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SUMMARY AND RECOMMENDATIONS

PROJECT TITLE: Vehicle Maintenance Training

PROJECT NUMBER: 263-0114

GRANTEE : The Government of Egypt (GOE)
COORDINATING AGENCY:

The Ministry of Manpower and Vocaticnal Training (MOM)
IMPLEMENTING AGENCY:

The General Syndicate for Land Transport (GSLT)
AMOUNT: U.S.$ 4.5 million

TERMS: Grant. All funds to be obligated in FY 1980,
LIFE OF PROJECT:

Three (3) years. Contractor activity, under a host country
contract with the GSLT, to be initiated in FY 1980,

TOTAL PROJECT COST:

U.S. $6.9 million. The GOE concribution is estimated
at the dollar equivalent of U.S., $§ 2.4 million, or 35.2%

of total project cost,

GOAL : To improve the quality of bus and truck
transport cervices provided to the public,

SUB-GOAL: To increase the efficlency of vehicle
maintenance systems,

PURPOSE: To upgrade the skills and improve the work
habits of vehicle malntenance workers,

STRATEGY :

The project will resulc in the establishment of a

heavy vehicle maintenance training center in the Mataria
district of Cairo, The center will be owned and operated
by the GSLT and serve the training needs of the nine

major Egyptlian public sector bus and truck transport
companies., These companies currently employ approximately
5,000 vehicle maintenance workers who are c{assified as
mechanics. When fully cperational the GSLT training center
will provide training in over 20 key vehicle maintenance

occupation/trade areas for 540 mechanics each year.
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THE GSLT: The GSLT is a national labor union rep-
resenting both public and private sector land trans-

port workers., With over 352,000 members, it is the
largest Egyptian labor union operating under the
authority of the General Trade Union of Egypt.

In addition to its concern for the welfare of its members,
the GSLT 1is interested in upgrading the skills of workers
in the land transport sub-sector.

PROJECT OUTPUTS: To provide the desired training the
GSLT requires, emong other things: a physical facility
with adequate space for shops, classrooms, storage and
administration; an appropriate curriculum; equipment, tools,
training aids and instructional materials; qualified
instructors, administrators and other support staff; as
well as, formalized administrative and instructional
procedures. The project addresses each of these require-
ments. The GSLT will provide the physical facility in
which the training center will be housed. As of
December, 1979, construction was 75% complete, USAID
financed technical assistance, training and commodity
inputs will result in the satisfaction of the remaining
requirements.

USAID PROJECT INPUTS: iigggl

1. Technical Assistance (130 pm) $1,033.6
2. Participant Training (110 pm) 501.6
3. Commodities (equipment,tools, etc.) 1,200.4
4, Overhead 553.6
5. Contractor Fee 194.3
6. Inflation 568.9
7. Contingency 405.3

TOTAL $4,457.7

—

EQYPTIAN CONTRIBUTION: The total Egyptian contribution
of U.S. 57.4 million represents the value of the land
and physical facility provided by the GSLT ($.85 million)
and the estimated cost of operating the training center
over the life of the project ($1.55 nillion). Funds to
cover operating costs will be provided by the GSLT (20%)
the MOM (20%) and participating bus and truck transport
companies (60%).

RECOMMENDATION: The Projaoct Committee vecormends thatl
the USATD/t;ypt Mission Director approve the project and
authorize the grant.
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BACKGROUND AND PROBLEM IDENTIFICATION

The Egyptian population of over 4] million is con-

centrated in a few major corridors of the delta and

along the Nile Valley, The overwhelming mode of trans-

port for both freight and people is road tramsport,
Virtually all basic consumer goods are transported by
truck., The primacy of truck transport is graphically
1llustrated by comparisons of freight movements.
Trucks carry approximately 857 of all cereal tonnage;
94% of all sand, gravel, clay and limestone; 93% of
steel; 987 of construction materials; 917 of manu-
factured fertilizers; and 287% of mineral ores in-
cluding phosphates, Relatively few Egyptians own

and operate personal automobiles. 1ln Cairo, for

example, the ratio of prlvate cars to population is

only about 18 per 1,000, The vost majority of Egyptians

from the middle, lower-middle and particularly the
poorest soclo-econcmic classes, depend almost exclu-

sively on buses for transportation.

Reliance on road transpo:rt probably does nct represent
the most efficient mix of transport for a country of
Egypt's geography. It is a reality, however, which
resulted from a limited capability to develop rail

and inland waterway systems and the relative ease with

which
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road transport‘could be expanded over the short run.
Such ease of expansion allowed the Government to pro-
vide for immediate needs when they arose and when

capital for expansion was available,

One of the most striking charecteristice of road
transport in Egypt 1s the degree ol public sectnr
ownership and control. The sub-sector is dominated

by public sector companies which own, operate and main-
tain large fleets of buses and trucks. Approximately
75% of inter-city bus transport, and an even greater
percentage of intra-city bus transport, is performed
by public sector companies. Almost all intermediate
and finished goods produced by Egyptian public sector
firms are transported by publicly owned trucking

companies,

Three types of public sector organizations are currently
responsible for rcad transport in igvpt:
Public Sector Truck Companier;

Public Sector PBus Comwanies; and
Transportation Authorities.

The five public sector truck.compenies (Goods Transapore,
Rural Transport, Direct Transport, Transporatioa “orks

and Heavy Transport) all serve Cairo and Alexandria,
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Each 1s assigned an exclusive operational zone and
suthorized a certain capacity. The four major public
sector bus companies each serve a specific geographic
area (East Delta, Middle Delta, West Delta and Upper
Egypt). They provide both inter-city and intra-city

service within their assigned operational zones.

Since 1975, overall supervisory authority over public
sector bus and truck companies has resided with the
Ministry of Tramsport. Control is exercised through
budget approval and other formal procedures. The
companies are considered autonomous organizations
and each is expected to earn a profit, Steps have
been taken to increase the accountability of the
companies through Increasing the authority and re-
sponaslbility of operational managers. The companies
are currently free to make basic decisiors as to the
expansion of facilities and the purchase of new

vehicles equipment and spare parts,

The Government has allowed the touck companles to ad-
Just freivht rates so that, to a degree, thev reflect
operating costs., Pus fares, on the othzr hand, are
set at extremely low levels ae part of the overall
Governmeut subsidy program directed toward the poor.

Both the public sector truck companies and the public
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sector bus companies generate operating losses and
Government subsidies are constant and subctantial.

The truck companies, however, because of their ability
to negotiate rate increases, come much closer to the

financial break-even point than do the bus companies.

It should be noted at this point, that all nine of the
public sector bus and truck companies identified above
have indicated their desire to participate in this

project.

The third and final type of public sector tramnsport
organization is the trensportation authority. There

are two such autherities and they provide public
transport services in the major Egyptian metropoliten
areas of Caive and Alexardria. They serve the urban
public &nd are regarded as service orgenizations in
contrast to coumercial organizations. They operate
buses, trainsg, trolleys and, in Cairo, river transport
for passengers. Puses, however, dominate the transport
mix. Each is a deperdency of ite respective governorate.
Each generates large operating losses which are made up
bv subsidies from the Miniatry of Finance. Transpor-
tation authorities do net report to the Ministry of
Transport and they appear to enjoy a much greater degree
of autenomy than do the public sector hus and truck

compatiles,
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One other organization, a labor union, plays an
important role in the Egyptian land transport
sub-sector. This organization is the General Syndicate
for Land Transport (GSLT). All public and private

land transport workers in Egypt are represented by

the GSLT. With over 352,000 members, it is the

largest single labor organization in Egypt. As with
other labor organizations, the GSLT operates under the
authority of the General Trade Union of Egypt. The
GSLT, in addition to its concern for the welfare of

its members, 1s very much interested in upgrading the
skills of workers in the land transport sub-sector. It
was the GSLT which took the initiative when it approach
USAID in December, 1977 and requested assistance in
developing a heavy vehicle maintenance training center

in the Mataria District of Calro.

The operation of the public sector land transport
system is of key importance to the economic development
of Egypt. By its nature, the system servea the entire
population, It is the poor, however, wino depend most
on it for transport of passengers ond basic commodities
and are most affected by the qualivy of services pro-

vided.

Of major concern, because of fts high visibility and
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direct daily impact on the lives of millions of
Egyptians, 1is the poor quality of bus services. The
bus compenies have no snphisticated scheduling systems
and, thus, there is little, if any distinction between
peak and non-peak operations. The great majority of
buses are severely overloaded throughout their 16

hour operational day. Paid ridership, which under-
estimates actual ridership, on some bus routes in the
urban centers exceeds 2,500 per bus per day. Single
deck huses, designed to safely carry 75 to 35 passengers
regularly carry over 100, and often the number of
passengers exceeds 150, One result of such heavy
vehicle use 18 heavy pressure on vehicle maintenance

and repualy rystems,

At eny given time, up te one third of inter-city buses
are dcadlined on the streets or in malntenance and
vepair wsarages. The situation of intra;city buses

is much tho ecane. In late 1979, of the approximately
2,900 buses owned by the transportation authority in
Cairo only 1,600 were in sufficiently good operatiag
condition to be considered "effective fleet." Of

rtese, only an average of 787 were in daily cervice.

Average vehicle life for Egyptian buses seldcm exceeds

5 yearz. By comparison, buses operated by the London
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transportation authority have a minimum service life
of fifteen (15) years, Data for one major Egyptian
bus company showed a "technical defects in-service"
rate of 1 per 350 km with an average time out-of-
service of 150 minutes. A comparable figure, again
for London, is 1 service failure per 64,000 km,
failure being rigidly defined as an engineering break-
down which exceeds 5 minutes delay or involves any

loss of scheduled mileage.

The condition of those buses that do remain in daily
service is very poor, Exteriors and windows are
seldom washed. Paneling and other body parts exhibit
evidence of collision damage. Huny windows are

broken, missing or have been replaced with wood., Axle
shields leak. Brake and steering systems are poorly
adjusted, Electrical systei:s do not function properly
and motors smoke excesslively due to improper valve or
fuel injections systenm adjusitment,  The sltuation has
reacked the point whure the uvvercrowded and dilapidated
bus has become the syumbol of Ugypl’'s “rantportation
infrastructure problem and o1 the press of huranity
against available resources. l'lcuures of such buices
have probtably appeared in more Ly tian press articles

than any ocher picture of eQeryday life in Egypt.
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There are a range of general problems, discussed
elsewhere in this paper, which beset all public

sector transport companies in Egypt and have a nega-
tive impact on their ability to provide high quaiity
service to the public, Many of these problems have
been identified and are being addressed by the Govern
ment or the companies themselves. Regardless of how
these general problems are sovlved there will remain the
basic need for efficiently operating vehiclz rmaintenance
and repaivr systems capable of keeping buses and trucks

in good operating condition aund on the streets.

As noted, Egyptian public sector vehicle mainterance
and repalr svstems are not effective, Vehicle 1life 1is
short and the rate of breakoown excessive. I1f vehicle
maintenance systems were <fficliently operated, it
could be argued that the 'cause' of short vehicle life
ar.d high breckdowsn rates Is excessive demand for
services. in other words, buses break sicvm because they
are over nurdened and nver used. In fact, current
public sectcr vehicle rmairernunce systems are net
efficiently uneretea. Voniclee are oot yryouecly
nainzained ard repalrad, Loer o iven currenc Ligh
rates of use, thevwe is st rtuch trat could Le deac

co ilncrescn veninla life zald 1ec e venlceln Tallores.
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With few exceptione, public sector vehicles maintenance
systems are poorly planned, Because of the desire of
sach transport company to be self-sufficient, there is
much duplication in maintenance and repair facilities.
Because of a lack of vehicle standardization, badly
designed distribution systems and a shortage of foreign
exchange, spare parts of many types are in short supply,
At the same time, and for the same reasons, stocks of
some types of spare parts are excessive. The system does
not stress preventive maintenance, Rather, breakdowns
occur and then repairs are effected, Budgeting for
maintenance 1s ot well developed and not clearly linked
to operational statistics, Unit costs, or unit per-
formance standards, are not employed, Life cycle costs

are not generally used as a vehicle replacement criterion,

Maintenonce and repair facilities themselvey are, for
the most part, poorly designed Shops are usually
located in a long oo walking distances fetween
shops, pita, toolrioms and stores are great., Vorker
supervision unrder such circuastances is difiicult at
bast, Because of improper maintenance and part dis-
assembly procedures, thick films of fuel oil, crank-
case cil, other fluilds, and grease are found in most
shop and pit areas. The resﬁlcing surface 1s unsafe

for vehicle travel and in many cases for walking.
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Quantities of scrap parts, worn-out tires and bus
hulks occupy large amounts of space. Equipment is
sometimes lacking and proper tools are not always
available. Drainage at some sites is a problem,
Lighting, both natural and artificial, is generally

not adequate for the work involved.

A critical problem affecting the efficiency of

public sector maintenance systems is the shortage of
skilled vehicle maintenance mechanics. There is no
shertage of workers. In fact, overstaffing is a chronic
public sector problem. The shortage 1s in skilled
workers. On site studies corducted withirn public

sector maintenance and repair facilities have shown

that manvy Lasic maintenance and repal~ tasks are not
properly executed. In manv cases, even when proper
tocls and equipnent are available, workers do not use
them or they use them improperly. As 1 resulf, vchicles

breakdown rore ranidly trhen ther have to and

service
life i5 sherrer frhan it could be. By itself, the
reciganizorien f raintenanne ard repaiv facilities
ard the prove..irn of c¢yuumen au! tonls will ner aip
nificantly Improve ve'.lcic maintenance o .andards,

If a maintenance or vepalr task Lo fte B periorned

properly, it mict be performed by a ruechaslie wno is

&esy AVAILAG, & cody


http:mainten.l.Le

I1I. 11

"okilled and knows his job. In a few cases, skilled Egyptian
mechanics lack proper tools and equipment. In far more

cases, tools and equipment lack a skilled mechanic.

In the Pleniing Research Corporation, F. Harris Company
Report entitled, "Technical and Feasibility Studies of
Public Sector Vehicle Maintenance in Egypt' (discussed
elsewhere In this paper), most maintenance facilitieeg are
vividly described as belng poouvly designed, disorganized,
inefficlently administered, lwmpioperly staffed and very
poorly maintained in themselves. The report idencvifles

poor management as a major constraint and strongly recommends

management training et all levels as a priority need.

Regurdless of how other public sector vehicle maintenance
peoblems are solved. there will remain the need for skilled
maintenarce mechanics capable of properlv perforning a wide
racge of heavy vehilcle maintenance and repair trasks. Wiether
work lup cordicions are {deal or considecably less than ideal,
the well trafvod and ohilled mechanic 1s an essential com-
ponent iu any vehicle nalntenarnice system which pretends o

be efficient.

Most Epyptlan vehicle maintenance worlers have learned
their trades infecrrally on the job. Their training wzs
unsyJtematic and provided by unqualified co-workers under
cond:lons nct sulted to learning. The results of such

training have already been noted,
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Though both the Minist:y of Education and the Ministry
of Industry offer secondary level vocational courses

in auto mechanics, the graduates of these formal
programs seldom find employment as vehicle maintenance
workers., Presently,there does not exist in Egypt a
training program designed specifically for heavy vehicle
maintenance mechanics. The object of thig project 1s to

develop the filrst.



11T, PROJECT DESCRIPTION

A, OUjectives
+ The main objectives of this project are;
GOAL: To improve the quality of bus

and truck transport services
provided to the public,

SUB-GOAL: To increase the efficiency
of vehicle maintenance systems.

PURPOSE: To update the skills and improve
the work habits of vehicle
maintenance workers,

The strategy selected to achleve the project purpose
calls for the establishment of a heavy vehicle
maintenance training center in the Mataria District

of Cairo, The center will be owned and operated by

the GSLT and will serve the training needs of the

nine major public sector bus and truck transport
companies, These companies currently employ approx-
imately 5,000 vehicle maintenance workers who are
classified as wechanics, When fully operational

the center will provide rtraining in over 20 key vehicle
maintenance occupation/trade areas to upcruie
approximacely S54C mechanics (¢ the skilied level

each year, Although primary focus will be on upprading the

skills of employed mechanics, apprenticechip and acceler-

ated training will also be provided for new employees.
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RELATIONSHIP TO GOE PRIORITIES

The government of Egypt has recognized the impor-
tance of dealing with transport problems. The Egyptian
"Five Year Plan, 1978-1982," Volume Seven, '"The
Government Strategy for Transportation and Communi-
cation,"” clearly identifies the importance of land
transport to the economy and within this sector
identifies the lack of proper vehicle maintenance as

a critical problem. In its analysis, the Plan clearly
identifies the development of skilled vehicle main-
tenance workers as a priority input funto the solu-
tion of c¢hin nroblew, Tne GCE places a hish pricrity
on maectinrg the skilled manpouer necds of the transport

si.ctor,

RELATION:UIY TO CDSS

The objecuivee of this project relate to the USAID/
Egypt CDSS atrategy on several levels, First, one
of the target cbjectives cf the CRSS 1is to improve
the outreach and effectiveness of government ser-
vices afrecting the poor. The major share of both
bus and tru:ck transport services is provided by

Fublic rector ccempanles and ic is exactly the pocr

- who wost deyend on these services, particulerly tus

servicee, Second, on the morz speeific level of in-

frastructuce, the CDS3 identitfies traasportdtion as
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one of the areas, which over the medium term, the
Mission proposes to concentrate a significant level
of resources, It would appear to be a logical

companion decision to insure these investments to

the greatest degree possible by also providing assis-
tance to Egypt to help maintain these transport
systems, This project 13 one example of this kind
of support. It can be expected to increase the
efficiency of investments already made and forego
problems with investments now being planned by the
GOE in the land transport sector. Finally, the CDSS
identifies vocational training as an important ele-

ment in an overall education program for Bgypt.

RELATED ACTIVITIES

The IBRD, in conjunction with the GOE, has under-
taken a program of studies concerning the Egyptian
transport sector, The most comprehensive study

in the prcgram, the "Egypt National Trangport

Stady," was uvndertaken Ly Louils Berger International,
Inc  and Dorsch Consuvlt Ingenieurpgesellschaft wmbH
in Yay 19/0. The uverall transportation mix and

its Individual companents, roads, railways, inland
water, sea and aviation, were analyzed, Much
attention was devoted to transport orpanization and

planning. It 1s evpected that many of the problems
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identified will be addressed by the GOE or by
the GOE in collaboration with the IBRD as part
of the Bank's overall transport sector program,
Two current IBRD projects deal with rcad trans-
port: the Road Rehabilitation and Maintenance
Project and the Second Urban Development Project,
which has substantial transport component for

Cairo.

At the level of public sector vehicle maintenance
systems, USAID has funded a comprehensive study
vhich was undertaken in mid-1979 by Plenning

Research Corporation, F. Harris Company. The

study was concerned with six major functicnal aspects of
public sector vehicle maintenance: (1) nmanagement; (2)
financial operations; (3) cquiprent and facilitles;
(4) maintenance system procedures and operaticns;

(5) logistic support system procedures and creratfons
and (6) training. A final report was submitted in
December 1979, The Mission has under consi:ideration
possible actlivities that may emerge as a vesult of

the Harris Report. USAID also contracted a two-man
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team from the Academy for Educationsl Development
to assess the specific training needs of vehicle
maintenance workers in the public transport com-
panies. The results of the latter study served
as the technical base for the development of

this project.

The ILO is in the process of development of a pro-
Ject to assist the Middle Delta Bus Company improve
its operations. The project is in the early planning
stage and firm lines of action have not yet been

established,

Specific actions taken by the GOE to improve the
quality of public sector transport includes the use
of its own foreign exchange and CIP funds to im-

port new vehicles and the initiation of a program

to expand internal capacity to produce greater nuubers
of buses and trucks. As noted, the GOE has also
allowed public sector companies to assure nwre of

the responsibjlity for their operations. e Geovern-
ment has atteapted co force standucdization and given
the public sectcr trunsport companies easier access
to foreign e:xchange to rejieve parts shortages. To
increase worker productivity, the GOE has enccouraged

public sector companies to develop special worker

incentive programs. Some companies have taken
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advantage of this opportunity and linked in-
centives to worker productivity. In companies where
such incentive systems are employed, it is not
uncommon for workers' take home pay to be more than

double their base wage,

One area which until now has not received adequate
GOE attention, despite stated priorities, is the
training of skilled heavy vehicle maintenance
workers, The present project, with the direct
involvement of the GSLT and the public sector trans-
port companies, has been endorsed by the GOE and will

be implemented with the GOE's financial support,

TRIEF FKCJECT HISTORY

In December of 1977, tle GELT approached USAID with
a vequest favr wsseistanse in the develcpment of a
heavy vehlcie wrlovernance rralning center.  The
site o b ceutor had beon doticared Ly Presidern:
Sacdat somn? eix months earlicr, Mo, fadat Indicated
his decire to recurn for the dedication of the coui-
pletaed fazility, Actual constructiun“waé initleted

in May, 1978,

A Project Identificartion Document (PID) was pre-
pared by the Mission and approved by AID/W on May
24, 1979. At that tir~ AID/W authorized the lMission

BEST AvaABLE copy
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to approve the Project Paper (PP), During the
months of July, August and September of 1979, a
project design team, consisting of Mission, AID/W
and émntractor elements, worked with the GSLT to

develop the technical aspects of the project.

As of December, 1979, construction of the training
center was 75% complete, It is estimated that all
construction; with the exception of the pouring of
shop floors, will be completed by July 1980, Con-
struction costs are being financed by the GSLT.
These are estimated to total L.E, 245,000, an

approximate dollar equivalent of $350,000,

TRAINING CENTER CAPABILITIES

The project will result in the development of a
GSLT capability to provide training in the following

heavy vehicle waintenance occupation/trade areas:

Praeventive Malntenance Mechanic
Diesel Enpine Mechanic

Power Train Mechanlic

Automotive Llectrician

front -Erd Alignmeat Mechanlc
Fuel Injection Mechanic

Fluid Power Mechanic (hydraulics)
Brake Mechanic

Road Service Mechanic

Ailr Conditioning Mechanic
Cooling Systems llechanic
Body/Fender Mechanic

& o 2 o o s 2 &

s
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13, Sheetmetal Mechanic

14, Automotive Machinist

15. Welder

16. Blacksmith

17. Partsman/Expeditor

18, Toolroom Man

19, Dynamometer Man

20, Steering System Mechanic

A brief description of the occupational duties
assoclated with each occupation/trade is found in
Annex10(a). The range of job skills rep-
resented covers most of the bus/truck maintenance
spectrum. All key job areas are represented and

expansion intc other areas 1s anticipated,

PROJECT OUTPUTS

In order ror the GSLT training center to provide
the kinlds of trairing which +ill result in the
developnicnt of the desired skisls arnd work babits,
certain "train‘rpe irruts' arce cequired, These
Include o phyelcal faclliny wih aduecuate apuc:

for shzp, classrorms, otorage and olrdnletration;
an appropsiate currlculunm; equipment,.toolsv tcain-
irg £ids and instructional muteriils; qualified in-
structorae and admivistratore; as well as, furmalized
administrative and instructional procedures, These
"training inpucs' are in.effect the outputs to be

produced by the project.

BEST AvaILABLE copy
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Specific Outputs Are:

Trained Administrators 3 individuals

Trained Instructors - 44 individuals(22trained in t}
U.S. and 22 0JT)

Curriculum Established - 24 courses, 20 programs

Shops Equipped - 8 shops

Classrooms Equipped - 9 classrooms

Adm.Procedures Established- 1 plan

Ingtructional Procedures -~ 1 plan
Esteblished

H. PROJECT INPUTS AND COSTS

The project inputs deemed sufficient to produce the outputs
outlined in the previcus <ection are as follows:

USAID

(a) Technical Assistance $1,112,600

The project will provide 5 person

years of leng-tern technical expoitise. and

5.6 person years ol short-term tectnizel advisor
servizes.Project evaluastion contrict scrvices of

19 peison weely will also be provided., The staffing

valrtern 1 es follows:
Person tlonths

Adniniscration ovpecialist” 36
Technical Specialist 24
Curriculum Design Team 15
Equipment/Shop Layout Specialist 5
Tralner/Instructor Advisors 50

*Chief of Party

Job descriptions for all technical acvisors are found
in Annex 10 (h).
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(b) Participant Training $581,700

All training programs provided by the project will be
short-term and conducted in U.S. factory schools,
vocational/technical schools and in bus/truck maintenance
facilities. A total of 9.2 person years of training will
be provided for three GSLT administrators and 22 GSLT
instructors. Prior to departure for the U.S., the 25
participants will each receive 16 weeks of English language
instruction.

The distribution as follows:

Adminisfrators 20 person months
Instructors 90 person months

Training program descriptions are found in Annex 9 (g).
The prcject's training schedule has been designed for completion

at the end of the first of the year.

(c) Commoditizs $1,20),400

The project will provide the equinmcul, toels, trainirg
eids and supplies required to implerent thte CSLT training,
curriculum,

Specific shops tc be equipped are:

Preventive Maintenance

Diezel Engine and Fucl Injection

Front-End, Brakes/Steering

Electrical
Machine
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Blacksmith, Welding & Cooling Systems
Transmission, Hydraulics & Air Conditioning
Body, Fender and Sheetmetal

Detailed commodities lists are found in Annex 10(4)

(d) Contractor Overhead $ 553,600
(e) Contractor Fee $ 194,300
(£) Iaflaiion $ 568,900
(8) Contingency $ 246,300
TOTAL USAID 34,457,800
GOE/GSLT
(a) Land $ 500,000
(b) Physical Fucflities __ 350,000
(2) Perecunel tosce 909,000
(d) Ouber Gperwring Tosts _.225,000
(e) luil.orca ....225,790
(£) Contingency £...225,800

TOTAL _GOE/GSLY 52,426,300

PROJECT STRATEGY

The project is designed to insure that cthe cutputs
produced are of the kinds and magnitude required

to achieve the project purpose, and that they are
organlzed In such a mauner that training provided by
the GSLT 1s both efficient and effective, Relation-

ships between inputs are represented in the USAID
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inputs schedule found on the following page. Re-
lationships between inputs and outputs are discussed
below

Curriculum

The development of an appropriate curriculum is an
ecssential element in the project. Basic course out-
lines and training programs were developed by the
project design team and are found in Annex 9 (b) & (¢).
The:se require further detailing and refinement by

the Contractor,

The project allocates 15 person nonths of short-term
technical assistance to the specific task of curriculum
develorment., Tnls assictance will te provided by a

thzee perscn Curviculum Design Tean during the first five
months of project actlvity, 7o insure that all equipment,
teols and training cids, providece hy the project are the
vype reguived to daplerent cho ocurcicalun, the o tavitics

¢l tohls bteam vill be elosely coordinated with rhe activi-
tiey of the FauiprentiShop Larout speci.lict, wihose sorvices
are ¢lsc provided ©y the project. Further rofinements in the
curriculur vill le made thr.ughout the jroject by additional
long and short-term consu'tants as well as by the 22 GSLT
instructors after they have complet=d their U.S. par-

ticipant training programs,

EST AVAM_ABLE OWY



a, Long Tern
b. Srort Terz (13 persons;, 70 person zontha

.
2 p2rsons,

GO rers:cn oontho

25 participant traineesa; all short term;
110 person months

USAlD PROJECT INPUT SCHEDULE
USAID INPUTS ! PRUJECT SCHEDULE
YEAR 1. MONTES ! YEAR 2, MONTHS YEAR 3, MONTHS
1 . t []
1 H 1 L]
- - i
12 2436178685020 234561789012 123456 1789012
' i ] []
!
TECHY TCAL ASSISTANCE: | 5 ‘ ' "
i : ] ]
i H 1 t
Ercipmenz/Shop Lavout (I gorscen) X ¥ : X x ! '
! ) . ¢ [}
Cuorriculuax Tevelopzent (3 pcrs;ns"i X ¥ X X X H ‘ ! :
' ' ' 13 ]
i 1 B i [}
Trainer Initructers persins : ‘ : ¥ X XXX IX XX XXX XXXXXX 1£XXXXX
. 1 i ' . '
Aloministrater/Technical (2 ;crscr}{ X ¥ XXX X IXKXNX A XL XXX ,XXXXXKX XXXXXX |XXXXXX
! t i ] t
Tezhnical {1 person 5 . ! X X X X X !X XX XXX XXXXKX ;1 XXXXXX
v i i [}
i H
! : | v :
! : ! | v
TRAINING (U.S.): | ; ; ; ;
{ ! ‘ 1 1
incnructors (22 zrainees) i : X X X X | ; '
e . i : i H
Adminiscrators (3 ctraitnees) XX x ¢ ' :
' 1 M
1 i 1 M
' ' [ ]
L.OMUODITIES: : 1 i
] ] [ ]
1 L} 1
(&) Acquig .tion XX XX IXXXXX ' H
] 1) 1
(t) Installation : x x ! H
* 1 [}
(c) Operation . X XXX IXXXXXKX XXXXXX IXXXXXX
' ! i
SUMMARY: Tecanical Assisiance Train:izg Commodities

Total estimated cost in U.S5,:
(1979 prices) $914,568
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Phyeical Facility

The GSLT will provide the physical facility in which
the training center will be housed., Modifications
suggested by the project design team were accepted
by the GSLT and incorporated in construction plans.

Drawings of the training complex are found in Annex10(d)

Shops and classrooms are adequate to serve their in-
tended purposes and are relatively well located. All
instructional rooms are of sufficient size to accom-

modate at least 20 traineces.

Finishing dctails such as the location of drains,
alr hooes, equlpment pads, liphte ¢ud electrical
outlets will cepend on the final location of equipment
within the +hons The Equiprent/Shop Layout Upecialist

will provide technicael input ‘n thls area,

Lommodities

Basic liets of commoditics (equipment, %ools, traiving
alds, etc.) to be procured under the nrolect are {found
in Arnex 19(1) . These listc need to be refined and
snecified in detail by the Contractor, TFor this puc-
pose, the project provides the technical services of

ar. Equipment/Shop Layout Specialist for a period of

two months at the beginning of the project. As stated,
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his activities will be closely coordinated with
the activities of the three person Curriculum Design
Team. This consultant will also be responsible for the
development of detailed shop layout plans. When equipment
and other commodities arrive at the center near the end of
the first year of the project, the Equipment/Shop Layout
Specialist will return for a second consultanty of three

months to supervise its installation.

Instructors

It 18 estimated that the GSLT training center, when in

full operation, will require the full time services

of 44 qualified instructors.The GSLT will provide these in-
structors. The project provides approximately 90 person
months of training in the U.S. for 22 instructor specialists
to upgrade their capabilities in the required areas. The
other 22 instructors will receive OJT from those trained in
the U.5. and contract speclalists. Training program descrip-

tions are found in Annex 9 (g).

To develcp the required mix of ingtructor skills, 10
training programs are required. At least two ia-
structors will partici_ate in each. All programs call for
a 90 hcur teaching techniques ccurge and a 20 hour visual
aids course. the totel duration of the individual pro-

grams ranges from 230 to 410 course hours.

During the second and third years of the project,
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instructor qualification will be further upgraded
through on-the-job training provided by both long and
short-term advisors. The project provides for the
long-term services of a Vocational/Technical Train-
ing Specialist, as well as, for the short-term tech-
nical services of 9 Instructor/Trainers, The Train-
ing Specialist will have a two year assignment while
the consultancies of the Instructor/Trainers will
range from four months to nine months, Job des-
criptions for these advisors are found in Annexi®(h)
A major task of the long-term Vocation/Technical
Specialist will be the development of a comprehensive
set of instructiocnal proceduree to guide the tech-

nical operations of the training center,

Adminlstrators

To develop GSLT adninistrative capshliicies and
establish efficlent admlinistrative prcceduresn, the
project provides both technical assistance and par
ticipant training. Technical assistance vill be
provided by vocational /Technical School Administration
Specilalist, whose lcng-term assignmernt will cover the
entire three year life of the project. This cons=:l-
tant will work directly with the Training Center
Director and will serve as the Contracter's Chief

of Party., A job description is found in Annex}0(h)

3S
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In addition, the project provides a total of 20 per-
son months of short-term U,S, training for three

GSLT administrators, As with short-term training

for GSLT instructors, administrative training
programs will be donducted in vocational/technical
schools and in heavy vehicle maintenance facilities.
Training program descriptions are found in Annex10(g),
It is estimated that as a result of project tech-
nical assistance and training activities the skills
of at least eight GSLT administrators will be up-

graded.

BENEFICIARIES

The ultimate beneficiaries of this project are the
millions of Lgyptian men, wemer and children rrca
the poorer soclo-economic classes whe will Senefit
from {mprovements in the quality ol services pre

vided by public sector bus &nrd truck companies,

Direct project beneficiaries ray Le divided into

two groups, First - GSLT administrators and in-
structors who will have their qualifications upgraded
as a direct result of project training and technical
agsistance inputs, The project will benefit at least

44 1instructors and three administrators directly,
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Others will be benefitted by informal contacts with
U,S. consultants throughout the project. Second-
public sector vehicle maintenance mechanics whose
skills will be upgraded as a result of training
provided by the GSLT, It is estimated that 200
workers will be trained during the second year of the
project, and that at least 540 more will be trained
during the third year, when the center becomes fully
operational., In subsequent vears, it is anticipated
“hat the GSLT will continue to operate at full
capacity and produce at lecst an additional 540 skilled
vehicle maintenance mechanics per year, Over 10
years of full scale operation, dmost 5,500 workers
will receive skills ctraining and, thus benefit

from the project.

PROJECT COSTS AND FIUANCING

The total cost of the three year project is estimated
at 36.9 million. The USAID financiel contribution

i3 set at $4.5 millicn, or 64.8% of total cost, The
remaining $2.4 willion, or 35.2% will be financed

by Egyptian orpanlzetions: the GSLT - §$1.2 millien
(1.6.97); the Monistry of Meapower and Yecational
Trairicog QUMY 5 uillioc 76.,6%),; and particincating
bus and trucs trzamsport coisaaics - §.9 nili-on

(12.77).

BEST 4y
ALABLE copy
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Detailed cost estimates for all USAID financed

inputs are found in Annex_'8 . Project costs

and financial plans are summarized in the three tables
which follow:

Summary Cost Estimates and Financlal Plan)page 20 ;
Estimated Expenditures by Fiscal Year page 21 ; and

Costing of Project Inputs/Outputs, page 22

Source and Use of Funda

As noted, the project will be jointly funded by

USAID, the GSLT, the MOM and participating bus and

truck transport companies. The total USAID financial
contribution of $4.5 million will be obligated in

FY 1980, subject to the availability of funds.

USAID funds will be utilized for all project foreigrn
exchange requirements, which are estimated at $3.9
million, or 56.6% of total project coat, Forelg
exchange costs are related to the procurement of
technical assistance, participant training services
and commodities, The remainder of the USAID financial
input, $.6 million, will cover local currency cests

associated with the provieicn of technical assistance.

The total value of the land and physical facility
provided by the CSLT is estimated at $.85 millionm.
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(Ali Figures in $000}

Technlcal -Assistance
Participant Training

Cormodities

Personnel
ther Cpercting Ccst4

Land i

Phycical Facilities

SUB-TGTAL

Cvechead

Coatract Fees

Inflation

Contingency

TCTAL

PROJECT: VEHICLE MAINTENANCE TRAINING

Number: 263-0114

UALU GOE ToT:iL
FX($) LC(LE) TOTAL () LC (LE) i‘orAL FX ($) LC (L) TOTAL _
732.2 38C.4 1,112.6 - - - 732.2 380.4 1,112.6
581.7 - 581.7 - - - 581.7 - 581.7
1,200.4 - 1,200.4 - - - 1,200.4 - i.200.4
- - - - 500.0 900.0 - 900.0 9Ce. G
- - - - 225.C 225.0 - 225.0 225.0
- - - - 500.0 500.0 - 500.0 500.0
- - ~ - 350.0 350.0 - 350.0 350.0
2,514.3 380.4 2,5894.7 - 1,975.0 1,975.0 2,514.3 2,355.4 4,869.7
553.6 - 533.6 - - - 553.6 - 553.6
194.3 - 194.3 - - - 194.3 - 194.3
423 .4 145.5 566.9 - 225.7 225.7 423.4 371.2 794.6
_70§8.1 37.2 246.3 - 225.8 225.8 209.1 263.0 472.1
3,894.7 563.1 4 ,457.8 - 2,426.5 2,426.5 3,894.7 2,989.6 6,884.3

0z 111



ESTIMATED EXPENDITURES BY FISCAL YEAR

(A1l Figures in Dollars)

AID INPUTS
Technical Assictance
Farticlpent Training
Coxmotities
SUR-TCTAL

Crrerhead

contrnetor Pee
‘..:.’lf",)'onf"“)
ceatingency

TCTAL - AID

GNE INPUTS

Personnel

Lan<

Physiru) Facllities
Clher Oper. Cottws
SUB-TOTAL

Infletiorn/
Cont ingercy

TOTAL - GOE

TOTAL ¥JR PROJECT

PROJECT: VEHICLE MAINTENANCE TRAINING
Number: 263-0o1h

YEAR 1 YEAR 2 YEAR 3 TOTAL FOR PROJECT
Fx (&) e (LE) TOTAL FX (8) LC (LF) TOTAL FX (%) 1Cc_(LE) TOTAL FX ($) Ic_(LE) TOTAL
163,100 8L ,BL0 2L7,540 260,050 136,Lk0 396,490 § 309,050 159,120 L68,170 732,200 380,500 1,112,600
561,750 - 581,759 - - - - - - 581,750 - 581,750
1,290,370 - 1,000,370 - - - - - - 1,200,370 - 1,200,370
1,945,220 oL,8Lo 2,050,000 260,050 136,LL4D 396,490 { 3C9,050 159,120 L68,170 | 2,514,320 380,400 2,894,720
111,450 - 121,65° 127,235 - 197,235 | 2kk,755 - 2L, 755 553,640 - 553,640
Th,17L - 74,172 52,098 - 53,296 65,872 - 66,872 194,339 - 194,339
203,27 16,428 315,23 L7,010  S0,1LY 97,754 81,965 16,042 160,907 L23,k402 145,Lk5k S5€2,804
1ho,287 7,045 L7 e “2,03¢ 0 12,731 L6,670 35,944 16, k1L 52,358 209,070 37,190 246,260
2,565,055 103,263 2,673,328 | 591,130 200,315  T91,LLS5 | 738,586  25h,476 993,062 | 3,894,771 563,084 L, L57,855
- 290,000 290,020 - 300,000 300,000 - 402,000 400,000 - 900,000 900,000
- £00,000 £30,000 - - - - - - 500,000 500,000
250,000 350,000 - - - - - - 350,000 35¢,000
- 50,000 50,000 - 15,900 75,000 - 100,000 100,000 - 225,000 225,000
- 1,100,000 1,109,000 - 375,000 375,000 - 500,000 $Q03000 - 1,575,000 1,975,000
- 50,CC0 50,000 - 1L2,500 142,500 - 259,000 259,000 - 451,000 151,000
- 1,150,600 1,150,000 - 517,500 517,590 - 759,200 759,000 - 2,426,500 2,426,500
2,565,055 1,258 o3 3,823,735 591,130 717,815 1,308,945 | 738,586 1,013,476 1,752,062 3,894,772 2,989,584 6,864
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COSTING OF PROJSECT INFUTS/OUTPUTS

(Ali Figures iz $ 000 )

OUTZULIS
INPUTS

Technical Assistance
Perticipant Training
Commodities

SUS~TOTAL
Overreed
Centroctor Fee
Inflation

Contingency

TOTAL

GOE IXNTUIS
Percornrnel

Ciher Oper. Costs
Iend

Yhyzical Facilities

SL3-TOTAL

Intlation/
Cortingency

SUTAL

TOTAL FOR PROJECT

PROJECT: VEHICLE MAINTERANCE TRAINING
FUMBER  263-011L
ADMINISTRATICN II. INSTRUCTION III. TRAIRING FACILITY TOTAL
ADMTHISTRATORS & ADMINISTRATIVE  INSTRUCTOLS,CURRICULUM & BUILDING, SHOPS ALL OUTPUTS
PRCCEDURES TYSTRUCTIONAL PROCEDURES % CLASSROOMS
Fr ($) LC (LE) TOTAL FY (%) 1C (LE) TOCTAL FX (%) 1C (LE) TOTAL FX ($) 1C (LE) TOTAL
273.4 111.2 38L.6 L36.% 25L.9 691.3 22.4 1L.3 36.7 T32.2 3680.4 1,112.6
99.9 - 99.9 181.8 - 181.8 - - - S81.7 - 581.7
- - - - - 1,200.L - 1,200.4 1,200.4 - 1,200,k
37%.3  111.2 4glh.s 918.2 2549 1,173.1 i,222.8 1.3 1,237.1 2,51L.3 380.4 2,89k.7
151.0 - 151.0 382.z - 382.2 20.L - 20.4 553.6 - 553.6
50.7 - 50.7 138.9 - i38.0 4.7 - L.7 164.3 - 194.3
5oL 35.6 36.0 1Lkc.8 105.3 246.1 232.2 .6 236.8 L23.L 145.5 568.9
Ls.5 13.2 53.8 80.6 3.0 116.6 69.0 1.9 70.9 105.1 51.2 2L6.3
670.5 1€0.1 631.0 1,66C.7 396.2 2,056.9 1,549,1 20.8 1,569,9 3,880.7 STT.1 L,ksT,8
- L05.0 405.0 - L03.0 405.0 - 90.0 90.0 - 900.0 900.0
101.2 101.2 - 101.3 101.3 - 22.5 22.5 - 225.0 225.0
- - - - - - - 500.0 500.0 - 500.0 500.0
- - - - - - 350.0 350.0 - 350.0 350.0
- 506.2 506.2 - 506.3 506.3 - 962.5 962.5 - 1,975.0 1,975.0-
- 203.1 203.1 - 202.2 202.,2 - 46.2 46.2 - L51.5 451.5
- 709.3 709.3 - 708.5 708.5 - 1,008.7 1,008.7 - 2,k26.5 2,k26.5
€70.9 B59.% 1,5%0.3 1,650.7 1,20k.7 2,765.L 1,549.1  1,029.5 2,578.6 3,834.7 3,003.6 6,884.3
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This represents 35% of the total Egyptian financial
input,and 12,3% of total project cost, The remainder
of the Egyptian financial input, $1.6 million will
cover the operating costs of the craining center over

the life of the project,

Estimates of operating costs were developed by the
GSLT and include a significant allowance, 2R.67 of the
total, for inflation and contingency. In developing
its estimate the GSLT judged that, when fully opera-
tional, the training center would require a full time
staff of 126 individuals, This figure represents
current GSLT thinking and reflects present Egyptien
managenient styles, fonsiderable techiical assistance
during the first year of the project is allocated to
the development of an etticient adminietracive and
organizational structure for the CSLT training
center. It Is anticipated that, as a result of

this technical assicstance input, actual overating
costs will be lower than estimated hy the GSLT. How-
ever, since the actual degree to which operating
costs will be lower cannot be determined at this
time, the GSLT estimates are used arnd accepted as the

best available,

Funds to cover operating costs will be derived from
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three sources; the GSLT (207), the MOM (20%),

and participating transport companies (60%), Com-
panies which have indicated their desire to have
their workers skills upgraded at the center and
participate in the financing of operational costs
are: the Upper Egypt,East Delta, Middle Delta, West
Delta bus companies; the Goods, Direct, Land, Heavy
and Work transport companies; and the Automotive Re-~
pair Company. The Autcmotive Repalr Company is =2
private sector organization operating in the Cairo

area, As noted, the others are public sector entitles.

Expenditures by Fiscal Year

All commodity procurernent and participant training
will take place dur:ag the first year of the project,
Technical aszistance on the other hand is concentrated
in project years two and three. As a result, $2.7
million or 60% of USAID funds, will be expended dur-
ing project year one, while only $.8 million (18%)

and $1.0 wilifon (22%) will be experded in project

y2arg two and three respectively,

GSLT expencitures for land and physical facilities,
$.85 million, are ellocated to project year one. As

of November, 1979, approximately 907 of these costs



III, 25

had already been paid, The remaining 10%

will be paid early in project year one Operating
costs, the remaining 657% of the Egyptian financial
input, are allocated to the project years based on
the assumption that the training center will reach
50% of full capacity during the first year, 70%
during the second, and full capacity during the
third and final year,

Costing of Qutputs

The project outputs identilied in section III, G,

may be grouped in three major categories:

ADMINISTRATION The develcpment of admin-
istrative skills and admin-
istrative procedures,

INSTRUCTION The developument of instructor
skille, curriculum, instruc-
tional materials and preocedures.

TRAINING FACILITIES The construction of the physical
facility and the equipping of
its shops and classrooms,

Almost 467 of the USAID financial input is directed
toward the Instruction ocutpurt category, while 377 1is
directed towerd ¥reining Facilities and only 17%
towvard Administraticn, The largest cshare of the
Egyptian financial input, 427, is directed the

Training Facilitfes cutput category with the remainder
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equally divided between the remaining two categories
Overall, 217 of financial inputs are directed toward
Administration, 40% toward Instruction and 39%
toward Training Facilities,

IMPORTANT ASSUMPTIONS

The purpose of this project is to upgrade the skills
and improve the work habits of vehicle maintenance
workers employed by public and private sector bus and
truck transport companies., The achievement of this
purpose can be expected to contribute to the im-
provement of vehicle maintenarice standards and,
ultimately, to promote increases in both the quantity
and quality of transport services provided to the

public.

The well trained mechanic is an essential component
of any quality vehicle maintenance program., The
scope of this project is limited ¢to the development
of this one essential component., The Jegree to which
improvements in vehicle maintenance standards, and
ultimately the degree to which the quality of
transport service provided will be increased, depends
on a large number of other factors, Though these
factors cannot be controlied within the limited

scope of this project, their importance to the
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achievement of the higher level objectives of the

project is recognized,

Important assumptions related to the achievement

of project objectives at all levels are indicated

in the Project logical Fr. nework Matrix, Annex__ 3
Among the factors over whicua the project has little or

no control are the following:

At the Level of the Project Goal

Current GOE policy requires that the public sector
companies:

- participate in government efforts to promote
full cuployvuent

- provide transportation services to the poor,
primarily through lcw fixed fares;

- follcw set Government procedures for obtaining
equipment, meterials and spare parts; and in
most Ccases,

- to earn a profit

GOE policy constralnts and directives are con-
tradictory. If the quality of services provided by
the public sector transport companies is to improve it

must be assumed that -.

GOE transport policy will be rationalized.
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Further, it must be assumed that -
Financial_suggort for public sector trans-
‘port companlies w mprove over the nexg_
~§ to 5 years through Increased fare rates
“Bupplemented DY GU% subsidlies.

Currently, public sector transport companies are not

well organized from a management perspective. Span

of control is excessive at higher levels; there are

to many levels of management at lower levels; objec-
tives and responsibilities are not clearly defined;
there 18 almost no delegation of authority and there

18 a severe lack of planning at the operational levels.
There are also problems associated with personnel.
Trained managers, particularly at the middle management

level, are in short supply.

If the project Goal is to te achieved it must be assumed

that

Overall management of the public sector
transport companies will be improved,

At the level of Project Sub-Goal

If the achievement of the project purpose is to re-
sult in improved vehicle maintenance standard it
must be assumed that -
Vehicle maintenance facllities will be improved;
better planned, managed and orpanized; cleaned;
and, where lacking, tools, equipment and parts

provided.
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Further, it must be agsumed that

clent to retain trained workers at

their Jobs.

company worker productivity incentives will
§o'su!¥1

At the Level of Project Purpose

1f GSLT training center capabilities are to be
maintained in the long-run it must be assumed
that

Instructor salaries and incentives are

sutficient to retain trained instructors on
the Job.

To insgure that instructors trained by the project

do remain vith the training center the GSLT will

(1) require Instructors to sign a flve year contract
with the GG5I.T prior to the initlation orf their
trainiang programs and (2) will cffer a base salary of
L.E, 80 per month with incentives totaling an addi-
tional L.Li. 80, Tocal instructor salary will thus

be L.E, 160 pexr wonth which exceeds current private

sector salaries for persons with similar qualifications,

A further assumption is that

The training center will continue to
enjoy adequate company financial support
tc cover the centers yearly operating costs.
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As the center is being developed with substantial
company support, it is likely that the training
provided will meet company needs,

Role of Women:

The possible participation of women in this project was
discussed in the Project Identification Document (PID).
Every effort was made to incorporate training of women
as an integral part of this program, however, it was
proven to be unfeasible for the following reasons: (1)
the traditional role of men as mechanics in the heavy
equipment maintenance sector; (2) the fact that the
primary focus of this project is on upgrading existing
enployees, -and no women are cmpioyed as mechanics; (3)
the reluctance of the GSLT to mix men and women in
classes, which would be contrary to social tradition;

and (4) other cultural constraints.
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IV. PROJECT YMPLEMENTATION

A,

The operational goal toward which this project is
directed is the establishment of a GSLT heavy vehicle
maintenance training center. At the close of the
project the center will be a going concern, funded,
staffed and operated by Egyptians, It will offer
quality training in a wide range of key vehicle main-
tenance areas and produce over 500 skilled vehicle

maintenance mechanics each year,

In Part IIXI - PROJECT DESCRIPTION, the kinds, quantities

and time sequence of project inputs (technical assis-
tance, participant training, commodities, etc.) deemed
necessary to achieve this operational goal were iden-
tified, The costs of obtaining these inputs were
estimated and sources of project funding identified.
The present sectlon, Part IV, details how the project

which was described 18 to be implemented.

ORGANIZAT1ONS INVOLVED

There are five key orpaunizaticns which will be invrlved

in the implementation of the preiect:

1. The Government of the Unfted States of American,
represented by the United States Agency for Inter-

national Development, USAID ;
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2 The Government of the Arab Republic of Egypt.
represented by the Miniatry of Manpower and Yoca-
tional Training, (MOM);

3. The General Syndicate for Land Transport, GSLT;
4. A, U.S, Contractor vhich will work under a host
country contract with the GSLT and provide the
technical assistance, participant training and com-
modity inputs required to implement the project; and

5. The participating Egyptian bus and truck trans-

port Companies.

IMPLEMENTATION PLAN

The Project Agreement will be signed by USAID, the

MOM and the GSLT. The MOM will coordinate overall
project activity; however, full responsibility and
authority for project implementation will rest with
the GSLT. At the time the Project Agreement is
signed, the MOM and GSLT will sign a Sub-Agreement

by which: (a) all funds made available ty USAID under
the Project Agreement are made available as a grant to
the GSLT for the purpose of implementing the project,
and (b) the GSLT is given full responsibility and

authority for the project implementation,

To implement and administer the project, the GSLT

will establish a training center.
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Board of Directors Representatives of the GSLT,

the MOM, the Ministry of Transportation (MOT) repre-
senting the participating companies, and the training

center staff will serve as Board Members.

The Board will sign a Training Agreement with each

of the bus and truck transport companies that
participates in the project The Training Agreement
will specify the number of trainece slots allocated
to each company and the amount of each company's
financial contribution toward covering the operating

costs of the training center.

The signing of the MOM/GSLT Sub-Apreement, the estab

lishment of the Board ¢f Directors and the signing
of the Iraining Agrecments will he Conditions

Precedent (Cl's) o the initial disburcement of

USAID project fucds. Uhern these CPs are net the Board will

have bheth the ancherity and the financial means to

discharpe its project luplementation responsibilities.

One of the rivst responsililicies of the Board will
he to obtain the services of a U.S. Contractor to

provide the technical assistance, participant training
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and commodity inputs required to implement the project.
The Board will (1) develop and publish a prequalification
notice, evaluate submissions and compile a short list of
qualifying firms; (2) develop and issue a Request for
Proposala (RFPs) to firms on the short list; and (3)

evaluate the proposals received in response to the RFP;

(4) negotiate and sign a Contract with the firm which has the
highest ranked proposal. These contracting tasks will be
accomplished in accordance with established USAID host

country contracting procedures.

0f special importance in the development of both the

RFP and the selection criteria to be employed in evalua-
ting proposals are the Contractor Scope of Work and the
Contractor's Project Implementation Plan. The Board
will insure that the Scope of Work, the key element

in the RFP, 1is as described in Part II1, PROJECT DESCRIPTION
and appropriate annexes. Further, the Board will

insure that the RFP requires that each proposal
submitted contains a detailed Project Implementation
Plan which covers all project components (technical
assistance, participant training, commodity procure-
ment, etc ) and that cach plan: (1) 1identifies
specific implementation targets or objectives; (2}
identifies actions required to achieve those targets

or objectives; and (3) fixes responsibility for initia-

ting and completing eech required action. The required
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Implementation Plan will be an expansion of the
USAID Project Imput Schedule fcund in Section III
and will be summarized in both a GANT chart and a
BAR diagram. Contractor selection criteria will
give appropriate welight to the Implementation Plan

included in each proposal

The U.S. Contractor will be represented in Egypt by
its Chief of Party, the long-term Vocational/Zechnical
Administration Specialist., The Chief of Parwy will
have full authority to act orn bzhalf of the Ccntracter
and will be regponsible for the discharge of -ll

Contractor respomsibilities.

The USAID/kgypt “A:ssiscanr Director for Human, Social aud
lopical Develorment
Techno/, or ais desipnce, will have USATD protect

manage.rent respensionility, Day-to-day project moni-

toring will be by the appointed USAID Projec Cfiicer.

All aapects of projecs wuplemencarion, irncluding the
flow of USAID project funds, .11 te in accoraance

with c¢stablished "nll wiocetares.  These mrocedures
wlll be detailed iu e Yiroject sprecment acd i the

Project Irplemcuniaticn Tervters (PLls). Wnere necessary

and anvroproove, o UUALL Trove o OFf-cer wi Brave o
the guidance ord o - Toroear fecesssey Lo ozceorglish

specific implements i ion tacks
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D. JIMPLEMENIATION SCHEDULE

Iv.

PROJECT] COMPLETION |
ACTION RESPONSIBILITY MONTH DATE
Phase 1 - Preparation
Prequalification notice pre- | USAID/MOM/GSLT -11 2/1980
pared and published
PP Approved USAID -11 2/1980
Grant Agreement & MOM/GSLT USAID/MOM/GLST -10 3/1980
Sub-Agreement Signed
Interim Consultant Board GSLT -11 2/1980
Established ’
Training Agreement Signed GSLT/Companies -9 4/1980
All Conditions Precedent Met -9 4/1980
?hase I1 - Contracting
Prequalification Information | GSLT -9 4 /1980
Received and reviewed
RFP Developed & Published GSLT -9 4 /1980
Proposals Receilved Potential -7 6/1980
Contractor
Proposal Evaluated GSLT -6 7/1980
Contract Negotiated & Signed | GSLT/Contractor| -4 9/1980
Phase II1 - Implementation
Permanent Board of -4 9/1980
Directors Established
Contractor's Chief of Party,
Equipment/Shop Layout
Specialist & Curriculum
Design Team Arrive in Egypt Contractor 0 1/1981
Project Completion 36

J€
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E. PROJECT MONITORING AND EVALUATION
The project lLogical Framework, attached as Annex . 31 |

and the project Financial Plan, Part III, Section K,
provide the basic criteria [or both project monitoring and
evaluation, Four levels of monitoring and evaluation

are anticipated;

1, Finaﬁcial Monitoring

2. Input/Output Monitoring

3, On-Coing Evaluation
4

. Ex-Post Evaluation

Financial Monitoring

Purpose: To insure that financial inputs, both USAID and
GOE, are adequate and belng provided on a timely basis

so that project input targevs may te achieved. Both the
GSLT and tne lontrdactor will prepu.e aud suhtmnit to USAID
bries mouithly statements ol the atatus of project juple-
mantation with respect te the achicvement of Lrojecrt inpus
tavgets, More detailed reporcs will he submitted avr tiniae
wonrlh intervals, The ST, with the tasisvance of the
Coentractor, will develop a vregpulac syestem of acceountability
and auvlic for tbe financial accounts established under the
project. The audit funcrion will be the vespencibility of the
GSLY. The MOM will provide audit assistance as apprepriate.
™n keeving with standard USAID procedure, USAID reserves the

right to audit USAID financed goods and services,
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Input/Output Monitoring

Purpose: To insure that project inputs, particularly
technical assistance, are directed towerd the production

of planned project outputs, The GSLT, with the assistance
of the Contractor, will develop a detailed work

plan for each consultant at least 30 days prior to the
consultant's planned arrival in Egypt. Each plan will
specify the quantitative and qualitative objectives of

the consultancy and identify specific GSLT training center
counterparts, At the end of each month, each consultant will
submit a report on the status of his work with respect to

the objectives of his consultancy, Each consultant will also
submit a final report which reviews accomplishments,
identifies problems encountered and contains recommendations
for future actions., Further, the GSLT will submit consultant

evaluation reports at the mid-point and end of each con-

sultancy.

The Contractor's participant training plans will be submitted
for USAID review at least 30 days prior to trainee departure,
Trainee progress reperts will be submitted at one month
intervals, In addition, USAID =:ill interview all partici-
pant trainees upon their retumm to Cairo, The Contractor
will also submit commodity tists for USAID review prior to

the initiation of procurement,



Iv.9
EVALUATION PLAN

This i8 a three year project whose goal is to improve the quality of
bus and transport services provided the public. Successful imple-
mentation of the project is expected to benefit the general public,
particularly the blue collar workers and low income group, de-
pendent upon bus transportation and relying on trucks for the

delivery of producer and consumer goods.

A principal weakness in Egypt's transportation system is the fail
ure of transportation companies to provide adequate maintenance
and repair of vehicles. This project, whose purpose is to upgrade
the skills and work habits of vehicle maintenance workers, sceks

to overcome this weakness.

In doing so, 1t {3 proposed that a vehicle maintcnance training
program be established. The program, implcnented in cooperaticn
with the Egvptian General Syndicate for Land Transport (GSL1) and
the COE Ministry or Manpower and Vocational Training will, when
fully opceraticnal, provide training in over 20 vehicle mainrnon-

ance accupation/trade areas ror 540 mechanics each year,

In cveluaning this projec- the Mission has two basic evaluation
objectives.  First, the Mission seeks to deternine that meacares
taken to establish o viabie vehicuiar madnrenance training center
are timely and well cenveived avd that the approvad projes desin
continues to be the boor neans of acegining e prejeer's opecuives
he two regula: evolue fons schoeduled duzing the Y00 che nrpogoe:
will address teelv prinary eflnei o veward e comooere,

'

The regular eva.uations wily ceterwine if rne oveiooi's inscener -

vation is on schedele; Lf inpuls (coutvact and Epyptidan pasronnel
t [ t

V.
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equipment and tools, training materials, and GOE contribution of
training site, utilities and operating costs) are appropriate

to project needs; that delivery of commodities is on a timely
basis, and they are appropriately installed and utilized; that
proper records and accounting measures in place. The regular
evaluations will also check whether the project design and under-
lying assumptions remain valid and provide the best means of

attaining the project's objectives,

The two regular evaluations are scheduled to be undertaken in the
twelfth and twenty-fourth month of the project's life. The regular
evaluations will be '"in-house' undertakings with Mission, contract
and GOE personnel participating in the procedures. The Project

Officer is responsible for preparing the regular evaluations and

in doing so will utilize the Project Evaluation Summary (PES) format.

In addition, two special evaluations will be undertaken during the
life of the project. They will be conducted at the mid-life of the
project----at the end of 18 months------ and at the time of project
completion. The primary purpose of these special evaluations {is

to determine the extent that the project has improved the quality
of bus and truck transport services provided to the public; and,

to judpe the extent that the Egyptian people have benefitted from
the improved transport services. Measures ol project impact will
include: reduction in the rate of absentees at the vehicle mainten-
ance centers; lower rate of personnel turn-over; reduced rate of
vehicles being inoperative due to mechanical problems; and evidence
of adherence to a vehicle maintenance plan with corresponding re-

“duction in operation costs., For the beneficiaries, the special

L >
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evaluation study should note the project's impact effect by
considering: the extent that buses and trucks adhere to their
schedules of operation; increased utilization of the transport
system by consumers; reduction in the incident of road accidents
due to mechanical defects in vehicles; increased amount of
freight hauled, additional areas serviced by the transport

system,

To carry out the special evaluations the Mission will contract

for the services of a firm with vehicle maintenance trzining know-
how and overseas experience. Initially a two person team from

the firm will come to Egypt for a period of two weeks. At that
time they will develop a format for the collection of baseline
data to be used in measuring project progress, judging the impact
of the project in improving the trausport system and improving

the well being to the general public. During this initial visit
the two man team will identify sources of baseline data and
designate appropriate officials who are to be responsible for the

collection and maintenance of the baselin. data.

At mid-life of the project (L8 months) a two person te.n fron the
firm is to come to Egypt Lo undertake a mid-cerm "ia-depih” wvalua-
tion of the project over a pericd of three weeks. During this

time the team will center their attention upon determining to what
extent the project's activity has succeeded in upgrading the
performance of the vehicle maintenance training center and in im-
proving the mechanical skills and work habits of vehicle mechanics.

. In preparing their "in-depth'" impact evaluation the team is
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expected to spend extensive time at the training sites inter-
viewing contract and Egyptian instructors, Mission and GOE
project related officers, and Egyptian mechanics undergoing
training. Supplementing this information the special evalua-
tion team is to extract data from project records, the earlier

regular evaluation report, and the baseline data,

At the end of the project (36 months) the second special evalua-
tion of the project will be made. This evaluation will direct

its efforts primarily upon determining what has been the impact of
the projnct in improving the operations of Egypt's public trans-
port system and the extent that the Egyptian general public
benefits because of better bus/truck service. A three person

team is programmed to carry out this study., They are expected

to be in-country two weeks, followed by a third week in the U.,S.

to complete drafting their report.

As estimated nineteen person weeks of work has beer budgeted

to undertake the special evaluations and establish prcocedures for
the collection of baseline data. Applying standard IQC

rates it is estimated cthat the total dollar custs of the special
evaluations will be $65,000., Cost for international and lncal
travel, per diem in-country and other local expenditures 1is
estimated at 514,000, These amounts are budgeted for under

AID provided Technical Assistance.

S
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Display of the evaluation time plan is shown below.

r—-' lat Year —t— 2nd
| 1 | |
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tvaluation Design Regulaxr Special itepular Special
faseline lata Evaluation Fvaluation KEvaluation Evaluavtinn
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Responsiblilities

Contractor Reports - Chief of Party ek
GSLT Reports - President of the Board of Directors |
USAID Receipt of Reports - The Project Officer

F. CONDITIONS, COVENANTS AND NEGOTIATING STATUS

1.

CONDITIONS PRECEDENT

The Condition Precedent contained in Section 4.1(b) of
the standard Project Grant Agreement, relating to repre-
sentatives and specimen signatures, will be included in

the Project Grant Agreement.

Prior to any cdisbursement or to the issuance by A.I.D. of
documentation pursuant to which disbursement will be made,
the Grantee shall, except as the parties may agree otherwise
in writing, furnish to A.I.D. in form and substance satis-

factory to A.I.D.:

(a) Evidence that the GSLT has been given full responsibility
and authority for implementation of the project.

(b) Evidence of the establisltirent of a Board of Directors
which will direct proje: . .mplementation and administer the
treining center and evider ce that vepresentatives of the
MOM, GSLT, Ministry of Trunsportation and tne tcaining

center will serve on tLie Board.
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COVENANTS

In addition to the standard covenants provided in Handbook

3 which will be included in the Grant Agreement, the following
special covenants will be included in the Grant Agreement:
The Grantee shall:

(a) Provide a detailed instructor salary scale and incentive
plan for the training center staff, saowing a base salary of
L.E. 80, and minimum total incentives of L.E, 80.

(b) Agree to train on-the-job a minimum of twenty-two in-
structors in addition to the twenty-two who will receive
training in the United States,

(¢) Execute agreements with participating companies that they
will pay employees theilr base salaries winiile they attend the
GSLT training center.

(d) Provide copies of all training agreements signed between
the Board and bus and truck companies who participate in the
project. The training agreements will specify the number of
trainee spaces allocated to each company and the amount of
each company'cs financial contributicn toward cperating costs
of the training center.

(e) Endeavor to the extent practicable to iInclude women as
full participanics in the projcect and report to AILD. at

least annually cn progress made in thic regara,
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V.

PROJECT FEASIBILITY

A. TECHNICAL

The purpose of this project is to upgrade the skills and
improve the work habits of heavy vehicle maintenance
workers. Three strategles were considered to achieve this
purpose: (1) development of structured on-the-job train-
ing programs (0JT); (2) expansion and modification of
existing Ministry of Industry (MOI) and Ministry of
Education (MOE) formal secondary vocational programs;

and (3) assisting the GSLT in the development of its

heavy vehicle maintenance training center. The

third strategy was selected.

The training of most vehicle maintenance workers cur-
rently takes place on the job. Tn almost all companies,
this training is unstructured and informal. The result
of such training is a worker capuble of performaing only
a limited number of maintenance and rcpair tasks and

even those tasks that ure performed are not always peciorwmed
in a satisfactery marner. Informel learning on the job
will certainly continue to play a role in the develcpinent
of worker skills. However, various analyses and inves-
tigations .ve iadicated that even if a structured uJT
program were in place, there would scill remain &« ne<ed
for more formalized training. The nature of the required

training is such that it is best conducted by trained
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instructors working with groups of trainees in prqperly
equipped shops and classrooms. The combination of
instructor/shop/classroom is the most efficient and
effective method for tralning workers whose skills are
at the relatively low level of the average Egyptian

vehicle maintenance worker,

The second option was to use MOE and MOI schools which are
in exlstence and turning out respectively 1,200 and

250 autoinotive workers annually. Investigacions indi-
cated, however, that few of the graduates cf these programs
find jobs in che heavy transporct industry. They have
little inreresc in working as vehicle malntenance workers
and the training vhev receive is insufficient, inetfcc

rive and unretaced o mhe needs ot the companies.  Inoa
sense, (¢ Lnoa vinasie broblew coron repard to wocarional
educac:on The vore venote the cducan onael ingtiliute

is froin kbe jrncasoay served. il Lo velevant Thiy rrains

Al

ing.  Afcer ananyzic, toe Mo sad HOT Usaarieel o ogra

Lt was “eerced oat oner the sbeo o oand noeaiwy term o
would be almost inpous™hbic Jo crfoet their sropgcara 4o

a way whilch wonld resalt in better tralaod mdintenarcs

personnel for the rransport compailes,

T .

The stratcgy cclected, assisting rae Ghil in toe develop
man: of ivs heave veinlcie mainteaarce (raining centor,

was judped vo have the aighesc probabilicy »f ar least
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partially meeting the medium and long term needs of
the public sector transport companies for skilled

maintenance workers.

The project has been developed in collaboration with
the public sector transport companies. It is thelr
workers who will be trained and they will finance the
major portion of the cost of training. The companies
are an integral part of the project and it 1is in

thelr interest that it succeed.

Both project inputs and project outputs are judged to be
sufficient to develop the planned GSLT training capa-
bilities. The project strategy is balanced. Not only
is adequate equipment provided, but care is taken to in-
sure that required adiministraiive and instructional cap-
abilities are also developed. As a result there is a
high probability that at the end of the project the

GSLT training center will be a going concern which
provides quality training and serves the companies’ needs

for skilled heavy vehicle maintenance workers.

ADMINISTRATION

Primacy administracive responsibility for both implemen-
ting the project and directing the operation of GSLT
training cenier will rest with the training center Board
of Directoers. The cemposition aand responsibilities of

the Boavd were noted in Pavt IV, Project Tiplencniation.



The formal establishment of the Board is a Condition
Precedent to the disbursement of USAID funds. 1In
