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EXECUTIVE SUM:MARY 

INTRODUCTION 

Demand for water in Egypt is increasing through population growth, agricultural expansion, 
and growth of municipal and industrial uses. But the supply of water is fIxed, and is affected 
by increasing pollution. Therefore, Egypt must "do more with less water" in future. Other 
factors affecting water resource management are the impact of the liberalized agricultural 
economy on water demand; and budget shortfalls which affect maintenance and operations. 

In recent years, the Ministry of Public Works and Water Resources (MPWWR) has made 
signifIcant progress in improving its capacity for water resource management. The United 
States Agency for International Development (USAID) has assisted the Ministry in achieving 
this progress, especially through supporting the Irrigation Management Systems (IMS) 
Project. The IMS Project is a mUlti-component 16-year project which has signifIcantly 
strengthened the Ministry in many areas, and tested innovative solutions to Egypt's water 
problems. The challenge now is to focus on how to make best use of this improved capacity, 
which is likely to require important policy and institutional changes. 

To begin addressing this challenge, the International Irrigation Management Institute (IIMI) 
was invited to work with the Ministry in a Study which had two objectives: 

1. 	 To develop a long range plan that would enable the MPWWR to make effective use 
of IMS outputs; and 

2. 	 To make further progress towards clarifying and establishing Egypt's future policy 
toward cost recovery and cost sharing to ensure the sustainability and efficiency of 
water resource management. 

The Study was carried out during 1995, with the active participation and close collaboration 
of the Ministry. The Minister appointed several task forces of middle-level professionals to 
work with the IIMI team. A Steering Committee of senior officials guided the overall Study. 
A large number of reports were prepared analyzing current institutional and water services 
cost sharing issues, and proposing strategies and opportunities for change. In addition to a 
great deal of informal consultations with Ministry officials, four workshops were held to 

... discuss and improve the fmdings. 

Basically, the Study confmned the important achievements of the Ministry in water resource 
development and management. But the broad institutional analysis of the Ministry and the 
issues it faces in fully using and integrating IMS outputs concluded that effective use of these 
outputs to meet future challenges will be enhanced by improvements in the management 
processes, institutional framework, and human resource policies of the Ministry. 
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On cost sharing, the Study concluded that the Ministry should begin with recovery of costs 
from non-agricultural users, implement the current policy of recovering capital costs of 
mesqa improvements, and initiate cost sharing for O&M of the irrigation system above the 
mesqa with a flat area-based charge. In the long run, the Ministry should move to using cost 
sharing as an incentive to improve both delivery and use efficiency, but this will require 
substantial institutional and infrastructural changes. 

The present report is the culmination of the IIMI-MPWWR Study. Based on the flndings, 
it provides a detailed Action Plan for strengthening water resource management in Egypt. 

GOALS AND OBJECTIVES OF THE ACTION PLAN 

The broad goal of the Action Plan is to contribute to the Egyptian Government's goal of 
using water productively and sustainably for multiple purposes, with special emphasis on 
agriculture. The overall objective is to help the MPWWR to adapt its policies, 
organizational structure, and procedures so that the Ministry can "do more with less water" 
and thus address future water resource challenges effectively. 

The speciflc objectives follow the three main components of the Action Plan: 

" 1. Irrigation Operations and Maintenance (O&M) Program 

The objective of this Program is to develop strategies, procedures and institutional 
arrangements for the Irrigation Sector to deliver water to farmers more adequately, 
equitably and flexibly. This will enable the Ministry to provide more satisfaction to 
farmers and strengthen its capacity to manage anticipated future water scarcWes. It 
will do this by pilot testing and validating in the fleld a set of eight institutional mld 
technical innovations which are largely based on IMS experience. 

2. Water Service Cost Sharing Program 

In anticipation of a political decision to legislate for water service cost sharing, the 
objective of this Program is to assist the Ministry to plan, carry out preparatory work 
for, and initiate a water service cost sharing program. 

3. Strengthening Ministry Management Program 
.. 

The aim of this Program is to strengthen senior officials' management skills, and 
assist them in a systematic program to re-examine water resource policies and goals, 
MPWWR mission, roles and responsibilities, and the subsequent implementation of 
new policies and programs including those contained in the previous two 
components. 

The Action Plan is the flrst phase of a long term process of change and development. 
Successful implementation will enable the Ministry officials to evaluate its future 
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requirements and options objectively, formulate a long term strategy for policy and 
institutional reform, and begin implementing the agreed changes. 

SUMMARY OF THE THREE PROGRAMS 

Irrigation O&M Program 

This Program is described in chapter 2. It is a field-based Program to be implemented in 
three or four pilot command areas and at Directorate and Central levels of the Irrigation 
Sector. The introduction of a decentralized, integrated scientific measurement-based water 
management system will enable the Ministry to improve performance, and respond to future 
water scarcity situations more effectively. 

Eight technical and institutional innovations, some of them derived from existing IMS 
projects but not yet systematically integrated into a package, will be tested over a three-year 
period. These are: 

• measurement-based flow control, 

• continuous flow, 

• information systems for decision-making, 

• integrated water budgeting, 

• improved demand forecasting, 

• improved maintenance management, 

• user involvement in decision-making, and 

• localized planning and decision-making. 

The Program will be implemented following a "participatory action process" in which the 
Irrigation Sector and IIP, NWRC staff, and an outside partner institution will work 
collaboratively in designing, implementing, and evaluating the results as a basis for 
recommendations to the Ministry. The pilot command areas have been selected by the 
Ministry with IIMI's assistance based on a set of agreed criteria. A set of performance 
indicators has been proposed as a basis for evaluating the results to satisfy MPWWR and 
users' needs. The results will be important inputs to the Management Strengthening 
Program. 

A National Water Services Cost Sharing Program 

This Program is described in chapter 3. The studies done by IIMI and MPWWR propose 
a three-phase implementation strategy based on achieving progressively more complex goals. 
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The Action Plan covers the ftrst phase. The suggested ftrst phase activities are: 

1. 	 Prepare a detailed implementation plan for cost sharing; 

2. 	 Implement the program of cost recovery for mesqa improvements and document the 
experience; 

3. 	 Introduce cost recovery for water services provided to non-agricultural users; 

4. 	 Carry out a public education campaign on the beneftts and costs of water delivery 
services; 

5. 	 Test and validate a functional budgeting and accounting system so that actual costs 
can be identifted clearly and transparently; 

6. 	 Carry out preparatory studies, for example social marketing studies on conditions 
affecting willingness to pay, and studies on what disadvantaged users actually pay at 
present; 

7. 	 Carry out a further study on the options for service fee collection as a basis for a 
ftrm recommendation; and 

8. 	 Adopt legislation for cost sharing. 

This Program will be integrated with the Irrigation O&M Program and its results will be 
inputs to the Management Strengthening Program. 

In the long run, the second and third phases will involve: a) implementation of the flat area­
based fee, in subphases; b) implementation of a functional budgeting and accounting system 
in the Ministry; and pilot testing of other ideas on cost sharing. 

Management Strengthening Program 

At present there is no clear consensus within the Ministry regarding its future role and 
organization. A number of alternative scenarios exist and function well in other countries, 
and these experiences may offer useful guidance to Egypt. For example, decentralized user­
responsive fmancially autonomous utilities or companies to manage water services would 
allow the Ministry to strengthen its role in setting overall policy, long range planning, and 
regulation of water use. In the current setup, it is difficult to achieve accountability for 
water services to the users, or Ministry's customers; and the attempt to fulfIll all water 
service functions makes it difftcult to focus enough attention on each one to do all of them 
well. 
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