






The level of sophistication and complexity in O&M increases with the size of the irrigation system. 

Neither agricultural corporations nor the private sector has the expertise or resources to carry out 

these functions adequately and in a cost-effective way. 

Some O&M functions like desilting requires expensive equipment and expertise to operate and 

maintain them beyond the means of any single agricultural corporation or the private sector. 

Centralization of such functions in the hands of MOl is necessary and cost-effective. 

* 	 O&M is not attractive enough for the private sector because of the initial high capital investment 

and the low return on that investment. 

Centralization of O&M in the hands of MOl is not without problems. Some of these are inadequate 

funding. the sheer size and the enormous geographic extent of the irrigation sub-sector. Also the absence 

of competition leads to complacency and. hence, inefficiency. 

PRIVATIZATION ISSlIES 

Privatization of irrigation schemes is a complex process raiSing many interesting and sometimes difficult 

issues. It is beyond the scope of this paper to discuss them all (hopefully some of these issues will be 

dealt with 

in other papers of this workshop). The paper is confined to issues directly related to irrigation. 

The irrigation schemes put forward for privatization have two things in common: they are all pump 

schemes and their water sources are the Nile and its tributaries. However, they vary considerably in their 

size. land classification. conditions and complexity of their irrigation facilities and in other infrastructure. 

These variations together with the geographic location will determine to a large extent the attractiveness 

or otherwise of a particular scheme for privatization. 

Some of the issues involved are highlighted and discussed briefly as follows: 

1 . 	 Sale ofprivatized schemes. It is most probable that the government will not be able to sell the 

schemes put forward for privatization. In this case, the government has three options to consider: 

a) to sell the remaining schemes. or b) to rehabilitate these schemes and put them for sale again, 

or more drastically c) to abandon these schemes. 
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2. 	 Ownership. It is unclear so far to whom the government is going to sell these schemes. 

Prospective buyers can be an entrepreneur, a company or a cooperative society. Irrigation 

management style, turnover process and future relationship with MOl depend largely on the 

nature of ownership. It is suggested here that the size of ownership be as follows: 

entrepreneur - less than 100 feddans 


cooperative - between 100 and 10,000 feddans 


company - more than 10,000 feddans 


3. 	 Water allocation and water rights. After privatization, it is natural to expect the new owner to 

select a cropping pattern and cropped areas which maximize his profit. This may run against 

national interest. Given the dwindling water resources in the country and the increasing demand 

for water, maximizing net return with respect to each unit of water is a national objective for better 

utilization of our water resources. Mal may exercise some control in this respect, e.g., reducing 

water allocation and/or reviewing water rights, where and when deemed necessary. A minimum 

of water rights for each scheme needs to be established and guaranteed. This issue needs 

further development and institutionalization. 

4. 	 Sustain ability. Failure in attaining and sustaining efficient performance was the key factor which 

led the government to privatize these schemes. If the private sector is to succeed where the 

public-sector has failed, the government should not, from the beginning, let the privatized 

schemes be on their own, particularly the small-scale ones. Support from the government, for a 

specified transitional period is essential. This support may take many forms such as technical 

assistance, credits and soft loans for upgrading and renovating irrigation facilities, O&M, training 

in repairing and servicing of pumps, channel construction, maintenance procedures, irrigation 

water management, etc. 

5. 	 Competition for services and resources. Privatization will increase the demand for services and 

resources. There is already an acute shortage in trained and experienced professionals, service 

personnel and technicians as well as insufficient service facilities. Mal may face difficulties in 

keeping its trained and experienced staff away from the lure of the private sector. Financial 

flexibility will enable Mal to improve its performance and to remain competitive in rendering its 

services. 
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6. 	 Turnover ofmanagement responsibilities. In pursuance of the government policy of privatization 

of some irrigation schemes, care needs to be exercised in turning over management 

responsibilities to the new owners because they may lack experience and/or may be ill-equipped 

to handle the job initially. MOl should continue providing support for O&M till such time as the 

private sector can take over in a phased-out program. Development of strategies using lessons 

and experiences derived in other countries for turning over management responsibilities to the 

private sector is quite essential. 

7. 	 Public intervention. It is most probable that some privatized schemes, in particular small to 

medium ones, will turn, at some time in the future, to MOl to assist in or take over the 

management of these systems. How will MOl respond to such a request and which criteria and 

guidelines are to be followed in such cases? Methodologies and procedures need to be 

developed to make such intervention most beneficial. 

POLICY ISSUES 

The points discussed in the preceding section just touch on a far complex process as privatization of 

irrigation schemes. This complexity stems from the variety of environmental, technical, social, economic, 

institutional and political implications of privatization. These implications result in a series of questions 

related to the appropriate policy to be used. The following policy issues are discussed in such a context 

with special emphasis, of course, on irrigation aspects. 

1. 	 The national role of Mal. As water resources are a national asset, its planning, development and 

utilization are the most important functions that the government can perform in support of irrigation 

development. Clearly, these are functions that cannot be performed by the individual irrigation 

schemes whether private or public. Therefore, the integrity of MOl in discharging its duties is of 

utmost importance. Also important is the jurisdiction of MOl over formulating and enforcing water 

regulation and management laws. (The recent Irrigation and Drainage Act approved by the 

government is a welcome step in this direction). 

2. 	 Turnover of O&M responsibilities. From MOl experience, it is extremely difficult and costly (in 

human and material resources) to centralize O&M functions for numerous small and ~cattered 

irrigation schemes. MOl experience is largely in big irrigation schemes. Given these realities, 

MOl has realized the need to tum over the management of small and medium-scale privatized 
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