con- 
s c i o u s  o f  t h e i r  c l i e n t ' s  a n t i p a t h y  towards  them and of  t h e  f a c t  t h a t  t t ,ey 
have no r e s p o n s i b i l i . t i e s  f o r  p r o j e c t  execu t ion .  They a r e  t h e r e  s o l e l y  t o  
a d v i s e  and a s s i s t .  They t a k e  t h e i r  Terms of R e f e r e n c e  s e r i o u s l y  and tend 
t o  p r o f f e r  a d v i c e  o n l y  when i t  i s  sought .  I'  

It was c l e a r  t h a t  t h e  P r o j e c t  was i n  s e r i o u s  t r o u b l e .  A S p e c i a l  
Loan Meeting was h e l d  on December 2 ,  1971 t o  d i s c u s s  t h e  UAR's ~ e r f o m s n c ~  . 
under  t h e  N i l e  D e l t a  P r o j e c t  and i t s  i v p l i c a t i o n s  f-: ZuiUre Bank Group 
o p e r a t i o n s  i n  Egypt.  The d i s c u s s i o n  took  n r t e  ,of . t h +  f a c t  t h a t  s u p e r v i s i o n  
m i s s i o n s  had r e p e a t e d l y  p o i n t e d  o u t  t h e  need t o  improve c.?? ? : , ~ - ~ f 2  afu' lush= 

more e x t e n s i v e  u s e  of c o n s u l t a n t s ,  b u t  t o  no U-+adIi.. A d e c i s i o n  was t a k e n  
t h a t  c o n s i d e r a t i o n  should b e  g i v e n  t o  a h i g h - l e v e l  r e p r e s e n t a t i o n  t o  t h e  
Egypt ian Govehment  t h a t  t h e  management o f  t h e  A u t h o r i t y  should be  r e p l a c e d .  
The Chainnan of t h e  meet ing asked t h a t  a  d r a f t  a i d e  memoire be p repared  f o r  
t h i s  purpose. 

The p r o j e c t  was placed on t h e  Problem P r o j e c t s  l i s t  i n  January  1 9 7 2 .  
A s u p e r v i s i o n  m i s s i o n  v i s i t e d  t h e  UAR i n  February ;  s i m u l t a n e o u s l y  t h e  D i r e c t o r  
(EMENA) d i s c u s s e d  t h e  a i d e  memoire w i t h  Government. The m i s s i o n ' s  r e p o r t  
n o t e d  t h a t  t h e  p r o j e c t  was about  1 8  months behind s c h e d u l e  and was l i k e l y  t o  
f a l l  f u r t h e r  beh ind  i n  fu t l l ze ,  u n l e s s  c o r r e c t i v e  a c t i o n  was t sken .  The 
problems i n c l u d e d  "major c o s t  o v e r r u n s  of f o r e i g n  exchange r e q u i r e m ~ ? t s  , 

( e s t i m a t e d  a t  50% t o  6 5 X ) ,  inadequatp. budge ta ry  a l l o c a t i o n s  of l o c a l  f u n d s ,  
i n s u f f i c i e n t  u s e  o f  c o n s u l t a n t s  ' s e r v i c e s ,  u l ~ s a t i s f a c t o r y  c o n t r a c t u a l  r e l a -  
t i o n s h i p s ,  d e l a y s  i n  equipment procurement and f a i l u r e  t o  make a d e q u a t e  u s e  
of e x i s t i n g  equipment.  I '  

The Chairman of NDDA had s a f f e r e d  a  s e v e r e  c e r e b r a l  hemorrhage 
s h o r t l y  b e f o r e  t h e  m i s s i o n ' s  .? is i t ,  and an a c t i n g  chairman had been ap- 
p o i n t e d .  The m i s s i o n  t h e r e f o r e  recommended a l o n g  w i t h  o t h e r  sugges t  i o n s ,  
t h a t  I D A  u r g e n t l y  r!?formulote t h e  p r o j e c t ,  and t h a t  t h e  government nominate  
a  f u l l - t i m e  permanent chairman a s  e a r l y  a s  p o s o i b l e ,  g i v i n g  I D A  f i r s t  an; 
o p p o r t u n i t y  t o  e x p r e s s  i t s  views i n  accordance  w i t h  t h e  Minutes  agreed  upon 
d u r i n g  n e g o t i a t i o n s .  - - 

A superv&sion  miss ion  r e p o r t e d  i n  December 1972 t h a t  t h e  w e a k n 9 s e s  
i n  t h e  A u t h o r i t y  ' s - o r g a n i z a t  ion  had n o t  been remedied,  f u r t h e r  d e t e r i o r a t i o n  
had taken  p l a c e  t o  t h e  p o i n t  where t h e  o r g a n i z a t i o n ' s  a b i l i t y  t o  implement 
t h e  p r o j e c t  was h i g h l y  questionable. A l l  depar tments  d e a o n s t r a t e d  d e f i -  
c i e n c i e s  r a n g i n g  from !-adequate management t o  s h o r t a g e s  of q u a l i f i e d  s t a f f .  



R e l a t i o n s h i p s  among t h e  D i r e c t o r s  G e n e r a l  were  e x t r e m e l y  poor  and t h e  Board 
of t h e  A u t h o r i t y  had n o t  met f o r  f i v e  months p r i o r  t o  t h e  m i s s i o n ' s  v i s i t .  
?:DnA e x p r e s s e d  i t s  d i s s a t i s f a c t i o n  w i t h  t h e  s e r v i c e s  p r o v i d e d  by V B B  (whose 
con t r ; c t  Gas t o  t e r m i n a t e  i n  ??arch 7 3 ) .  P h y s i c a l  e x e c c t i o n  o f  t h e  P r o j e c t  
was now t w - c  y e a r s  behind '  s c h e d u l e .  

The , ! in i s t e r  of I r r i g a t i o n  g a v e  t h e  m i s s i o n  a s s u r a n c e s  t h a t  h e  
would merge NDDA and t h e  Egyp t i an  Gei lera l  A u t h o r i t y  f o r  D r a i n a g e  (EGM) pro-  
posed f o r  t h e  Upper Egypt D r a i n a c e  P r o j e c t  now b e i n g  a p p r a i s e d ,  i n t o  a  new 
o r g a n i z a t i o n  and  wi:hin two ir.r,;~chs would s t a f f  i t  w i t h  e f f e c t i v e  key man- 
agement p e r s o n n e l .  Ee u a i e r t o o k  a l s o  t o  a p p o i n t  e x p e r i e n c e d  o f f i c . e r s  a s  
D i r e c t o r s  G e n e r a l ,  s i n c e  a l l  PiilDA's d e p a r t m e n t s  were  i n v o l v e d  i n  t h e  execu- 
t i o n  of t h e  program,  and  n o t  o n e  was c o n s i d e r e d  a d e q u a t e l y  equipped t o  
s h o u l d e r  t h e  l o a d .  Deficiencies ranged  f rom i n a d e q u a c L e s  i n  d e p a r t m e n t a l  
l e a d e r s h i p  and  fo rward  p l a n n i n g  t o  c r i t i ca l  s h o r t a g e s  of t r a i n e d  e n g i n e e r s  
f o r  t h e  s u p e r v i s i o n  o f  works.  

It was e v i d e n t  t o  t h e  m i s s i o n  t h a t  c e r t a i n  of t h e  p r e s e n t  incum- 
b e n t s  a t  t h e  D i r e c t o r  G e n e r a l  l e v e l ,  f o r  a  v a r i e t y  of r e a s o n s  i n c l u d i n g  
ternperanlental  u n s u i t a b i l i t y ,  l a c k  of i n t e r e s t  o r  i n a d e q u a t e  e x p e r i e n c e ,  were 
n o t  c a p a b l e  o f  p e r f o r m i n g  a s  p a r t  of  a n  i n t e g r a t e d ,  decis ion-making admini-  
s r r a t i v e  body. One D i r e c t o r  G e n e r a l  had been  a l l o w e d  to a c c e p t  employment 
o u t s i d e  Egypt f o r  a  p e r i o d  of a  y e a r  and h i s  a c t i n g  repbaczment  was n o t  
a d e q u a t e l y  q u a l i f i e d  f o r  t h e  p o s i t i o n .  Another  r e c e n t l y  ~,p?a&.ieed DirLcbs-i 
G e n e r a l  had been p e r m i t t e d  t o  r e t a i n  a  number u f - o u t s i d e  r e s p o n s i b i l i t i e s  
and  i n t e r e s t s  and  t o  make t r i p s  a b r o a d  n o t  c o n n e c t e d  w i t h  NDDA a c t i v i t i e s  
which would s e r i o u s l y  i n t e r f e r e  w i t h  h i s  n r o j  e c  t r e s p o n s i b i l i t i e s .  

I n  c o n t r a s t  t o  t o p  management, a  number o f  t h e  e n g i n e e r s  a t  t h e  
upper  l e v e l  were of h i g h  c a l i b e r ,  d e d i c a t e d  and h a r d  working.  However, 
m o r a l e  was s e r i o u s l y  a f f e c t e d  by t h e  p r e s e n t  s i t u a t i o n ;  r e s i g n a t i o n s  and 
r e q u e s t s  f o r  t r a n s f e r s  were  e x p e c t e d  i n  a  number o f  c a s e s .  The s t a f f  
s h o r t a g e  a t  m i d d l e  l e v e l s  remained c r i t i c a l .  T h e r e  were  i n s u f f i c i e n t  
numbers o f  e x p e r i e n c e d  e n g i n e e r s  t o  c a r r y  o u t  d e s i g n  and s u p e r v i s o r y  func -  
t i o n s  f o r  t h e  works ,  i n c l u d i n g  pumping s t a t i o n s ,  o p e n  d r a i r s ,  t i l e  d r a i n s  
and t i l e - m a k i n g  f a c t o r i e s .  T h i s  was e q u a l l y  t r u e  of a l l  e n g i n e e r i n g  f i e l d s  -- 
c i v i l ,  mechan ica l  o r  e l e c t r i c a l .  The s i t u a t i o n  was n o t  new; i t  had e x i s t e d  
s i n c e  t h e  e s t a b l i s h m e n t  of NDDA, b u t  had been o b s c u r r e d  from IDA'S v i e w  i n  
Lhe p a s t  by t h e  form i n  which i n f o r t n a t i o n  had been s u p p l i e d  i n  p r o g r e s s  r e -  
p o r t s  a b o u t  s t a f f i n g  m a t t e r s  -- which d i d  n o t  show t h e  g r a d e s  and e x p e r i e n c e  
o f  ' h e  e n g i n e e r s .  The m i s s i o n  was in fo rmed  t h a t  most  of t h e  e n g i n e e r s  were 
newly q u a l i f i e d  and v i t h o u t  p r a c t i c a l  e x p e r i e n c e .  

The m i s s i o n  c o n s i d e r e d  t h a t  t h e  p r o p o s a l  t o  form a new j o i n t  o r -  
g a n l z f l t i o n  merg ing  t h e  NDDA w i t h  t h e  EGM, (which hod been d i s c u s s e d  w i t h  
t h e  Egyp t i an  delegatl;.on i n  Washington i n  J u l y ) ,  was t i m e l y  i n  r e l a t i o n  t o  
t h e  need t o  make e f f * i e n t  u s e  of l i m i t e d  s e n i o r  s t a f f  c a p a c i t y ,  b u t  c o u l d  
b e  d i s r u p t i v e  i n  t h e m s h o r t  te rm.  However, i t  was o f  t h e  v i e w  t h a t  Govern- 
r e n t ,  h a v i n g  d e c i d e d s o  c r e a t e  t h e  new o r g a n i z a t i o n ,  s h o u l d  have a c t e d  
q u i c k l y  and d e c i s i v e *  t o  set i t  up and  s t a f f  i t .  - 

A s s u r a n c e s  were  o b ~ a i n e d  f rom t h e  M i n i s t e r  of I r r i g a t i o n ,  t h e  
Deputy Prime : 4 i n i s t e r  and t h e  Vice  P r e s i d e n t  t h a t  a l l  needed a c t i o n s  would 
b e  t a k e n  w i t h i n  two months. However, I D A ' S  e x p e r i e n c e  w i t h  t h e  p r o j e c t  t o  



d a t e  had been t h a t  r e a s o n a b l e  p r o g r e s s  had becn p o s s i b l e  o n l y  when a Bank 
m i s s i o n  v i s i t e d  Egypt o r  an  Egyp t i an  d e l e g a t i o n  came t ,  Washington ( t h i s  
had been t r u e  f o r  many problems:  employment o f  c o n s u l t a n t s ,  p r e p a r a t i o n  of 
c o n t r a c t  documents ,  e v a l u a t i o n  o f  t e n d e r s  and s i g n i n g  of c o n t r a c t s ) .  Given 
t h e  d i f f i c u l t y  o f  o b t a i n i n g  a p p o i n t m e n t s  t o  s e e  key p e o p l e  and t h e  t ime  
needed t o  p e n e t r a t e  below t h e  s u r f a c e  o: - 7 t t e r s  t o  d i s c o v e r  t h e  f a c t s  of 
any s i t u a t i o n ,  t h e  m i s s i o n  recommended t h a t  c o n s i d e r a t i c n  be  g i v e n  t o  t h e  
p o s s i b i l i t y  of s t a t i o n i n g  a  permanent r e p r e s e n t a t i v e  i n  C a i r o  r a t h e r  t h a n  
s e n d i n g  s h o r t ,  t hough  pe rhaps  f r e q u e n t ,  s u p e r v i s i o n  m i s s i o n s .  Zr was recog-  
n i z e d  t h e  margin  between p r o v i d i n :  t e c h n i c a l  a s s i s t a n c e  needed l o c a l l y  and 
a c c e p t i n g  r e s p o n s i b i l i t y  f o r  p r o j e c t  e x e c u t i o n  (which t h e y  c o n s i d e r e d  un- 
d e s i r a b l e )  was narrow.  However, s i n c e  c: t o t a l  l e n d i n g  program f o r  abou t  
f o u r  m i l l i o n  a c r e s  of d r a i n a g e  5- t h e  Nile D e l t a  and  Upper Egypt was a t  
s t a k e ,  e x c e p t i o n a l  a c t i o n  was c o n a i d e r e d  j u s t i f i e d .  D i s b u r s e m e ~ t s  t o  d a t e  
were  o n l y  a b o u t  5% of  t h e  o r i g i n a l  e s t i m a t e .  

A s  a  fo l low-up o f  a s s u r a n c e s  g i v e n  e a r l i e r  by t h e  M i n i s t e r  o f  Ir-- 
r i g a t i o n ,  t h e  Egyp t i an  P u b l i c  A u t h o r i t y  f o r  D r a i n a g e  P r o j e c t s  (EPAD) was 
e s t a b l i s h e d  by P r e s i d e n t i a l  D e c r e e  i n  e a r l y  1973. (See Annex 2 f o r  d e t a i l s  
o f  t h e  new o r g a n i z a t i o n a l  a r r a n g e m e n t s . )  The J u l y  1 9 7 3  m i s s i o n  r e p o r t e d  
t h a t  i t  was encouraged by t h e  p r o g r e s s  made u i t h  r e s p e c t  t o  t h e  r e o r g a n i z a -  
t i o n ,  ( a  new Chairman and s e v e r a l  new key o f f i c i a l s  had .h.e~r?. app?!ote.4) b u t  
was d i s a p p o i n t e d  . , a t  a n  i n a d e q u a t e  a l l p c a t - i o n .  .of l o c a l  funds  in  t h e  1973'  
Budget was b e g i n n i n g  t o  a f f e c t  t h e  award o f  newyidrain i n s t a l l a t i o n  c o n t r a c t s  
2nd p u t t i n g  i n t o  s e r v i c e  o f  new equipment .  The .p~.-s . ib9l i ' ry 'of' alr a>ez>u. tcm.- 
p l e t e  h a l t  i n  p r o j e c t  implementa t ion  l a t e r  i n ' t h e  y e a r  was f o r s e e n .  The 
A s s o c i a t i o n ' s  c o n c e r n  was conveyed t o  Government in August 1973 b u t  i n s p i t e  
o f  t h e  v e r b a l  a s s u r a n c e s  r e c e i v e d ,  no a d d i t i o n a l  f u n d s  were  p r o v i d e d .  

The March 1974 m i s s i o n  r e p o r t e d  t h a t  d u r i n g  t h e  second h a l f  of 1973,  
t h e  p r o j e c t ' s  p r o g r e s s  r e c e i v e d  a  s e t  back d u e  t o  s h o r t a g e  of l o c a l  c u r r e n c y  
and t h e  Oc tober  1973  War. P r o j e c t  c o m p l e t i o n  was a b o u t  20% i n  a p p r o x i m a t e l y  
50% o f  t h e  o r i g i n a l  c o n s t r u c t i o n  t i m e .  Seve13l s e n i o r  o f f i c e r s  had l e f t  t h e  
A u t h o r i t y ,  b u t  t h e i r  p o s i t i o n s  had been f i l l e d  by o t h e r s  -- m o s t l y  i n  a c t i n g  
c a p a c i t y .  Al though o n l y  70% of t h e  p o s i t i o n s  were  f i l l e d ,  t h e  s t a f f  was 
c o n s i d e r e d  a d e q u a t e .  With r e l e a s e  o f  p e r s o n n e l  f rom m i l i t a r y  s e r v i c e ,  t h e  
s t a f f i n g  p o ~ ~ i t  i o n  was expec ted  t o  keep  improving c o n t i n u o u s l y .  The Govern- 
ment now e n c , ~ u r a g e d  Egyp t i ans  t o  go on o v e r s e a s  a s s i g n m e n t s  t o  assist  o t h e r  
Arab c o u n t r i t ! ~ ,  b u t  a s s u r e d  t i le  m i s s i o n  t h a t  p r o j e c t  work would n o t  s u f f e r  
because  o f  s t a f f  changes .  Such c h a n g e s  were  c o n s i d e r e d  q u i t e  normal  i n  
government o f f i c e s ,  and whenever a p o s i t i o n  f e l l  v a c a n t ,  i t  was e x p e c t e d  t o  
b e  promptly  f i l l e d  by an  e q u a l l y  competent  pe r son .  
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The Oc tober  1974 m i s s i o n  r e p o r t e d ,  however,  t h a t  v e r y  l i t t l e  pro-  
g r e s s  had been made s i n c e  t h e  l a s t  s u p e r v i s i o n  m i s s i o n  ill March. The p r o j e c t  
was now e x p e c t e d  t o  b e  completed by December 1979,  3  y e a r s  beh ind  t h e  o r i g i n a l  
s c h e d u l e .  Roughly 40% of t h e  o r i g i n a l l y  e s t i m a t e d  d i s b u r s e m e n t s  had t a k e n  
p l a c e ;  and a b o u t  25% of  t h e  t o t a l  d r a i n a g e  work had been completed s o  f a r .  
Major problems i n c l u d e d  inadequacy  of l o c a i  f u n d s ,  d e f i c i e n c i e s  i n  p r o j e c t  
management, d e l a y s  i n  procurement  and i n a b i l i t y  t o  m a i n t a i n  schedu led  r a t e s  
of  c o n s t r u c t i o n  f o r  t i l e -making  f a c t o r i e s  &d pumping p l a n t s .  I t  seemed un- 
l i k e l y  t h a t  p r c j e c t  p r o g r e s s  would b e  e a s y  i n  t h e  n e a r  f u t u r e .  L a t e  i n  1974, 
t h e  P r o j e c t  O f f i c e r  wondered what h e  might do t o  r e c t i f y  t h e  s i t u a t i o n .  



ORGANIZATION AND MANAGEMENT* - 

M i n i s t e r i a l  R e s p o n s i b i l i t y  

The M i n i s t e r  of I r r i g a t i o n  would b e  r e s p o n s i b l e  f o r  t h e  g e n e r a l  
s u p e r v i s i o n  o f  t h e  implement ing agency f o r  t h e  p r o j e c t ,  and f o r  t h e  main- 
t e n a n c e  and o p e r a t i o n  o f  t h e  works a f t e r  c o m p l e t i o n .  The M i n i s t e r  of 
A g r i c u l t u r e  and A g r a r i a n  Reform would be  r e s p o n s i b l e  f o r  p r o v i d i n g  ex ten-  
s i o n  s e r v i c e s ,  on-farm i n p u t s  and a g r i c u l t u r a l  c r e d i t  th rough  t h e  coopera-  
t i v e  o r g a n i z a t i ~ n s ,  t o  e n a b l e  f u l l  b e n e f i t s  t o  be a c h i e v e d  from t h e  p r o j  e c t  . 

P r o j e c t  A u t h o r i t y  

E x e c u t i v e  r e s p o n s i b i l i t y  f o r  c o n s t r u c t i o n  o f  t h e  p r o j e c t  h a s  
been v e s t e d  i n  t h e  N i l e  Delta A u t h o r i t y  f o r  T i l e  D r a i n a g e  P r o j e c t s  which 
i s  a n  independen t  government agency  under  t h e  s u p e r v i s i o n  o f  t h e  M i n i s t r y  
o f  I r r i g a t i o n ,  e s t a b l i s h e d  by  P r e s i d e n t i a l  Decree  i n  September 1969. The 
A u t h o r i t y  i s  i n  p r o c e s s  of f o r m a t i o n  on t h e  o r g a n i z a t i o n a l  p a t t e r n  shown 
i n  Char t  1. Its manzgement would b e  comprised o f  a  Chairman and a  Board of 
e i g h t  d i r e c t o r s ,  f i v e  o f  whom would b e  e x e c u t i v e s  on t h e  p r o j e c t .  The Plini-  
s t e r  o f  I r r i g a t i o n  c a n  i n  a d d i t i o n  a p p o i n t  t h e  Under S e c r e t a r y  o f  A g r i c u l t u r e  
and two o t h e r  d i r e c t o r s  of h i g h  t e c h n i c a l  cornoet.acc-. ?kc a d m i p i c t r a t i v e  and 
t e c h n i c a l  s t a f f  would b e  t r a n s f e r r e d  t o  t h e  A u t h o r i t y  m a i n l y  from assoc ia r f !d  
d e p a r t m e n t s  o f  t h e  M i n i s t r y  o f  I r r i g a t i o n ,  a c d  a l s o  from o t h e r  a g e n c i e s  o f  
che  government.  

The f o r m a t i o n  of t h e  A u t h o r i t y  p r o v i d e s  t h e  b a s i s  f o r  t h e  e f f i -  
c i e n t  implementa t ion  of t h e  p r c j e c t ,  a i n c e  t h e  s t a f f  would b e  engaged s o l e l y  
on p r o j e c t  e x e c u t i o n ,  and t h e  A u t h o r i t y  would have t h e  necesF-.ry c o n t r o l  of 
a l l  t e c h n i c a l ,  a d m i n i s t r a t i v e  and f i n a n c i a l  a s p e c t s  o f  t h e  p r o j e c t .  These  
i n c l u d e  : 

( i )  p l a n n i n g ,  b u d g e t i n g  and p r o g r e s s  c o n t r o l ;  

( i i )  i n v e s t i g a t j o n s  and d e t a i l e d  e n g i c e e r i n g  ; 

( i i i )  procuremerit o f  gcods  and s e r v i c e s ;  

( i v )  a c c e p t a n c e ,  s t o r a g e ,  s a l e s  and  d i s t r i b u t i o n  of equipment 
and s p a r e s ;  

(v) t r a i n i n g  f a c i l i t i e s  f o r  p r o j e c t  s t a f  £ and o p e r a t o r s ;  

( v i )  c o o r d i n a t i o n  and s u p e r v i s i o n  of a l l  p r o j e c t  f i e l d  f o r c e s  
on d r a i n  r e m o d e l l i n g ,  pump s t a t i o n  c o n s t r u c t i o n  and t i l e  
l a y i n g ;  

( v i i )  equipment ma in tenance  a i d  r e p a i r  f a c i l i t i e s ;  
.. 

( v i i i )  f u n d i n g  and a l l o c a t i o n  Bf l o c a l  c u r r e n c y  r e q u i r e m e n t s ;  
Q 

*Source:  A p p r a i s a l  R e p o r t ,  1969 



( i x )  s e p a r a t e  p r o j e c t  a c c o u n t i n g  and a u d i t  p r o c e d u r e s ;  and 

(x) p l a n n i n g  of p r o j e c t  main tenance  and i n t r o d u c t i o n  of  
moni to r ing  and e v a l u a t i o n  of  a g r i c u l t u r a l  b e n e f i t s .  

811 t h e s e  a c t i v i t i e s  would be  c o n c u r r e n t  t h r o u g h o u t  t h e  f i r s t  f o u r  y e a r s ,  
w h i l e  most o f  t h e n  would b e  c o n t i n u o u s  f o r  t h e  E u l l  p e r i o d  of  t h e  p r o j e c t ,  
and t h e r e a f t e r  f o r  subsequeilt  phases  of t h e  o v e r a l l  d r a i n a g e  pl2.n. 

The o r g a n j z a t i o n a l  scheme a s  p r e s e n t e d  would be  a d e q u a t e  t o  e n a b l e  
t h e  A u t h o r i t y  t o  d i r e c t ,  c o o r d i n a t e  acd s u p e r v i s e  t h e  numerolls a c t i v i t i e s  
n f  a l l  t h e  government l o r c e s ,  l o c a l  c o n s t r u c t ' o n  concerns  and f o r e i g n  sup- 
p l i e r s  invo lved  i n  t h e  p r o j e c t .  The s e l e c t i o n  and appointment  of  competent ,  
exper ienced  and s u i t a b l y  q u a l i f i e d  o f f i c i a l s  f o r  t o p  management p o s t s  i n  t h e  
A u t h o r i t y  would b? one  of  t h e  most impor tan t  e l e m e n t s  f o r  t h e  s u c c e s s  of t h e  
p r o j e c t .  The govzziiment r e c o g n i z e s  t h i s  and d u r i n g  n e g o t i a t i o n s  a g r e e d  t o  
make e v e r y  e f f o r t ,  inc1i:ding t h a t  o f  keep ing  t h e  A s s o c i a t i o n  i n f o n ~ e d  on any 
s i g n i f i c a n t  changes  p r i o r  t o  t h e  e v e n t ,  t o  m a i n t a i n  a n  e f f e c t i v e  o r g a n i z a -  
t i o n  and management s t r u c t u r e .  

S t a f f  A v a i l a b i l i t y  and T r a i n i n g  - 

?lore t h a n  20C; e n g i n e e r s  and 100 tec,ki,?icin;ls .:c7113d b e  needed i n  t h e  
A u t h o r i t y  f o r  t h e  desigr l  and s u p e r v i s i o n  of  r.on ~ t r u c t  i o n  of cFvLl works,  and 
f o r  s u p e r v i s i c - I  of  e r e c t i o n  of mechan ica l  and e l e c t r i c a l  p l a n t .  

Assurances  have been o b t a i n e d  t h a t  t h e  r e q u i r e d  a u n b e r s  of q u a l i -  
f i e d  s t a f f  would be  t r ~ a s f e r r e d  t o  t h e  A u t h o r i t y  i n  accordance  w i t h  a  time- 
t a b l e  which h a s  been agreed  w i t h  t h e  A s s o c i a t i o n .  S u f f i c i e n t  numbers of  
i q r e i g n  t e c h n i c i a n s ,  t o  b e  p rov ided  by t h e  equipment s u p p l i e r s ,  would b e  
r e s i d e n t  i n  t h e  UAR from t h e  d a t e  of  d e l i v e r y  o f  t h e  c o n s t r u c t i o n  equipment 
u n t i l  comple t ion  of  i t s  u s e  on t h e  p r o j e c t  o r ,  Ln t h e  c a s e  of pump s t a t i o n  
equipment ,  a six-r:cnth t r a i n i n g  perFod f o r  o p e r a t i n g  s t a f f  a f t e r  t h e  connnis- 
s i o n i n g  ~r e a c h  i n s t a l l a t i o n .  

The a g r i c u l t u r a l  e x t e n s i o n  s e r v i c e  p r o v i d e d  by t h e  Y i n i s t r y  of  
A g r i c u l t u r e  and A g r a r i a n  Reform t o  f a r ~ e r s  i n  e a c h  g o v e r n o r a t e ,  d i s t r i c t  
and v i l l a g e  i s  p r e s e n t l y  s t a f f e d  w i t h  a n  a d e q u a t e  r a n g e  of  s p e c i a l i s t s  t o  
meet t h e  n e e d s  o f  c r o p  and l i v e s t o c k  p r o d u c t i o n  i n  t h e  pcoj  ? c t  a r e a ,  and 
f o r  t h e  g i n n i n g  o f  c o t t o n ,  t o g e t h e r  w i t h  t h ?  p r o d u c t i u n   an^ s t o - a g e  of 
c o t t o n  seed .  The e x t e n s i o n  s t a f f  i s  backed up by s u i t a b l e  r e s e a r c h  organ-  
i z a t i o n s  i n  c r o p ,  l i v e s t o c k  and a l l  n e c e s s a r y  s p e c i a l i s t  d i s c i p l i n e s .  
S i m i l a r l y ,  t h e  c o o p e r a t i v e  and a g r i c u l t u r a l  c r e d i t  o r g a n i z a t i o n  i s  adequa te .  e 

,The e x t e n s i o n  s e r v i c e s  i n  t h e  p r o j e c t  a r e a  would b e  c o n s i d e r e d  a d e q u a t e  i f  
t h e  m o b i l i t y  of f i e l d  o f f i c e r s  and t h e  a v a i l a b i l i t y  of t r a i n i n g  a i d s  were 
improved. To m e t  t h i s  need ,  a l l o w a n c e s  have been innde i n  t h e  c o s t  es t i -  
mates  f o r  appropr la t :o  v e h i c i e d  and equipment.  

Agencies  of  t h e  UAR government have, t h e  proven ~ 3 % .  .. 1.l':. .! t y  of i m -  
p lement ing v e r y  l a r g e  p r o j e c t s  ( v i z  : t h e  o p e r a t i o n  and wider,, -1.; of t h e  
Suez Canal  and t h e  comple t ion  of t h e  High Dam). However, i n  o @ e r  t o  
a c h i e v e  s i g n i f i c a n t l y  f a s t e r  d r a i n a g e  c o n s t r u c t i o n  r a t e s  t h a n  at  p r e s e n t ,  
t h e i r  e n g i n e e r s  and technicia : is  need a d d i t i o n a l  t r a i n i n g  t o  up-da te  t h e i r  
management and o p e r a t i n g  methods.  The p r o v i a i o n  o f  t r a i n e d  p e r s o n n e l  



would b e  a  c r i t i c a l  aspe:t  of  t h e  e x u c u t i o n  of  t h e  p r o j e c t .  The p r i n c i p a l  
t r a i n i n g  r e q u i r e n e n t s  f o r  t h e  proja1:t a r e  f o r  t i l e  l a y i n g  machinery o p e r a t o r s  
and mechan ics ,  d r a i n a g e  investigation t e c h n i c i a n s ,  t i l e  d ra in ,  l a y o u t  de- 
s i g n e r s  and s u p e r v i s o r y  e n g i n e e r s ,  a s  w e l l  a s  f o r  ~ l a n n i n g  and c o n s t r u c t i o n  
c o n t r o l  e n g i n e e r s .  

T h i s  would n e c e s s i t a t e  t h e  e s t a b l i s h m e n t  o f  a  p r o j e c t  t r a i n i n g  
c e n t e r  i n  t h e  D e l t a .  Assurances  have been o b t a i n e d  t h a t  s t a f f  who have 
been t r a i n e d  under  t h e  p r o j e c t  programs would r e t u r n  t o  and remain on t h e  
p r o j e c t  f o r  a  mininum p e r i o d  of  a t  l e a s t  two y e a r s  i n  t h e  f i e l d  i n  which 
t h e y  were  t r a i n e d .  

TI-.ere is an u r g e n t  need t o  p lan  and implement a p p r o p r i a t e  t r a i n -  
i n g  c o u r s e s  f - r  p r o j e c t  p e r s o n n e l ,  b o t h  a t  t h e  proposed t r a i n i n g  c e n t e r  and 
o v e r s e a s ,  i n  modern methods of p r o j e c t  management and c o n t r o l  a s  w e l l  a s  
equipment o p e r a t  ion  and maintenance.  It would, however,  b e  beyond t h e  
i n i t i a l  c a p a c i t y  of t h e  A u t h o r i t y  t o  make a l l  t h e  n e c e s s a r y  a r rangements  
f o r  t h i s  i n  t h e  s h o r t  term.  To e n s u r e  t h a t  t h e  Lrair,.t?& programs would b e  
c a r r i e d  o u t  r a p i d l y  and e f f e c t i v e l y ,  i t  would b e  n e c e s s a r y  f o r   the ~ u t h o r i t ~  
t o  engage a  f i r m  of  c o n s u l t a n t s  t o  d e v i s e  and a s s i s t  i n  t h e  t r a i n i n g  pro- 
grzms i n  t h e  UAR and Q v e r s e a s .  Before  t r a i n e d  Egypt ian  [~e i~u; :n l l .csc ld  LC 
made a v a i l a b l e  o r  f u l l y  e f f e c t i v e ,  t h e  f i r m  of c o n s u l t a n t s  would a l s o  have 
t o  p r o v i d e  adv ice .  and a s s i s t a n c e  t o  t h e  A u t h o r i t y ' s  s t a f f  i n  p l a n n i n g ,  co- 
o r d i n a t i o n ,  and p r o g r e s s  c o n t r o l ;  i n  e s t a b l i s h i n g  a p p r o p r i ~ t e  p rocedures  
f o r  t h e  i l rvey,  d e s i g n  and t h e  p roduc t ion  of  d rawings  f o r  t h e  p r o j e c t ;  i n  
p rocedures  f o r  b i d  e v a l u a t i o n ,  equipment main tenance  and Eor s t o r e s  c o n t r o l .  
I t  was a g r e e d  d u r i n g  n e g o t i a t i o n s  t h a t  a  f i r m  of  c o n s u l ' a n t s  would be  ap- 
po in ted  under  t e rms  and c o n d i t i o n s  a c c e p t a b l e  t o  t h e  A s s o c i a t i o n .  

O ~ e r a t i o n  and E la in tmance  

A f t e r  t h e i r  c o n s t r u c t i o n  and fo rmal  a c c e p t a n c e  from t h e  c o n t r a c t o r s ,  
t h e  p r o j e c t  works would b e  handed over  by t h e  Al 'hor i ty  t o  e s t a b l i s h  Depar t -  
ments of  t h e  M i n i s t r y  of I r r i g a t i o n  which would t h e n  b e  r e s p o n s i b l e  f o r  a l l  
o p e r a t i o n  and maintenance.  The con t inuous  m o n i t o r i n g  of  t h e  g e n e r a l  e f f e c t  
of t i l e  d r a i n a g e  on s o i l  c o n d i t i o n s  and c r o p  p r o d u c t i o n  i n  t n e  p r o j e c t  a r e a  
t ~ ~ o u l d  be  a n  i m p o r t a n t  e lement  i n  t h e  e v a l u a t i o n  and d e s i g n  of f u t u r e  pro- 
j e c t s .  Assurances  have b e e 2  o b t a i n e d  t h a t  s u i t a b l e  m o n i t o r i r ~ g  s e r v i c e s  would'  ' 

be s e t  up and main ta ined  by t h e  A u t h o r i t y .  
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ORGAE IZATION AND MANAGDIENT * 

P r o j e c t  A u t h o r i t y  R e s p o n s i b l e  f o r  D r a i n a g e  Works. Government h a s  
combined NDDA and EGIU) under  a  new j o i n t  a u t h o r i t y ,  "qe Egypcian P u b l i c  
A u t h o r i t y  f o r  D r a i n a g e  P r o j e c t s  (EPADP), e s t a b l i s h e c  .y a  P r e s i d e n t i a l  
Decree.  The Board o f  D i r e c t o r s  o f  EPADP h a s  been  e s t a b l i s h e d  and a  C h a i r -  
man h a s  been a p p o i n t e d .  The proposed o r g a n i z a t i o n  f o r  EPADP is shown i n  
C h a r t  A. 

EPADP h a s  t h e  n e c e s s a r y  powers f o r  t h e  c o n e r c l  of a l l  t e c h n i c a l ,  
a d m i n i s t r a t i v e  and f i n a n c i a l  a s p e c t s  o f  b o t h  t h e  Upper Egypt and t h e  Nile 
D e l t a  (Lqwer Egypt)  P r o j e c t s  . These  i n c l u d e  a 1 1  i n v e s t i g a t i o n s ,  p l a n n i n g ,  
d e s i g n ,  p rocurement ,  c o n s t r u c t i o n ,  b u d g e t i n g  and o p e r a t i o n  of p r o j e c t  ac -  
c o u n t s .  EPADP w i l l  have d e p a r t m e n t s  r e s p o n s i b l e  f o r  A d m i n i s t r a t i o n  and 
F i n a n c e ;  P l a n n i n g ,  Resea rch ,  E v a l u a t i o n  and T r a i n i n g ;  P e t i t i o n s ,  S e c u r i t y  
and P u b l i c  R e l a t i o n s ;  and C o n s u l t a n t s  and a  T e c h n i c a l  O f f i c e ,  which w i l l  
a l s o  b e  t h e  o f f i c e  o f  t h e  S e c r e t a r y  t o  t h e  Board o f  D i r e c t o r s .  These  de- 
pa r tmen t s  w i l l  r e p o r t  d i r e c t l y  t o  t h e  Chairman. 

The r e s p o n s i b i l i t y  f o r  p l a n n i n g ,  d e s i g n  and e x e c u t i o n  o f  d r a j n p g c  
works i n  Upper Egypt and i n  t h e  N i l e  D e l t a  w i l l  r e s t  w i t h  t h e  r e s p e c t i v e  
Vice-Chairmen. Both Vice-Chairmen w i l l  b e  members of t h e  Board and have 
a l r e a d y  been a p p o i n t e d .  Each Vice-Chairman w i l i  be a u ~ i a ~ e d -  hy  s ~ L ~ U L Y ,  
who w i l l  h a v e  a u t h o r i t y  t o  a c t  i n  h i s  a b s e n c e .  S e p a r a t e  d e s i g n  o f f i c e s ,  
which w i l l  b e  r e s p o n s i b l e  f o r  d e t a i l e d  p l a n n i n g  and d e s i g n  of a l l  d r a i n a g e  
works i n  e a c h  p r o j e c t ,  w i l l  b e  a t t a c h e d  t o  t h e  Vice-Chairmen. F i e l d  s u p e r -  
v i s i o n  o f  d r a i n a g e  works i n  Upper Egypt w!,ll b e  c a r r i e d  o u t  by f o u r  D i r e c t o r s  
Genera l .  A  m e c h a n i c a l  depar tmer- t  w i l l  b e  r e s p o n s i b l e  f o r  s u p e r v i s i n g  t h e  i n -  
s t a l l a t i o n  o f  pumping s t a t i o n s  and t r a n s m i s s i o n  l i n e s  and f o r  workshops,  pro- 
j e c t  s t o r e s  and mechan ica l  equipment  r e t a i n e d  by t h e  A u t h o r i t y .  

Procurement  w i l l  b e  among t h e  r e s p o n s i b i l i t i e s  of t h e  A d m i n i s t r a t i o n  
and ? i n a n c e  Department and a n  ad hoc commit tee  composed o f  t h e  Chairman, Vice- 
Chai.raan concerned  and t h e  head o f  t h e  T e c h n i c a l  O f f i c e  o f  EPADP w i l l  approve  
s p e c i f i c a t i o n s  p r e p a r e d  by t h e  d e s i g n  o f f i c e  and w i l l  a l s o  e v a l u a t e  b i d s  and 
make r e c ~ n u n e n d a t i o n o  f o r  award. 

To e n s u r e  t h a t  s t r o n E  and c a p a b l e  management e s s e n t i a l  f o r  p r o j e c t  
implementa t ion  i s  a v a i l a b l e ,  ; . s su rances  were  o b t a i n e d  t h a t  Government w i l l  
a p p o i n t ,  a t  a l l  times, a  q u a l i f i e d  and e x p e r i e n c e d  Chairman f o r  EPADP and 
q u a l i f i e d  and e x p e r i e n c e d  Vice-Chairmen, on a  f u l l - t i m e  b a s i c .  

The P a n e l  o f  C o n s u l t a n t s  t o  moni to r  p r o g r e s s  and t o  u n d e r t a k e  pro- 
j e c t  e v a l u a t i o n  h a s  a l r e a d y  been nominated by Government and i n c l u d e s  r e p r e -  
s e n t a t i v e s  of t h e  M i n i s t r y  of A g r i c u l t u r e ,  S o i l s  D i v i s i o n  and Department o f  
S t a t i s t i c s .  C o l l e c t i o n  of d a t a  on c r o p  y i e l d s  would be  under taken  by t h e  
p e r s o n n e l  o f  t h e  M i n i s t r y  o f  A g r i c u b t ~ ~ r e .  

*Source: A p p r a i s a l  R e p o r t ,  Upper Egypt D r a i n a g e  P r o j e c t ,  J u n e  1973 .  




