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EXECUTIVE SUMMARY
 

This summary provides an overview of the results of the
 

management analysis of the Alexandria General Organization for
 

Sanitary Drainage (AGOSD) performed by Arthur Young and
 

Company in association with Boyle Engineering Corporation.
 

We have measured AGOSD against criteria that even mature
 

organizations vould find difficult to meet. AGOSD is a new
 

and developing organization that has been faced with an
 

overloaded and rapidly deteriorating sewerage system and
 

has not been granted the luxury of time to adequately address
 

all its needs.
 

The reader is encouraged to refer to the full report for
 

a discussion of the objectives and scope of the review and for
 

details supporting the following findings and conclusions.
 

A. 	SUMMARY OF FINDINGS
 

Our overall finding is that AGOSD has not yet developed
 

clearly defined objectives and policies, organizational
 

stability, and management control systems. The organiza­

tion is not strong in terms of documented systems and proce­

dures, or in the use of reports and information to control
 

operationc. Most existing procedures are government regulations
 

that merely state "what should be done", but fail to provide
 

sufficient guidance as to "how" it should be done.
 

AGOSD still lacks the tools and equipment it currently
 

needs but in general has more personnel than can be effectively
 

utilized. There is a need to re-allocate its resources, and
 

to acquire and maintain adequate tools and equipment to
 

effectively support the expansion plans.
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By most standards of measurement, AGOSD has,a long and
 

difficult road to be traveled to eventually manage a modern
 

wastewater facility effectively.
 

ORGANIZATION
 

Organization Structure
 

"The instability of the organization confuses lines
 
of communication, complicates the clear definition
 
of responsibilities and the delegation of authority".
 

"The Chairman currently has nine staff positions
 
and the managers of three major departments reporting
 
to him. The span of control required for these
 
vital and diverse technical and operational areas,
 
is beyond the limits desirable for effective control.
 
These responsibilities limit the time available to
 
the Chairman for the future planning of AGOSD's
 
organization and operations and his role as AGOSD
 
chief spokesman".
 

"The fragmentation of similar activities all
 
concerned with a common function such as personnel
 
planning and management, limits the development
 
of cohesive policies and programs. This situation
 
also creates the potential for overlapping responsi­
bilities and a duplication of efforts. It also
 
contributes to bureaucratic red tape and confusion
 
for the employees".
 

Delegation of Authority
 

"The mission statements as well as the individual
 
manager's position descriptions do not contain
 
delineations of responsibilities nor definitions
 
of the specific authorities granted. The delegation

of authority, therefore is inconsistent, and
 
subject to frequent changes resulting in confusion
 
and a lack of a consistent direction of the organi­
zation".
 

"Authority within AGOSD is highly centralized and
 
rests mainly with the Chairman with selective
 
delegation to a few members of the top management
 
group".
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The Chain of Command
 

"The defined reporting relationships, chain of
 
command, contained in the formal organization plan
 
are routinely violated. The result is that
 
individual managers' authority is being eroded,
 
their work schedules interrupted, and their plans
 
diverted".
 

Management Style
 

"There is a tendency within AGOSD to create
 
committees and to use meetings as a vehicle for
 
decision making and spreading responsibility".
 

"The role and authority granted to the various
 
committees is unclear. Their existencc tends to
 
remove authority and responsibility from individual
 
managers, and delay the decision-making process".
 

"The committee or meeting style of management at
 
AGOSD is an attempt at "management by consensus
 
and a means of sharing the responsibilities for
 
decisions. Further they are tending to exclude
 
middle managers and siipervisors who are near the
 
"scene of action" and who are able to provide
 
first hand Knowledge. This creates the potential
 
for reaching decisions without all the facts
 
available".
 

The Organization Profile
 

"A profile of the job grades within AGOSD tends to
 
verify the perceptions gained during the review
 
that there is a need for more supervisory and
 
first line management'.
 

MANAGEMENT, SUPERVISION AND EMPLOYEE TRAINING
 

Current Policies and Programs
 

"Training and management development to date have
 
received a low priority within AGOSD. For the
 
fiscal year 1980-81 .025% of the total budget was
 
allocated to this area".
 

"Managements' perception of training and develop­
ment tends toward the more technical areas of
 
engineering or wastewater treatment and less
 
toward management, supervisory or employee
 
training in non-technical areas".
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"There have been no training or management develop­
ment programs conducted to date, although there
 
have been some assignments of personnel to work
 
with foreign contractors with the hope and expec­
tation that they would absorb some technical and
 
managerial know-how from this association".
 

Employee Training Needs
 

"Most employees learn their jobs by observing others
 
perform them and not by following prescribed
 
procedures. Consequently, there is no objective
 
basis for determining the requirements for training,
 
the procedures to help train new employees, or the
 
standards to be used to measure their job performance".
 

"Throughout the AGOSD organization, less than half
 
the employees appear to be working. This is due
 
to a combination of overstaffing, not knowing what
 
to do, and lack of incentive or pressure for
 
supervisors to improve productivity".
 

"The lack of standard procedures not only effects
 
the stability of the duties of employees but makes
 
the assessment of specific training needs difficult".
 

"There are currently no incentives for supervisors
 
to improve operations or for the employees to learn
 
their job or to acquire the skills required to work
 
effectively".
 

Manaaement and Supervisory Development
 

"Management and supervision throughout AGOSD are not
 
adequately prepared either educationally or by
 
previous practical experience for their positions
 
as managers or supervisors".
 

"There is a serious need to provide incentives for
 
management to improve operations, and for management
 
to replace subordinates who do not perform".
 

"The criteria for promotion are vague and do not
 
contain job performance evaluations. The experience
 
requirements for most management positions, as
 
expressed in the job description, are equally vague
 
and do not specify tde levels of previous managerial
 
or supervisory experience required".
 

"The training of managers and supervisors must range
 
from basic supervisory and human relations skills
 
to the broader subjects of management and control".
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MANAGEMENT INFORMATION AND CONTROL 

Current Manaaement Reports
 

The following are general characteristics of the current
 

management information and reporting systems at AGOSD:
 

* Most organizational units within AGOSD neither
 
receive nor prepare any regular management
 
report.
 

Information is not readily available in a form
 
that is useful for management, resulting ini the
 
need for frequent special studies to gather
 
information.
 

* 	Management information is primarily exchanged
 
verbally during L series of semi-regular meetings.
 

Most formal reports are required by other
 
government agencies (i,e, Ministry of Finance)
 
and thus meet the information needs of those
 
agencies and not of AGOSD.
 

Because certain reports are required by the
 
government, the majority of AGOSD officials
 
believe they are prohibited from creating
 
additional related internal reports that would
 
provide more useful information for the control
 
operations.
 

* 	Regular management reports are not used in
 
AGOSD because middle management tends to
 
believe that top management might:
 

- not fully understand the situation 
- be uninterested 
- be too busy to read the reports 

"Management reports currently in use within AGOSD
 
are primarily associated with the finance and
 
construction management functions. The infrequency
 
of other reports limits their utility in management
 
information and control".
 

"No member of the top manacement of AGOSD or even
 
the key finance officials receive any regular
 
report of the financial status of the organization".
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"Two important managers working within the same
 
functional area are not familiar with what each
 
is doing or is responsible for".
 

"Regular management reports are submitted either
 
because a government regulation requires them
 
or because a particular manager requests them
 
and only a few of these reports provide useful
 
management information".
 

"Considering the lack of telecommunications,
 
the effect of reliance on verbal communications
 
is to occupy a significant portion of the
 
management's time attending meetings and gathering
 
information. This leaves little time for the
 
actual management function".
 

"A good management reporting system must be perceived
 
as important and useful by those who prepare the
 
reports. This perception can only be imparted by
 
a management who responds to the report contents".
 

Organization and Maintenance of Management Information
 

"AGOSD has not defined its information requirements nor
 
has it designed the appropriate forms for the provision
 
of such information".
 

"A large part of the effort involved in preparing
 
management reports is involved in a perpetual
 
laying out of standardized report forms that should
 
be pre-printed".
 

"Storage of important management information is
 
unorganized and inefficient making it difficult to
 
locate key documents when they are needed".
 

"The same information is often maintained in two
 
or more registers located in various areas of
 
AGOSD. This duplication is an inefficient use
 
of manpower (two or more people doing the same job)
 
and confirms the previous finding that AGOSD has
 
not defined its information and information
 
storage requirements".
 

"During non-working hours anyone who walks into
 
AGOSD has access to look at and/or steal many
 
financial or personnel records".
 

"Only one person at a time can work with key registers
 
resulting in delayed access to important information
 
and an inefficient use of manpower if two or more
 
people need access to the same register at the same
 
time".
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SYSTEMS AND PROCEDURES
 

Current Systems
 

"The fact that the current systems have never been
 
formalized results in the inconsistent application
 
of procedures leading to an inefficient and untimely
 
fulfillment of goals".
 

It 	is possible to make several observations that apply to
 

all systems currently in use at AGOSD.
 

* 	 Most areas do not have defined goals 

and objectives and as a result their
 
systems are not based upon specific
 
goals.
 

* Procedures are not documented and specific 

responsibilities are not assigned to specific
 
individuals.
 

The integration of system components has
 

generally not been defined resulting in
 
overlapping responsibilities and duplica­
tion of effort.
 

* 	 Formalities of inter-departmental communica­

tions obstruct the smooth and efficient flow 

of documents within systems. 

Lack of adequate support equipment decreases
 

the efficiency of specific systems. For
 
example the Bookkeeping Section has one
 
calculator for sixteen employees.
 

"The informal systems in use at AGOSD are usually
 
personal adaptations of old GOSSD systems or govern­

ment regulations to which most employees have no
 
access"
 

"The executive level offices have confused or undefined
 
goals and objectives and because of this they are
 

unable to develop standard systems and procedures".
 

"The effect of government regulations and the fragmented,
 
undefined responsibilities have limited the effective­
ness and flexibility of the personnel administration
 
systems".
 

"AGOSD's total reliance on generalized government
 
regulations, to the exclusion of other potentially
 
beneficial systems, has resulted in an inefficient
 

application of resources and a lack of control over
 
their use".
 



"The financial systems in use at AGOSD, dedicated
 
to providing information to the Ministry of Finance
 
and o~her government departments, do not provide

the financial information and control necessary
 
to manage a large organization effectively.
 

"There are no formal or 
informal procedures for the
 
operation of the treatment plants".
 

"The same functions are performed in four districts
 
in four different ways because no formal integrated

systems have been developed for operations and
 
maintenance".
 

"Within AGOSD the closest thing to a formal system

is that found in the Vehicles Department. However,
 
it is unable to function efficiently or effectively

because of a 
lack of resources and the interference
 
of top management".
 

PLANNING AND BUDGETING
 

Plan Development
 

"The existence of two separate plans, the TPP projects

of the Master Plan and the AGOSD plans not only

complicates management control 
 but greatly increases
 
the ineffective use of AGOSD lesources".
 

Coordination of Plans
 

"The procedures for coordinating the Annual Construction
 
Plan with the Master Plan are not clearly defined
 
or documented to the degree necessary to ensure that
 
there are no conflicts between plans".
 

"The criteria for selecting projects to be included
 
in the AGOSD Annual Plan are not documented and we
 
were not able to determine how one project is selected
 
over another".
 

"The planning and execution of new construction projects

while the Master Plan is being revised could result
 
in the ineffective use of human and financial resources
 
regardless of the amount of coordination".
 

"The planning of manpower, essential suport equipment,
 
and systems is not based on 
a realistic assessement of
 
needs, current conditions or the expansion of 
new
 
facilities".
 

'I
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"The lack of integrated planning with assumptions
 
as to levels of activities and future needs, could
 
seriously impact the ability of AGOSD's management
 
to effectively operate a modern wastewater collection
 
and treatment system".
 

Control of the Planning Process
 

"The plan development at AGOSD is fragmented in
 
several organizational units and is a part-time
 
or extra duty added to managers who already have
 
significant work loads".
 

"The lack of a full-time, high level manager for
 
planning is limiting the scope of planning primarily
 
to facilities and causing the inconsistencies of the
 
planning done in Operations and other support depart­
ments within AGOSD".
 

"The lack of a controlled planning system, and the
 
lack of communication of common assumptions and
 
goals can result in an ineffective use and allocation
 
of resources. The addition of employees at the
 
magnitude planned would represent such an ineffective
 
use of resouic'es".
 

Assessment of Needs and Budgeting
 

"There is no re-evaluation of past programs and current
 
needs or consideration of current efficiency levels.
 
Consequently, past inefficiencies are carried over
 
into the new budgets and budget levels may not reflect
 
AGOSD's present or-immediate future needs".
 

"The budget is not divided by the organizational units
 
within AGOSD, (responsibility centers) consequently,
 
managers cannot be he]dfinancially responsible for their
 
operations or decisions".
 

"The current situation is conducive to "empize building"
 
and managers are motivated to enlarge their staffs
 
simply because this increases the status of their own
 
positions".
 

"Government regulations or laws are used as an excuse
 
for not exercising control. These regulations once
 
complied with, do not prevent AGOSD from developing
 
cost or responsibility centers and using the budget as
 
an internal management control".
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CONSTRUCTION MANAGEMENT
 

Prolect Desian
 

"The Design Department is too small and is deficient
 
in appropriate ungineering disciplines, equipment
 
and adequate work space to perform the normal mission
 
required of a Design Department"
 

Contracting Procedures
 

"The unit price method of tendering contracts can
 
lead to subjective evaluations In making
 
construction contract awards
 

"Detail-d and standarized procedures, as well as
 
docura ed criteria for evaluating tenders, have
 
not be.i developed
 

"Uniform, standard contract procedures should be 
used in negotiating and preparing construction, 
contract change orders". 

Project Mana en.ent 

"The management of construction projects is
 
fragmented among several organizational units.
 
This situation confuses th(e chain of command
 
and complicates the development of unified
 
policies, procedures and the developmental
 
training of field engineers".
 

"There is not a unified AGOSD voice giving
 
instructions to contractor personnel and often
 
the contractors receive contradictory instruc­
tions".
 

"Assigning young engineers to resident construction 
sites to gain experience is a well founded practice 
to enhance engineering development". 

"The resident site staff requires detailed, uniform
 
proceduresto follow in the performance of their
 
duties. These procedures should give the resident
 
engineer the authority and responsibility to
 
execute minor change orders".
 

"One contractor's employment of a US/Egyptian Joint
 
Venture Project Management Consultant is proving
 
very beneficial in the timely execution of one
 
construction project".
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Once this has been accomplished, projects and implemen­

tion plans can be developed for those projects deemed most
 

important to the effective management of AGOSD.
 

ORGANIZATION
 

CONCLUSQNS 


1. 	Develop a plan for modifying 

the current structure, and
 
for developing specific
 
missions and objectives for
 
AGOSD and each departmental
 
unit.
 

2. 	Evaluate and test organiza-

tional alternatives.
 

3. 	Add critical functions to 

current organizational
 
structure.
 

4. 	Develop specific position 

descriptions for management
 

5. 	Develop an AGOSD management 

policy manual.
 

PRIORITY PAGE REF, 

High 10 

High 11 

High 11 

Medium 12 

Medium 12 

MANAGEMENT, SUPERVISION AND EMPLOYEE TRAININ
 

CONCLUSIONS PRIORITY PAGE REF.
 

1. 	Establish a major staff 

position for management
 
developmo nt.
 

2. 	Use the process of imple-

menting changes recommended
 
herein as a training vehicle.
 

3. 	Develop an AGOSD engineerinq 

and management library.
 

4. 	Assess the AGOSD managerial 

and supervisory training
 
needs.
 

5. 	Develop a program of incentives 

to encourage management,
 
supervisory and employees
 
training.
 

6. 	Evaluate supervisors on the 

productivity of their departments
 

Medium 20 

High 21 

McJiuni 22 

Medium 22 

Medium 22 

Low 23 
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CONCLUSIONS 	 PRIORITY PAGE REF,
 

7. 	Acquire audio visual Low 23
 
training equipment.
 

8. 	Revise employee evaluation Medium 
 23
 
criteria.
 

9. 	Develop training programs. High 23
 

MANAGEMENT INFORMATION AND CONTROL
 

CONCLUSIONS 


1. 	Define what management 

information is required
 
and how it can be
 
efficiently supplied.
 

2. 	Develop an AGOSD management 

style oriented toward
 
the use of regular reports.
 

3. 	Provide sufficient storage 

facilities to organize and
 
maintain management
 
information efficiently.
 

SYSTEMS AND PROCEDURES
 

CONCLUSIONS 


1. 	Identify key management 

functions.
 

2. 	Review AGOSD's systems 

requirements and design
 
appropriate systems.
 

3. 	Apply systems and proce-

dures consistently once
 
established.
 

PLANNING AND BUDGETING
 

CONCLUSIONS 


1. 	Consolidate the two major 

facilities plans.
 

PRIORITY PAGE REF. 

High 35 

Medium 36 

Medium 36 

PRIORITY PAGE REF, 

High 49 

Medium 49 

Medium 50 

PRIORITY PAGEREP, 

High 58 
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2. 	Establish a central planning High 59
 
department.
 

3. 	Develop an integrated High 60
 
planning system.
 

4. 	Develop planning guidelines Medium 60
 
for each organizational unit.
 

5. 	Develop an AGOSD planning Medium 61
 
manual.
 

6. 	Develop an annual expense Medium 61
 
and manpower budget for each
 
organizational unit %. ,'t
 
center).
 

7. 	Assess budget requirements Medium 62
 
based on current levels of
 
activity and volumes of work.
 

8. 	Evaluate supervisors on the Low 62
 
basis of their performance
 
to budget.
 

CONSTRUCTION PROJECT MANAGEMENT
 

CONCLUSIONS 	 PRIORITY PAGE REF,
 

1. 	Improve all aspects of High 69
 
engineering design.
 

2. 	Develop standards and Medium 69
 
procedures for the tender
 
review process.
 

3. 	Evaluate the use of fixed 
 Low 69
 
price contracts.
 

4. 	Establish the role of one High 70
 
single construction project
 
manager.
 

5. 	Provide decision making Medium 70
 
authority at the resident
 
engineer level.
 

6. 	Establish and implement High 
 70
 
uniform change order proceures
 

7. 	Develop site engineering poli- Medium 70
 
cies and procedures.
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I. INTRODUCTION
 

This report presents the results of the management
 

diagnostic review as required in Phase I of the agreement
 

between the Alexandria General Organization for Sanitary Drainage
 

(AGOSD) and Boyle Engineering Corporation and Arthur Young
 

& Company.
 

The report deals with the organization and management of
 

AGOSD and contains substantive findings regarding the organi­

zation, management and supervisory development, management
 

information and control, internal systems and procedures, and
 

the planning and control of construction projects.
 

A. OBJECTIVES AND SCOPE
 

Our approach to the review of the management of AGOSD
 

was developed to meet these general objectives:
 

* To evaluate the effectiveness of the overall 
organization and management of AGOSD as well
 
as each of the major functional units.
 

* To evaluate the basic systems and reports 
utilized throughout.the organization to 
determine if they meet normally expected
 
standards of efficiency and control.
 

* 	 To review the present utilization of the 
human, equipment and financial resources 
used or expended by management in conducting 
the day to day operations to determine if
 
they are being effectively utilized.
 

B. ACKNOWLEDGEMENTS
 

Throughout this review, we received good cooperation
 

from the management, engineers, and employees of AGOSD. We
 

appreciate their candor and willingness to share their ideas,
 

discuss problems and to supply us with manuals, documents
 

and other information we required.
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We also had the benefit of prior studies such as the
 

"Management and Tariff Studies Relative to Water/Sewerage
 

Systems", prepared for the Ministry of Development and New
 

Communities.
 

These studies were helpful to us in providing background
 

information and in many instances a verification of our
 

perceptions, findings and conclusions.
 

C. ORGANIZATION OF THE REPORT
 

As indicated, this report documents significant findings
 

and conclusions from our review of the management of AGOSD.
 

We have organized the report in nine sections, containing
 

our findings, and conclusions. The intent of this report is
 

to present succinctly all the results of our review and to
 

provide the basis for defining improvement projects to be
 

accomplished during the next phases of the project.
 

(Cf
 



II. ORGANIZATION
 

Prior to 1979, the Alexandria sewage system was managed
 

by the General Organization for Sewerage and Sanitary Drainage,
 

(GOSSD) a division of the Ministry of Housing. In August of
 

1979 the Alexandria General Organization for Sanitary Drainage
 

(AGOSD) was created as a separate organization charged with
 

the planning and management of the Alexandria sewer system.
 

The separation of AGOSD from GOSSD apparently bore all
 

the agonies of surgical intervention in the competition for
 

management, staff, laborers and other resources. During the
 

separation, AGOSD was assisted by the Central Agency for
 

Organization and Administration in developing an organizational
 

structure, position descriptions and the general responsibilities
 

of the sub-organization units.
 

The development of a new organization while assuming the
 

responsibilities for a rapidly deteriorating and overloaded
 

sewer system has not been an easy task and has impacted the
 

decision making process, the delegation of.authority and the
 

development of a sound chain of command.
 

We have viewed AGOSD as a new developing organization,
 

which has not been granted the luxury of time to stabilize
 

relationships and fully implement the original organizational
 

design. The reader should bear this in mind in evaluating the
 

findings and conclusions which follow.
 

A. APPROACH
 

Our approach to evaluating AGOSD's organization was to
 

review the current organization chart, statements of missions,
 

1,0
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position descriptions and to supplement this documentation
 

with a series of indepth interviews with all the key members
 

of management. From these interviews we were able to develop
 

an understanding of the "decision making process", the
 

delegation of authority, and the lines of communication
 

throughout the organization.
 

Our objectives were to determine how well the organiza­

tional structure provides the avenues of communication and
 

its general effectiveness as a framework for AGOSD's manage­

ment to exercise the control necessary to achieve its mission,
 

conserve its assets and effectively utilize its resources.
 

B. FINDINGS
 

1. Or _qarnzation Structure
 

The orginal organization plan is currently still being
 

implemented. There are functions defined in the plan and on
 

the organization chart which are not staffed. These include
 

such staff functions as Financial and Administrative Inspection,
 

Planning and Follow-up.
 

Several key management positions are being filled by
 

people on loan from other government organizations. The
 

General Manager of Administration and Financial Affairs,
 

the Manager of Finance, and the Manager of Administration are
 

in this category. Not only is the General Manager of
 

Administration and Finincial Affairs on loan, but he is listed
 

as also filling the staff position of Organization and
 

Administration, and yet he has limited availability because
 

he is a member of the Peoples Assembly of Egypt.
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The Manager of Treatment is also acting as head of the
 

Technical Office for Experience and Communication, a staff
 

position and co-Manager of the Execution Department, a line
 

position. Additionally, the key position of General Manager
 

of Operations and Maintenance is filled by a former employee,
 

now in a consulting capacity.
 

Findinq
 

The instability of the organization confuses lines
 
of communication, complicates the clear definition
 
of responsibilities and the delegation of authority.
 

The result is that the direction and planning of vital
 

functions is adversly affected, as is the morale and motiva­

tion of middle management in those functions.
 

Since the development of the organization plan, several
 

major adjustments have been made, The treatment plants and
 

the Vehicle Department have been placed under the control of
 

the General Manager of Technical Affairs and removed from the
 

Operations and Maintenance Department.
 

Finding
 

Although this adjustment could be viewed as a
 
temporary measure, it is further overloading
 
a key executive, the Manager of Technical
 
Affairs, during a critical period for AGOSD.
 
Without a future organizational plan comiunicated
 
to the organization, it is further eroding the
 
organizational structure and contributing to its
 
instability.
 

The current organization has nine staff positions as well
 

as three "line" managers of the major functions of Administra­

tion and Financial Affairs, Technical Affairs, and Operations
 

and Maintenance reporting directly to the Chairman of the Board.
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Finding
 

The span of control required for these vital and
 
dierse technical and operational areas, is beyond
 
the limits desirable for effective control. These
 
responsibilities limit the time available to the
 
Chairman for future planning of AGOSD's organiza­
tion and operations and his role of chief spokesman
 
for AGOSD.
 

Similar and related activities which require management
 

with the same background and technical experience are frag­

mented within the current organizational structure. For
 

example:
 

* 	 Personnel attendance monitoring is the respon­
sibility of Public Relations. 

" 	 Personnel complaints are handledby Legal Affairs, 
the Personnel Section, and Public Relations. 

" 	 Manpower planning is divided among the Personnel
 
Section, Organization and Administration, a
 
staff function and the Personnel Committee.
 

Wages, employment and the personnel files are
 
the responsibility of the Personnnel Section,
 
within Administration and Financial Affairs.
 

Finding
 

The fragmentation of similar activities all concernee
 
with a common function such as personnel planning
 
and management, limits the development of cohesive
 
policies and programs. This situation also creates
 
the potential for overldpping responsibilities and
 
a duplication of efforts. It also contributes to
 
bureaucratic red tape and confusion for the employees.
 

2. Deleaation of Authority
 

The missions and responsibilities of the organizational
 

units within AGOSD, as presented in the documentation that
 

we 	reviewed, are general and rather vague statements of
 

responsibilities. The positions descriptions for the key
 

positions were similarly stated in general terms. 	 ­



Finding
 

The mission statements as well as the individual
 
managers position descriptions do not contain
 
delineations of responsibilities nor definitions
 
of the specific authorities granted. The delegation
 
of authority, therefore is inconsistent, and subject
 
to frequent changes resulting in confusion and a lack
 
of a consistent direction of the organization.
 

Statements of each organization's mission and clearly
 

defined limits of authority are not the total answer to the
 

delegation of authority, but they are a base from which
 

understandings and effective working relationships can be
 

formed.
 

During the review, we observed the most minor decisions
 

being referred to the Chairman of the Board. Some of tbase
 

included the approval of the vacations for employees at all
 

levels, the purchase of many items, employee terminations,
 

and the review of contractor's invoices. Other members of
 

"top" management were involved in similar details.
 

Finding
 

Authority within AGOSD is highly centralized and
 
rests mainly with the Chairman with selective
 
delegation to a few members of the top management
 
group.
 

The lack of delegation of authority may be due to a number
 

of reasons, however, the result is that the top management of
 

AGOSD is bogged down in details which are often of little
 

importance in achieving the larger mission of modernizing the
 

Alexandria sewer systems.
 

3. The Chain of Command
 

During the review, we observed many instances of top
 

managers by-passing middle level managers and supervisors to
 

issue instructions directly to employees. The top management
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group and others are dealing directly with managers, and
 

employees throughout the organization, and crossing defined
 

organizational lines.
 

Finding
 

The defined reporting relationships, chain of command,
 
contained in the formal organization plan is routinely
 
violated. The result is that individual managers'
 
authority is being eroded, their work schedules
 
interrupted, and their plans diverted.
 

The lack of routinely produced management information or
 

the genuine desire of management to respond to needs are perhaps
 

the motivation for the current management style illustrated
 

herein. However, the impact is a long term erosion of the
 

formal organization structure and a continuation of a crisis
 

atmosphere.
 

4. Manaqement Style
 

Most organizations seem to adopt a style or character and
 

this often reflects the way the organization actually works
 

and the way decisions are made.
 

Within AGOSD, there is a tendency to create committees
 

and to use meetings as a vehicle for decision-making. During
 

the review we noted there is a Technical Review Committee, an
 

Industrial Safety Committee, a Foreign Contractors Committee,
 

Internal Construction Committee, Personnel Committee, Personnel
 

Incentive Committee, as well as others established for specific
 

and often short term purposes.
 

Finding
 

The role and authority granted to the various committees
 
is unclear. Their existence tends to remove authority
 
and responsibility from individual managers, and delay
 
the decision-making process.
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Committees are necessary in most organizations and can
 

serve as an effective means of communication and exchanging
 

ideas, provided their functions and roles are defined and
 

specific objectives are established. Typically committees
 

can serve useful roles as bodies that establish procedures,
 

standards, such as engineering standards or drafting standards,
 

and give advice and guidance. They generally are a very
 

cumbersome and time consuming means of reaching decisions.
 

Within AGOSD, they are tending to function as decision-making
 

bodies with committee members each signing the agreements
 

and decisions that are made.
 

Findina
 

The committee or meeting style of management at
 
AGOSD is an attempt at "management by consensus"
 
and a means of sharing the responsibilities for
 
decisions. Further they are tending to exclude
 
those middle managers and supervisors who are
 
near the "scene of action" and who are able to
 
provide first hand knowledge. This creates the
 
potential for reaching decisions without all the
 
facts available.
 

5. The Organization Profile
 

The profile of an organization can be reflected in the
 

distribution of skills and the ratios of management and
 

supervisorsto the general work force.
 

A broad view of the AGOSD organizational profile shows
 

the following:
 

Q Total 
Function Position Grades Number Employment 

General Management Under Secretary to 5.2 
(Top Management) General Manager 

Middle Management 1 and grade 2 71 3.7% 
(selectively) 



-10-


Supervising Level Grade 2 49 2.6%
 

Work Force Grades 3 - 6 1792 93.5%
 

Finding
 

The profile, although not completely accurate, tends
 
to 	verify the perceptions gained during the review
 
that there is a need for more sueprvisory and first
 
line management personnel.
 

Although there is a need for additional "first line"
 

management, numbers alone will not solve the problems unless
 

more decision-making authority is delegated downward in the
 

organization, closer to the scene of action. Competent super­

vision, with adequate authority will generally result in a
 

better and a more responsive decision-making process.
 

C. CONCLUSIONS
 

The conclusions we have reached regarding AGOSD's organi­

zation are as follows:
 

1. Develop a specific organization plan for the further
 

development and stabilization of the AGOSD organizational
 

structure. These plans should:
 

* 	 Modify the organization structures to improve 

the span of control of executives, consolidate 
similar functions, provide for missing functions 
such as organization and systems development, 
shorten lines of communication and reduce the
 
levels of management.
 

* Define, specifically, the mission of each 
organizational unit to overcome current
 
overlaps, and duplications in missions.
 

* Acquire personnel to fill key management 

and staff positions that are vacant or filled
 
by part-time people.
 

Plan for management succession and rotation
 

of personnel.
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* 	 The consolidation of all traditional 
personnel functions into a single 
organization. 

* 	 The creation of a Training and Develop­
ment Organization. 

The changing of the current organization should.require
 

the active participation of AGOSD top management group, to
 

evaluate alternatives, determine staffing, develop mission
 

statements, and assist in implementation.
 

4. Develop specific position descriptions for the top and
 

middle management, that clearly state the responsibilities of
 

the position and the authorities granted.
 

The development process should require
 
meetings between superiors cad subordinates
 
to ensure that there is a real communication
 
and understanding of the duties and
 
responsibilities.
 

5. Develop an AGOSD management policy manual that contains
 

the key policy statements and management guidelines that
 

management and supervision can use in the day to day discharge
 

of 	their duties. This manual should include, but not be
 

limited to:
 

* 	 Statements of missions 

* 	 Organization charts 

Roles and responsibilities of standing
 
committees.
 

* 	 Policies on: 

- Internal and external communications
 
- Limits of approval for spending and
 

purchasi ng.
 
- Definition of problems requiring
 

higher approval
 
- Proterction of property
 
- Organization communication
 
- General roles of "line" and "staff"
 

function.
 
- Chain of command definition
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This manual should be issued to all management personnel
 

and should be of the "loose leaf" type in order to accommodate
 

the inevitable changes. The manual will be useful in briefing
 

new members of management and will initially be the subject
 

of seminars and discussion of the re-organization of AGOSD.
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III. MANAGEMENT, SUPERVISION AND EMPLOYEE TRAINING
 

AGOSD, is a public utility operated by the government
 

and as such does not analyzedecisions on a cost versus
 

benefits basis. Further, the concepts cf productivity, manage­

ment accountability for both financial and operational decisions
 

are not practiced nor completely understood. Many members of
 

AGOSD's management group believe that mere complaince with
 

the laws of Egypt represents the fullfilment of the requirements
 

of their position.
 

This attitude and environment has created a psychological
 

barrier which must be overcome in the development and training
 

of managers and supervisors.
 

A. APPROACH
 

In developing this section of the report we conducted
 

indepth interviews with managers,supervisors and several
 

key employees. We focused a portion of these interviews in
 

the organizations responsible for personnel acquisition,
 

training and management.
 

B. FINDINGS
 

1. Current Policies and Programs
 

As pointed out in other sections of this report, AGOSD
 

is a relatively new organization and has not been spared the
 

pains and problems normally associated with new and developing
 

organizations.
 

In this process, management and supervisory development
 

and employee training have had to compete with a multitude
 

of other projects and programs for the resources available.
 



-17-


Finding
 

Training and management development to date have
 
received a low priority within AGOSD. For the
 
fiscal year 1980-81 .025% of the total budget was
 
allocated to this area. There are no records
 
available that indicate how this budget is to be
 
used.
 

There are no policies which state the position of manage­

ment regarding training or any internally produced analysis
 

of their training and development needs. However, most members
 

of management do agree that training is needed. These needs
 

are expressed in only very general terms.
 

Finding
 

Management's perception of training and development
 
tends toward the more technical areas of engineering
 
or wastewater treatment and less toward management,
 
supervisory or employee training in non-technical
 
areas.
 

The perceptions that were expressed even when oriented to
 

management, supervisory or employee training tended to be
 

expressed as a need for academic seminars rather than a
 

specific, how-to-get the job done approach, oriented to increased
 

employee productivity.
 

Finding
 

There have been no training or management development
 
programs conducted to date, although there have been
 
some assignments of personnel to work with foreign
 
contractors with the hope and expectation that they
 
would absorb some technical and managerial know-how
 
from this association.
 

2. Employee Training Needs
 

The lack of documented clerical and administrative proce­

dures which clearly define the steps, and methods to be used is
 

a serious obstacle to training employees for their jobs.
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Finding
 

Most employees learn their jobs by observing others
 
perform them and not by following prescribed
 
procedures. Consequently, there is no objective
 
basis for determining the requirements for training,
 
the procedures to help train new employees, or the
 
standards to be used to measure their job performance.
 

The prevailing attitude of management is one of telling
 

employees what must be done, but not providing the guidance or
 

procedures to instruct them how to do the job. This situation
 

often results in management and supervision themselves doing
 

meanial clerical and administrative tasks, if the employees do
 

not get the job done.
 

Finding
 

Throughout the AGOSD organization, less than half
 
the employees appear to be working. This is due
 
to a combination of overstaffing, not knowing what
 
to do, and a lack of incentive or pressure for
 
supervisors to improve productivity.
 

The lack of concern for employee productivity and training
 

are related. Because of the abundance of manpower available,
 

supervisors tend to segregate work into small and often
 

meaningless tasks which change frequently. Further with the
 

masses of people available they could, if p,:zhed, handle most
 

problems encountered.
 

Finding
 

The lack of standard procedures not only effects the
 
stability of the duties of employees but makes the
 
assessment of specific tLaining needs difficult.
 

There are currently, no incentives for supervisors
 
to improve operations or for the employees to learn
 
their job or to acquire the skillsrequired to work
 

more effectively.
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3. Management and Supervisory Development
 

The educational backgrounds and the work experiences of
 

the management personnel of AGOSD are of a rather limited
 

functional or technical nature. Consequently, most of the
 

current managers and supervisors are for the first time
 

filling positions requiring either supervisory or broad
 

management skills.
 

Findina
 

Management and supervison throughout AGOSD are not
 
adequately prepared either educationally or by
 
previous practical experience for their positions
 
as managers or supervisors.
 

The management group within AGOSD does not seek responsi­

bility or more importantly does not use or accept the responsi­

bility that is already theirs to improve operations within
 

their own organizations. Often, the labor laws were given as an
 

excuse for not taking action while at other times it was a
 

lack of knowing what to do.
 

Findinq
 

There is a serious need to provide incentives for
 
management to improve operations, and for management
 
to replace subordinates who do not perform.
 

The promotion to a managerial or supervisory position
 

within AGOSD, seems to be based on rather subjective evaluations
 

and does not seem to be related to normally used measures of
 

job performance. The promotions are from one grade
 

to another and are in many cases, merely pay increases.
 

Findina
 

The criteria for promotion are vague and do not contain
 
job performance evaluations. The experience requirements
 
for most management positions as expressed in the job
 
descriptions, are equally vague and do not specify
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the levels of previous managerial or supervisory
 
experience required.
 

Throughout the review, we were generally surprised by
 

management's lack of detailed knowledge of their operations,
 

and a lack of rapport with their employees and subordinates.
 

Finding
 

The training of managers and supervisors must
 
range from basic supervisory and human relations
 
skills to the broader subjects of management
 
and control.
 

C. CONCLUSIONS
 

The further development of managerial, supervisory and
 

employee skills is dependent on many factors and cannot be
 

solved solely by education and training. The organizational,
 

systems and the improvements suggested throughout this report,
 

are the necessary foundation to provide the environment and
 

tools to manage.
 

It was also apparent that due to the shortages of tech­

nical managerial skills in the local.area, that AGOSD will
 

have to institute a continuing program of internal development.
 

1. Assign the responsibility for management development or
 

training to a new major staff function for training and
 

development.
 

Although the timing of this assignment will depend upon
 

the development of documented procedures, complete position
 

descriptions and the re-organization of AGOSD, the general
 

responsibilities should include:
 

* 	 Assessing and identifing training and 

development needs. 
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* 	 Formulating general policies for training 
and development. 

* 	 Developing master training plans. 

* 	 Evaluating training activities and programs. 

* 	 Reporting quarterly to the Chairman and the 
Board of Directors the progress, results and
 
the future training needs.
 

2. Use the process of implementing the changes recommended
 

throughout this report as a "real life" case study and as a
 

training and management development vehicle.
 

For example the following-areas could form the basis
 

for initial management, supervisory and employee training.
 

Realionment of the Organization
 

* Consultant to develop design concepts and 
general mission statements, responsibilities
 
and authorities of key managerial positions.
 

Consultant to chair a series of working
 
discussion meetings, after regular work hours,
 
to explore and discuss missions, authorities
 
and responsibilities, delegation of authority.
 

Require key managers to modify or make sug­
gestions regarding organization, lines of
 
communication and particularly their job
 
descriptions, authorities and responsibilities.
 

* 	 Resolve views of Chairman and subordinates 
in working sessions. 

* 	 Finalize organization structure, position 
descriptions, missions, etc. and the
 
specific delegation of authority.
 

To effectively implement organizational changes, open
 

discussions and participation are necessary to provide a common
 

understanding and confidence in the changes being implemented.
 

9%
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Development of New Systems and Procedures
 

Assign the supervisor directly responsible for
 
the 	system being reviewed to work with the
 
consultant in developing and documenting new
 
systems.
 

Develop new system and appropriate documen­
tation under the supervision of the consultant.
 

Review new procedures with the top management
 
of the department and obtain approval to install
 
the 	systems.
 

Instruct the employees in the new system require­
ments, the consultant should assist the
 
supervisor in presenting it to the employees.
 

The team approach as illustrated above, could apply to
 

policy development, employee evaluation as well as other areas
 

such as developing management information systems.
 

3. Develop a central AGOSD library containing technical
 

texts, and papers covering wastewater treatment, pollution
 

control as well as general management and supervisory subjects.
 

Supplement this with subscriptions to current professional
 

magazines and journals covering technical and managerial
 

subjets, method and systems improvement.
 

4. 	Assess initial management and supervisory needs as the
 

improvements are being implemented to provide the initial
 

input to the AGOSD training and development function.
 

5. Develop a program of incentives for management, supervision
 

and the employees to acquire training. These incentives should
 

include but not be limited to the following:
 

* 	 Require training to be a criteria for promotion 
or for reviewing a pay raise. 

* 	 Pay bonuses for training courses completed or 
for participating in designated management 
development activities. 



-23-


Grant overtime payments for training outside normal
 
work hours, and schedule most training during this
 
time.
 

* 	 Award diplomas and bonus in a brief ceremony. 

* 	 Publish the names of persons completing courses 

on AGOSD bulletin boards. 

6. 	Evaluate supervisors, and managers on the achievement of
 

productivity goals for their departments and for the develop­

ment of other defined objectives. (This recommendation
 

appears in other sections of this report, and is reappearing
 

here because of its importance in the motivation of managers
 

and supervisors).
 

7. Acquire audio visual equipment including a video camera,
 

video recorder and TV to permit the recording of training
 

seminar subjects so that managers and supervisors or the
 

employees could review them on an individual basis.
 

8. Evalu-te employee performance using criteria related to
 

following procedures, attendance, cooperation, accuracy of
 

work and other quantifiable measures.
 

9. Develop training programs, especially for employees and
 

first line supervision which meet the following criteria:
 

* 	 Combine seminar or classroom dicussion 
with on-the-job training. 

* 	 Present concepts with extensive use of 
visual illustrations and audio-visual
 
aids.
 

* Structure the course in segments or 
modules that permit individual as well
 
as group study to accommodate varying
 
individual capabilities.
 

* Design home study courses and require 
levels of understanding before advancing
 
to other courses.
 



IV. MANAGEMENT INFORMATION AND CONTROL'
 

The process of management can be described as a closed
 

system where activities are planned and performed. Performance
 

is monitored enabling management to control the activities by
 

adjusting future plans.
 

The key element of the monitor and control process is the
 

management report. Sach reports should regularly (monthly,
 

weekly, daily, etc.) provide management with the information
 

necessary to evaluate and control activities as they occur.
 

Management reports should be designed to provide, on a timely
 

basis, the specific information necessary for each level of
 

management. The information content is tailored to fit the
 

neeeds of the manager who receives it.
 

Generally, top management is involved in high level
 

activities such as long range planning and as a rL ult does
 

not have the time and should not have the need to evaluate
 

day to day operating reports. Reports oriented for top mana­

gement are "exception" or action reports. If the results of
 

activities are not in accordance with a predetermined criteria,
 

the exception report notifies top management that their action
 

is necessary. When activities occur as planned no exception
 

report is issued.
 

Middle management reports are activity or task oriented.
 

They describe to middle management the results of the day to
 

day activities in their areas of responsiblity. Such reports
 

provide a record of activities that have taken place.
 

A. APP 1ROA11 

Our approach In reviewing the management information and
 

control systems in use at AGOSD was to interview key officials
 



at 	all levels of the organization and to review the manage­

ment reports that they prepare or receive. We have discussed 
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* 	 Most organizational units within AGOSD 

neither receive nor prepare any regular
 
management report.
 

" 	 Information is not readily available in a
 

form that is useful for management, resulting
 
in the need for frequent special studies to
 
gather information.
 

* 	 Management information is primarily exchanged 
verbally during a series of semi-regular
 
meetings.
 

* 	 Moqt formal reports are required by other 

government agencies (i.e. Ministry of 
Finance) and thus meet the information
 
needs of those agencies and not of AGOSD.
 

Beause cLrtain reports are required by
 

the government, the majority of AGOSD officials
 
bel,eve that they are prohibited from creating
 
additional related internal reports that
 
would provide more useful information for the
 
control of operations.
 

* Regular management reports are not used in 

AGOSD because middle management tends to
 
believe that top management might:
 

- not fully understand the 
situation.
 

- be uninterested 
- be too busy to read the reports 

Although middle management has this impression of the infor­

mation requirements of top management, the Chairman has
 

indicated that he has tried to establish some regular manage­

ment reports covering financial and operational statistics.
 

resulted in the submission of
However, this attempt has not 


regular reports providing this information to the Chairman.
 

£.indnq 

Management reports currently in use within AGOSD are
 
primarily assuciated with the finance and construction
 
management functions. The infrequency of other
 
reports limits their utility in management information
 
and control.
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2. Financial Reports
 

There are four regular financial reports, three of which
 

are required by government regulations. These three reports
 

provide information in a format that is useful to various
 

government agencies such as the Ministry of Finance but neglects
 

the information requirements of AGOSD. The fourth report, for
 

internal use, is structured similar to one of the other three.
 

* 	 Monthly Statement of Revenues and Expenditures -
This report is prepared by Bookkeeping and 
submitted to the Ministry of Finance and the 
AGOSD Comptroller (who is a Ministry of Finance 
employee). The report provides the accumulated 
revenues and expenses since the beginning of the 
fiscal year for the current month, and the new 
cummulative totals. This data is broken down 
by line item (such as fuel, electricity, spare 
parts, etc.) However, there is no breakdown 
of costs by cost or responsibility center. 
The capital projects portion of the report is 
sent to the Technical Affairs Department as
 
input to their project status reports.
 

Monthly Analysis of Expenditures for the Loan
 
and Grant - This report is prepared by the
 
Financial Affairs Manager with the assistance
 
of the Public Relations Manager. It is submitted
 
to the Ministry of Planning, the Ministry of
 
Housing and the Governorate. While about eighty
 
percent (80%) of the data on this report is
 
static, the report does show that amount of
 
funds spent and available for contracting for
 
the USAID financial projects.
 

Quarteriy Balance Sheet and Income Statement -
This reaoort is prepared by Bookkeeping and
 
submitted to the Ministry of Finance and the
 
AGOSD Comptroller. It provides the same basic
 
information provided in the Monthly Statement
 
with the addition of data regarding the line
 
item budget amount.
 

Daily Trial Balance - This report is prepared by

Bookkeeping and submitted only to the Comptroller.
 
This report provides the basic daily balances for
 
all accounts.
 

11 ,
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What is most notable about these four financial reports
 

is that no-one in top management receives or uses a copy of
 

any of the reports. It is also notable that the Public
 

Relations Manager is involved in the preparation of financial
 

reports. This function is clearly outside his area of expert­

ise or normal responsibility. None of the four reports
 

provides information that would enable top management to
 

analyze the costs incurred in any particular organization
 

unit. Officials in the financial area indicated that such
 

information is available but that it would have to be
 

restructured (for example - personnel would provide salary
 

information, etc.) Without such information no manager
 

can be responsible for the costs incurred in his organizational
 

*unit. As a result 
top management is responsible for all
 

costs incurred but lacks the means to analyze how they are
 

incurred.
 

Finding
 

No member of the top management of AGOSD or even the
 
key finance officials receive any regular report of
 
the financial status of the organization.
 

3. Construction Management Reports
 

Within the Technical.Affairs Area the only regular written
 

reports are prepared by the Execution Department. The Design
 

Department issues no written reports and the reports issued by
 

Technical Follow-up merely reiterate the same information
 

reported by the Execution Department. The Execution Depart­

ment reports are true management reports in the sense that they
 

are requested by departmental management for the purpose of keep­

ing informed dbout the status of the various on going projects.
 

There are four Execution Department reports:
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* 	 Resident Engineers Daily Report - This is 
prepared by the site engineer, with the 
assistance of the contractor and consulting
engineer, and submitted to the management of 
the Execution Department. There are two versions 
of the daily report, one in English and one in 
Arabic. Both provide a written description of 
daily report progress and problems as well as 
enumeration of the contractor's personnel and
 
equipment utilized.
 

Resident Engineers Weekly Report - This is
 
prepared by the site engineer and submitted to
 
the Execution Department Management. This report

provides a quantified estimate of the work
 
progress.
 

* 	 Monthly Project Progress Report - This is 
prepared by the site engineer, with the 
assistance of the Execution Department Manage­
ment, and is submitted to the General Manager

of Technical Affairs. This report provides

analysis of progress and expenditures on the
 
project, the estimated value of the work
 
completed, project problems and their solutions,
 
and information regarding interfaces with
 
other public utilities.
 

* Quarterly Follow-up Report - This report is 
prepared by the General Manager of Technical
 
Affairs and submitted to the Ministry of
 
Housing and the Governorate. This report

provides a project cash flow analysis and
 
enumerates the remaining funds available for
 
the project.
 

It should be noted that the Execution Department Managers
 

indicated that the Quarterly Follow-up Report is prepared by
 

the General Manager of Technical Affairs. However, the General
 

Manager was not familiar with the report and neither had a
 

copy of it. This creates some doubt as to whether the report
 

actually exists. More importantly it demonstrates the result
 

of 	not having written procedures.
 

Findina
 

Two important managers working within the same
 
functional area are not familiar with what each
 
is doing or is responsible for.
 

The construction management reports, however do demonstrate
 

that management can establish and maintain a regular
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management reporting system. However, in order to achieve this,
 

management must demonstrate the validity of the reports by
 

responding to them and generally showing that the reports are
 

having an impact. In this way, the employees who prepare the
 

reports will realize that the reports are important and that
 

top management is interested in them. In the Execution
 

Department the managers are busy and thus have adopted a
 

system of reports to keep informed. The managers respond to
 

the contents of the report thus demonstrating to the site
 

engineers that the reports are important and useful. The
 

main draw back of these reports is that many of the site
 

engineers, relatively inexperienced, are assisted by contrac­

tors in the preparation of the reports. Thus the report
 

contents may be influenced by the contractor.
 

Findinq
 

A good management reporting system must be perceived
 
as important and useful by those who prepare the
 
reports. This perception can only be imparted by
 
a management who responds to the report contents.
 

4. Other Reports
 

Although the financial and construction management areas
 

contain the most organizaed reporting systems in AGOSD, they
 

are not the only areas that use regular management reports.
 

However, the management reporting in other areas is not well
 

organized, consitent or timely. These reports are oriented
 

to the prevision of information and seldom trigger any action
 

or responsa. Some of these reports are:
 

Customer Service Section - A daily report
 
of statistics and status of customer
 
complaints. Submitted to the Chairman.
 

Ifj
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Personnel - A yearly report of the total
 

number of permanent, temporary, and loaned
 
employees as well as the number of vacancies.
 
Submitted to the Chairman.
 

Supply - A yearly report of the value of
 
inventory on hand. A monthly report of the
 
inventory activity at each of the sub­
warehouses. Submitted to the Central Warehouse
 
Manager.
 

Treatment Plants - The manager responsible for
 

the treatment plants receives a daily, weekly
 
and monthly report of activities at the plants
 
and the laboratory.
 

* 	 District Operations - Each district manager 

prepares a dialy progress report and a 
monthly planning report of maintenance 
activities. This is submitted to the 
General Manager of Operations and Maintenance
 
and sometimes to the Chairman.
 

These are the principal reports used to keep management
 

informed of the status of various on-going activities in
 

AGOSD. It is notable that these reports are general informa­

tion reports rather than "exception" reports which would be
 

issued to appraise management of a special situation requiring
 

their immediate attention. Further, there appears to be no
 

regular reports prepared by the line managers for the purpose
 

of 	keeping middle management informed. The following neither
 

receive nor issue regular reports:
 

- Legal Affairs
 
- Public Relations
 
- Employees Welfare
 
- Purchasing Department
 
- Vehicle Department
 

5. Oraanization and Maintenance of Manaqement Information
 

Key elements of management information systems include
 

)I
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the organization and maintenance of the information. By orga­

nization we mean the preparation of the information that is
 

required for management decision making in a format that
 

facilitates such activities. Every report should fulfill a
 

specific purpose and its format should be designed with that
 

purpose in mind. The maintenance of management information
 

involves the efficient storage of key information in a
 

manner that enables its timely retrieval and dissemination.
 

Management information in AGOSD is not organized. The
 

actual reports that are used are either free form reports
 

that do not have a specific structure or they utilize
 

government forms that do not provide information in a
 

format that will bo useful to the management of AGOSD.
 

Those reports that are free form tend to provide written
 

statements of activities rather than statistical analysis
 

based upon a pre-determined criteria. Thus it is difficult
 

to obtain consistency and comparability in the management
 

reports that are prepared.
 

Findinq
 

AGOSD has not defined its information requirements
 
nor has it designed the appropriate forms for the
 
provision of such information.
 

Some information is prepared and disseminated in standard
 

formats. However, it is common to find that, unless the report
 

is on a pre-printed government form, the preparer will have
 

to draw the form prior to completing the information content
 

of the report. AGOSD has not officially standardized its
 

reports nor have they printed the forms. Further, photocopying
 

facilities are not readily available for the reproduction of
 

0i
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of some report forms, such as the ones used in the district
 

offices.
 

Finding
 

A large part of the efforts involved in preparing
 
management reports is involved in a perpetual
 
laying out of standardized report forms that should
 
be pre-printed.
 

Most management information in AGOSD is maintained on
 

various forms and registers. These forms auid registers vary
 

in size from as small as 12 cm. by 20 cm. to a large size of
 

50 cm. by 100 cm. Generally the large sizes are bound
 

registers while the small and medium sizes are forms. Because
 

of this variety of sizes and the fact that some documents are
 

on separate forms and others in bound registers it is
 

difficult to organized an efficient filing system that enables
 

related documents to be maintained together. Further, in
 

most offices there are no storage cabinets for documents.
 

In the Financial Affairs and Personnel Areas important
 

documents are stacked on the floor and on top of shelves.
 

The registers are too large to be stored in a locked
 

cabinet. Because of the size of the registers they cannot
 

be readily photo-copied, a means of enabling more than one
 

person to work with data from the same register at the same
 

time.
 

Finding
 

Storage of important management information is
 
unorganized and inefficient making it difficult
 
to locate key documents when they are needed.
 

During non-working hours anyone who walks into
 
AGOSD has access to look at and/or steal many key
 
financial or personnel records.
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Only one person at a time can work with key
 
registers resulting in delayed access to
 
important informuLion and an inefficient
 
use of manpower if two or more people need
 
access at the same time.
 

In reviewing the registers that are maintained in the
 

various areas of AGOSD, we have noted much duplication of
 

information storage. One register may completely duplicate
 

another register and add one additional piece of information.
 

This is the case with the so called outgoing mail register
 

and the "Sarki" register. In addition, all the information
 

maintained by the Budget area is also maintained in the
 

Bookkeeping area.
 

Finding
 

This duplication is an inefficient use of manpower.
 
(two or more people doing the same job) and confirms
 
the previous finding that AGOSD has not defined its
 
information and information storage requirements.
 

C. CONCLUSIONS
 

It is apparent that 'GOSD has not yet analyzed and
 

defined its information processing and storage system. The
 

management information that is available and the reports
 

that are processed are a result of either government
 

regulations or the desire of specific managers who prefer
 

to rely on reports for information. In both cases the
 

overall AGOSD information requirements have not been taken
 

into consideration nor fulfilled. The following actions
 

will enable AGOSD to establish an efficient management
 

reporting system that will enable key managers to discharge
 

their managerial responsibilities more efficiently and
 

effectively. AGOSD should:
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1. Undertake an integrated review of its information require­

ments. Such a review must define what information is
 

required at each level of management and how that information
 

can be efficiently supplied. Some of the key elements of this
 

review would include:
 

* An assessment of each manager's information 
requirements and an assessment of the most
 
efficient source of such information.
 

* 	 The design of key registers for the maintenance 

of important management information eliminating
 
the duplication ot information storage.
 

* 	 The desj .i of the key reports and documents that 
will provide the necessary information to 
managers in a format that they will be able to
 
use without further alteration.
 

The reports and registers should be designed
 
so that they are all of one standard size,
 
compatible with the photocopying facilities
 
that exist. All such reports and registers
 
should be on pre-printed forms.
 

The assessment of the information storage
 

requirements for each organizational unit
 
with emphasis on standardized equipment
 
and the-secured storage of sensitive infor­
mation and documents.
 

* 	 The definition of criteria that would trigger 
exception reports informing top management
 
of important problems and required action.
 

Guidelines to be used by management in the
 
analysis of the management reports so that
 
appropriate response can be rendered on a
 
timely basis.
 

It is true that certain documents must be used to supply
 

information to various governement agencies, particularly
 

the Ministry of Finance. However, the officials of AGOSD
 

should realize that the government regulations do not prohibit
 

AGOSD from preparing any other appropriate information for
 

internal management use.
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2. Assist its managers to develop a management technique
 

that is oriented toward the analysis of regular management
 

reports and decision making based on the information provided
 

in them. Management action should demonstrate that the
 

management reporting system is effective.
 

3. Provide each office with sufficient cabinets to efficiently
 

organize and maintain management information. Where appro­

priate these cabinets should have locks in order to limit
 

access to confidential information only to authorize AGOSD
 

employees.
 



V. SYSTEMS AND PROCEPURES
 

In a large organization, such as AGOSD, there are
 

several organizational units whose activities, when properly
 

performed, support the achievement of the overall goals of the
 

organization. As a rule these activities are guided by many
 

systems that define how the activities should be performed.
 

The efficient interaction of these systems is what makes it
 

possible for the large organization to achieve its goals.
 

To discuss the concepts of systems and procedures,
 

particularly as 
they apply to AGOSD, we should first establish 

an understanding of what we mean by these concepts. A 

system is the interaction of many components for the purpose 

of achieving a specific goal. In an organizational system, 

these components include, but are not limited to, appro­

priately trained manpower, equipment, supplies, financial
 

resources, etc. Such a system achieves the specific goals 

because there is a clear set of procedures that define the 

integration of these components. 

Systems and procedure!; may be formal or informal. Formal 

systems clearly define, generally in writing, the interaction 

of the system components so t.hat the goals are consis;stently 

achieved. Such systems are the re.sult of an organizd effort 

to define the specific goals and how they are to be achlieved. 

Informal system,; are not documentt d and result fromemgnerally 

an unorganized att empt to achieve some goals. Iltcause the 

system is informal the application of procedures for the 

achievement of the goals in inconsistent.
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A. AEPROACH
 

Our approach in the evaluation of the systems currently
 

in 	use at AGOSD was to interview key individuals involved in
 

each system, review existing written procedures, and perform
 

walk-throughs of the major systems. These walk-throughs
 

involved a review of the processing steps and the key 

documents used throughout the system. In this way we were
 

able to evaluate the adequacy and efficiency of the systems
 

in 	fulfilling specific goals.
 

In performing our analysis of the systems currently in 

use in AGOSD we have reviewed sy;tems in the following 

general areas:
 

* 	 Executive Level Offices 

* 	 Administration and Financial Affairs 

Technicil Affair.-: 

Operation.; and Maintena nce 

In this suction we will discuss our findings relative 

to the systems and pe ocedu rte used in thecse areas. However, 

the analys;i.; of the -iy:;tem!; ,nd proc(edui ,e followed In the 

Technical Affair:; d at', I:; irnc(hudd in the' Con.truction 

Project Ma na(rument ;vrt ion of t hi:; r poit. 

It. Y.IMWI21 Ai 

I .	 £qur ':Y! Tsvrit _;y i 

Althou-1h there art- nevvial anfomanl rsyntems In use 

within AGO;;I). no Iormal nyt;tems and proveclureit extit. Thone 

informal nytitemls lo thnt (exl-.t vitherand paoce(iur eni do oI e 

based upon (lovernm'sst tv ulnt lonns and 1aw. or a: e carry-overs 
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of the internal systems that were established by GOSSD prior 

to the separation. The government regulations have been 

developed as general cquidelinesi to all ovrnieont dopartm.ents 

and government owned organ iat ions. The;e (1 uit It0lo wert., 

intended to servc, the i nformaeteion ind control functions of 

the governmetnt and are not ';)t'c ific e'nouwh to idequately 

serve as pI ocedur,;; for any oie orlan ir'atlOl. 

Pinding 

Governne lt regulatt Ionhi tot 1 maitniement what should 
be done but do not provide the detitiltd proc-edures 
of how to do it..
 

In addition, thene- z.qulIat oIun; tir t'oI;ely quar dt'd by key 

supervis;or:; who keep t h,.i Iocktd in t hei dt.i. Lrripl oyees 

who must per I otl!i t he f unct ion ,.1 liivol vd 1ii iny -,y't 1-m 04 
' not 

have e, ,f i,, ! 0 I he (imvt'i iwclat I t kist il :. Ai ,I It'. lltj, 

in fiofliC (at.v, the!t e I., t (ii?:. tiv ll ( folti lly ,ipl e .i. 

Althoit' h AGO(;)|it iiit Itiitil l i li i iht. i'yji Iit',l litcth Il i llif i 

GO iD rtctrial i tt / tlio lonqv,. ,pp~lly toAo :l. h .,, hy i (tl 

a rt! .'i 1 l i n1 ti,t.l inl !.(w'it', l 't' . "~ ' y ,, 1 '14, (t' ,ti1c' 


specif t Ic?i,21 t ,,'(ilt- .ll .Jiivi'l liniiit l gull.lt liei!. ,th1( tliey 

are orit-ritad ttuwr.WIj ti, IIi ela '.l .a '4,1ir y ill .llliag. 

organai iris t tti. 

Il 4) 4. 11 a.r,.r.211 I II I t ( , I.I h.I ) , I i I a. a.t t I h l 

uae dt A(;().,.I) h i3 aWl mia ticf tht,ha t I ll i' nta1it I' 

the (10:t:;D ,yIy t,.''.. With 1114-.4. .1. , '. t,! l(qty,'' ),.Iv(' 

develol'd t wht'' (,wv ]it,('hiliji ,-P,I .toio ,.l Ilh th i.n) t' 

t 'tll st-1l 'ctrtpl 1,h. 

a , tilliqut* to thet 1nd)vidual p]-eg tlug- rlo ttl,. tahk nti 4jt. JIot 

goals lt ti,I h,.y , o tlto '1hii,, [I twe(j -ti 

http:a.r,.r.21
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documented. New employees must either learn the system from
 

experienced employees or develop their own. In most cases
 

what happens is a combination of both.
 

The informal systems in use at AGOSD are usually 
personal adaptations of an old GOSSD system or
 
goverst.nnt regulations to which most employees
 
have no access.
 

Before addressing the specific systems of each area, it is
 

possible to make several observations that apply tc all systems
 

currently in use at AGOD. 

' Most areas do not have clearly defined goals

and objectives and as a result their systems 
are not based upon specific goals. 

" 	 Procedures are not documented and specific 
r(sporsibilities.are not assigned to specific 
individuals. 

" 	 The integration of systeir components has 
generally not. been defined resulting in
 
overlapping responsibilities and duplication
 
of effort.
 

" 	 Formalities of inter-departmental communications 
obstruct the smooth and efficient f ow of 
documents within systems. 

" Lack of adequate support equ4pment decreases the 
efficiency of npecific system.;. For example 
t|ie Bookkeeping Seetion has one calculator 
for ni Xtren employees. 

A common characterr;stc of all systems in use at AGOSD is that 

top managemernt perminnel are involved in many of the procedural 

steps of systems. Often this Involvement is not necessary 

and the tank would be more appropriately delegated to middle 

management.
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Findina
 

The fact that the current systems have never been
 
formalized results in the inconsistent application
 
of procedures leading to an inefficient and
 
untimely fulfillment of goals.
 

The following is a brief analysis of the informal systems
 

that currently exist in the various functional areas of
 

AGOSD.
 

2. The Executive Level Offices
 

The executive level offices are 
the Office of the Chairman
 

and those staff offices that report directly to him. These
 

offices include:
 

* 	Legal Affairs
 

* 	 Technical Office forExperience and Communications 

* 	 Public Relations and Complaints 

* 	 Security
 

Customer Services
 

These offices provide assistance to the Chairman on tasks
 

within their specific areas of expertise. However, as has
 

been previously noted in the Organization Section of this
 

report, many of these offices also perform functions that do
 

not fall within their areas of expertise. A good example of
 

this is the office of Public Relations and Complaints. This
 

office maintains employee attendance, assists foreign contrac­

tors, investigates employee complaints and follows-up on
 

activities assigned by the Chairman. As a result of this
 

divergence of activities it can be said that the mission of
 

the executive level offices is 
to assist the Chairman on an
 

"as needed" basis In any area required. ­
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With this breadth of activities, it is difficult for
 

these offices to establish functioning systems. They basi­

cally receive requests for assistance and respond to the
 

request as appropriate. The one office that has tried to
 

establish systems and procedures is the newly created Customer
 

Service Office. This office has a specific mission and thus
 

is able to define systems and procedures for its fulfillment.
 

Findina
 

The executive level offices have confused or
 
undefined goals and objectives and because of
 
this they are unable to develop standard systems
 
and procedures.
 

3. Administration and Financial Affairs
 

The Administration and Financial Affairs area provides
 

AGOSD with vital administrative and financial support.
 

The area has been described as the vertebrae of the organiza­

tion. The basic support functions performed are:
 

* Personnel Administration 

* Purchasing and Warehousing 

* Finance and Accounting 

The personnel administration functions have several basic
 

activities for which informal systems and procedures exist.
 

These systems include employee hiring, employee welfare, staff
 

evaluations and payroll. Almost all of these functions are
 

closely controlled by government regulations, which provide
 

the only written documentation of the systems. Because only
 

supervisors have access to the regulations, the employees'
 

understanding of the systems and procedures is limited to the
 

verbal guidance received from responsible supervisors. The
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basic problem is not limited to a lack of defined procedures
 

but also includes the involvement of too many committees and
 

offices without a clear definition of responsibilities.
 

For example, although there is a Manager of Administrative
 

Affairs and a Manager of Pcrsonnel there is also a Personnel
 

Committee which is said to manage all activities related to
 

personnel. It is difficult for'a system to function effectively
 

if the responsibilities of each participant are overlapping and
 

not clearly specified.
 

Finding
 

The effect of government regulations and the
 
fragmented, undefined responsibilities have
 
limited the effectiveness and flexibility
 
of the personnel administration systems.
 

The functions of purchasing and warehousing are closely
 

related and their systems are integrated. Here again the
 

governing factor in these functions is government regulations
 

which tend to be general in nature. However, in the case of
 

the purchasing system, the regulations have become more
 

complex as USAID assistance has introduced new requirements
 

for the system. No one within AGOSD has ever made an effort
 

to determine how the various regulations-should be applied
 

for the greatest benefit to AGOSD. The systems and
 

procedures followed are generally oriented toward the
 

procurement and receipt of large items, usually through a
 

bid process. The process, for the purchase of small items
 

is so complex that foreign contractors are told to buy
 

them and submit the receipt for reimbursement.
 



Many of the systems in use are not documented or standardized.
 

No standard inventory locator system exists, resulting in
 

unnecessary purchases. Systems that could help AGOSD control
 

its purchases and inventories are not used even though they
 

are required by government regulations. For example, normal
 

statistical methods of determining inventory levels, purchase 

quantities, and re-order points are unknown at AGOSD and a 

consistent method of inventory valuation is not used. The 

procedures used for the approval of purchases too often 

involve top level managelllezit ill dLLivitiub that should have 

been delegated to middle management. 

Findinq 

AGOSD's total reliance on generalized government
 
regulations, to the exclusion of other potentially
 
beneficial systems, has resulted in an inefficient
 
use of resources and a lack of control over their
 
use.
 

Like the personnel, purchasing and warehousing functions
 

the financial and accounting systems are predominantly
 

influenced by government regi lations and the Unified Accoun­

ting System. These regulations have been established to
 

provide the government a mechanism to obtain information 

and control over the finances of various government owned 

organizations. Tho current systems are entirely dedicated 

to the pieparation of goverr.ment man6ated forms and 

registers. AGOSD has not attempted to develop internal
 

financial systems that would provide Important management
 

information. Only rarely has AGOSD adopted a financial
 

system that is not required by government regulations.
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Currently, the only such system is the foreign 
contractor
 

project accounts, a subsidiary ledger.
 

The financial systems in use at AGOSD include: budgeting,
 

maintenance of the general lodger and subs;idiai-y ],(]Jg(rs, 

receipts and payments. Th, budget and stbscquent ,,ccounting 

records are keyed to the Unified Account irig System ond do not 

provide AGOSD a method of controlli.l or analyzing expenditures. 

The budget itself is developed by a top mainagemunt committee, 

without departmental input, and is viewed as a Imechanism to 

obtain yearly funding from the Crtra] I overnricent.. A more 

complete discussion of budueting is included in the Planning
 

and Budgeting Section of this report. 

Gi ven that the fi rra y;sem's provido information 

that is not useful for the ranement of -,GOSD, no effort is 

made to perform any financial analysis. Such techniques as
 

ratio analysis, responsibility accounting, present value
 

analysis, etc. are unkown.
 

As with the procedures in other areas of AGOSD, the
 

financial syst ems and procedures are only 0ocument ed in the 

goverrment regulal Ins wh -h are ava1lable onl y to some 

supervisors. In some casus the actual nt of thei it govern­

ment regulat ions is r'inum 6 rs 1ond r,.';ult irg in a rTippl ica­

tion of the roglilt ions. "ih t.llcy(., of the Fi rcial 

Affairs area spevi-lives; in one s mvent of a Fystem and no-one 

has a complete understanii(o of an entire :;yst m. 

The financial systems in use at ACOSD, dedicated
 
to providing informat ion to the Ministry of
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Finance and other government departments, do
 
not provide the financial information and control
 
necessary to manage a large organization
 
effectively.
 

3. pgjrtions and Maintenance
 

The Operations and Mriintenance Area is responsible for
 

the operation and maintenance of the treatment plants and
 

the collection systems. With this objective, the area is
 

organized into a treatment plant division and four maintenance
 

districts. Because the Vehicle Department supports operations
 

and maintenance, they are also included in this area.
 

AGOSD has two wastewater treatment plants, generally
 

referred to as the East and West treatment plants. The
 

Western plant is stifl under construction and the Eastern
 

plant has not operated for approximately one year. The Manager
 

for Treatment Plants has stated that there are no operating
 

procedures for the plants. He has instituted an informal
 

system used by the plant managers to report regular maintenance
 

activities to him.
 

Ki-ndi nq 

There are no formal or infomal procedures for
 
the operation of the treatment plants. 

The four districts have the responsibility to operate
 

the pump stations and maintain the networks. In so doing
 

they require the use of systems for the following functions:
 

* Pump station operation 

* Preventive maintenance 

* Emergency maintcnduure 

Although there are no written procedutes of any kind in the
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districts, they have developed informal 
systems to manage
 

these functions. Preventive maintenance systems provide for
 

the development of monthly schedules and emergency naintenance 

in or, an "as needed" basis. Lacking direction and guidance 

from the management of Operations and Maintenance, the 

districts have developed their own procedures. No effort 

has been made to ensure that these procedures are consistent 

from one district to another and as a result they are not 

consistent. Through maintenance experience, the districts 

are able to provide infoIIation and/or evaluations of new
 

systems that 
are being designed and constructed. No system
 

exists for the provision of this type of information and as
 

a result some newly constructed systems operate less 

effectively than they should.
 

Finding
 

The same functions are performed in four districts
 
in four different ways becauseno formal integrated

systems have been developed for operations and
 
maint enance. 

The Vehicle Department is responsible for scheduling the
 

use of all AGOSD vehicles and for the repair of vehicles as
 

well as other equipment. The department is also responsible
 

for the general mairtenance of all AGOSD facilities. 

Although no system exists for the scheduling of vehicles 

government regulations require the use of several standard
 

forms and registers. The procedures followed in 
the scheduling
 

and dispatch of vehicles revolve around these forms. 
 The
 

repair and maintenance functions are performed in accordance
 

with written procedures that have been in use since AGOSD was
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a part of GOSSD. These systems could adequately control the
 

provision of maintenance services within AGOSD with the
 

exception that top management interference in the day to
 

day operatiors have rendered the systems ineffective. Proce­

dures cannot be consistently performed. Regardless of how
 

formal the systems may be they cannot be effective because
 

of the inadquacy of several key components, such as manpower,
 

equipment and space.
 

Within AGOSD the closest thing to a formal system
 
is that found in the Vehicles Department. However,
 
it is unable to function efficiently or effectively
 
because of a lack of resources and the interference
 
of top management.
 

C. CONCLUS IONS 

Formal systems have never been developed in AGOSD and
 

no serious systems reveiw and design has ever been conducted.
 

Those informal systems that are in use evolved from the
 

specific needs of each office rather than from a concerted
 

effort to develop coordinated, integrated systems. The systems
 

currently in use tend to be inefficient for a number of
 

reasons:
 

* 	 Lack of definition of the goals and 
objectives of AGOSD and each of its
 
organiv.ational units.
 

* 	 Lack of deleg.ation of authority and 

responsibility. 

* 	 Lack of written procedures. 

* 	 Lack of adequate resources. 

AGOSD can on], address the concept of systems after it puts 

into effect a firm organization chart with clearly defined goals 

and objectives for AGOSD as a wholc and for each of its ( 
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organizational units. 
 Such a chart must also clearly establish
 

the specific authority and responsibility delegated to each
 

office.
 

The following actions should be undertaken by AGOSD so
 

that efficient and effective systems can be implemented:
 

1. Identify the key management functions that are required in
 

each functional area to enable the organization to be efficien­

tly managed. In this regard, AGOSD must understand that
 

government regulations are intended to provide the Central
 

Government with the information and control that it requires.
 

These regulations are not intended to prohibit AGOSD from
 

using other management techniques for its own internal control.
 

2. Review AGOSD's systems requirements to determine what
 

systems are necessary and how these systems interface with
 

each other to achieve the specific goals of the organization
 

and each of its organizational uzits. This review should be
 

closely coordinated with the management information require­

ments review (reconmnended in the *anagenient Information and
 

Control Section of this report) in order to assure that the
 

systems will provide the required management reports. 

For each identifiable system, this review should consider: 

* 	The specific procedures required to
 

achieve the systems objectives.
 

* 	The specific resources necessary.
 

* 	 The responsibility of each individual 
involved in the system, to avoid
 
duplication of responsibility.
 

* 	 All responsibilities should be 
placed at an appropriate level
 
within the organization.
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* 	The criteria to be used for key
 
decisions that form a part of the
 
systems procedures.
 

3. Apply systems and procedures consistently so that the
 

organizational goals and objectives can be efficiently
 

achieved. Top management iiterference disrupts this consis­

tency and reduces the effectiveness of the systems.
 



VI. PLANNING AND _UDGFING
 

Most public utilites require an integrated planning and 

budgeting system that combines lono range and short range 

planning with the annual budgeti ng provess. S;uch into(grated 

systems provide "closed loop" cons in 1 cat ion pro0-(.dLz vs that 

onsure the cor.;jstenri-y of jilarnli q assuIu0pt Ions, p o '.t tiorns 

and oLujectives throughout the organi;!at ion. 

The planning process must be a documented system which 

clearly defines the steps necessa y to ('oUolmUnl(ict(' polic 's, 

objt ctLv(-! , ,nd both ondd I .ht,eciis upward (jownwiu wit hin 

or oan 'atilorid l st uct o e,;. Th'e sy.t;h-m must a] ,;o entabli1;h 

the rt sponslbi lit ie: for p lannirigi the c-hedule.of events, and 

(ilefine the I(VIt'W ad ir |u O .,: the. viariou; depart­por I()r 

mtvr.t plans ar well !Q tllt eoCiiP+t ,r. 

A delnted arild r1(idly control]I( plonrninq s(ystem can be 

an important devIce that n-ariagITrInlt (dl. u;e to cortrol current 

operation!; ;_.; well v -,tructured apl|ioach to antic pat inc the 

future. 

A. APPROACH 

Our appnoich to revewing A(;O:D',; pr-.nrd planning acti­

IC',W intoirvlew ofvities to the key r ceAwer5, r'ilia(lml! P't who are 

Involved in plinrilnq. WI, J 5 I jl,'I (.wed tI eheM;;t r I'Ian, 

including the Top Priority 'roject:. ('I') a: we]l 1a! the AC(IOS)'s 

own Five Yeari Con,;tzuctioin Plan. Addit ionally thi ivlew 

covered the c'unri.nt budqet ing p oc.s; ond its 1,l.ntionship to 

the plans developed. 

http:c'unri.nt
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From these Interviews and documents, we diagranned the 

planning process as it is now being accomplished. This 

diagram was revi ewtd with manaigers involved in p1amnning to 

verify our understardigr of the piovedules now bei ng u*;t'd 

in AGOSD.
 

Wet furt her tvaluatted the U f,-t vemee; of the planning
 

sysitem, as a meians for:
 

Ensuring the ron;1:t-ncy of the sumipt ions 
used to fonmulutt plda and objet ivs.; 
throughout A(;O};). 

PruIVdi hi o long r"", etq;;.{'t v1 to the 
planninrig of ojitiat }ioor a tdadl llt;t ait ive
suplort in the variunoW.Iartnmty and 
furt 1(1n: wit hit, A(GuID. 

C!tbl a] ihir,; p Iilcit.,i(: p1(ti:c Vi'.an d 

'Mra:sur it. (a] itfitactua hi. v. onnd perfor­
man)lce g, th m. dcvc 1op-d.qait lowl 

Cort rol Ii m~ plt .;( enusthi ylrin pir arid 
(nnutr h(; thit Ofl I twl('y of tle 

de'vilopl.nt of an. 

,vi l1. Plan v i. nt 

Curtent ly thlezi , . arite plans within AGOSD. there"rt 

Is A(;,';I)'2 (,,r 'IYiv Ytit (iorntimu t lon Plan ,and the, tat;t er 

I'laui fol All X,01idr I .Wate iItert (1ivelti'.d iy 

cionsultint, for At U(i:. 

Th' ?,l!,tczl ir. I!, . dln |111o Ilami £ i(ipi Iris; aJ.Jli OXI­

inately 94,(00 rnvw pIolivit.y connect loro. , 1040 k.m. of addti t onal 

lateral 
(striet) newer. an well ari til t pi I nip'l conveyances, 



arid truat.ment facilities. The i nit ial projram; in thev 

Master Plan have been desiqnatod Top Priority Projet-ts (''P). 

These proq rtips W0et( dev.l o lsd t 0 1£V a 1111)!0' t,I 111d t xt eNd 

1('ll 

rehabi lit t t pump ;;t ,t len; iid t rv'.ttd tit |1)lant . The Masit or 

II an i .; (-u i vnit I y be not xt.V i .wed by i' uI t 11,t but t he 

major pioj(,ct.; of this p lan havv be approvt by thie 

Centra I e tvei 

the ex ist Irq (-et Ii ;y.;t 4111 i,. well1 1at; to 11)-;IIde tilad 

nrt'tit. 

AGOSI) has (eV(elopi'd a FYvo Yt-ai Cnstir t iol Plan 

svyraratt- io1 the( Mittr" 1l1r, ,aind fIrom th plan they 

develol,'d anj Arail :;t ] P hIkt h annuail(o ui't r an. i t* 

and the. fly( y. Ilat,:; ii( ila t -ifily dt ve lopt-l b) the 

Ixp11k ur ' ('ithT'l'l;j 1 !. ' t O',tt 

The Ar ,i I o(n ti t t IO 1Iat. lot t t- (ia itiri year, 

1(Oi - 1'it W'(at ii It: J1 (' ]i('i , r :.t ri l ajpi (X latt'ly (slo1ven 

mi II i o , 11) loylit iir 1'ovn ral .. Marly (if thet!A I'lll't S !i.pian 

miior t ttit. wt y(' r Wri W!; 0 tti ', lt thl. re t, r,.:e:;r.t 

tiw )i i( We I I 	 I itObot ht I t : . wi ] . , [) o(,ilett: i iid vii 

pri'vIVI tl; yi'*ai ; . 

TIht A(;O;I) 'i v' Yt'itl I'l n d t it' A mh I Cotit;t ruction 

Plar ir di,-velt ea toto idi t , t lie, fol l ewi ti: 

S 	 iub w Ci';,I 1 riti ; 

* 	 Ar t. :.utbli (t to ft qutitrt IflOOd il 

of :.( w ' .1(. 

At e tt cuto t vt I y niot tit' ved by ,it'wers 
"ot t1l,0t Cdf' be ,('wco'i'o sIt i'd by ttic,i'x Pt i n 
'ol Ibet lof ti ,y.t'Mt 
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Areas of high visibility which adversely
 
impact the tourist industry.
 

Uncting 

The existence of two slparate larL the TPP
 
projects of the Haistt-r Plan and the AGOSD
 
plans not compl i tct laleli:.11.ent control,
only tn 

but 9rcatly incrrd.ser. *he potent ial for the
 
neffectiw , u:,e of A;OSI) rt. .our c .
 

2. Coordir,it ion of Plans 

The anrual AGOSID Corist luct ion Plan is coordinated with 

the Master I'lar. and wt. wt.r(, told that. none of the projects 

it, t hii [lar u',zfl -ict.sWith the ,.I:ster Plan. 

The proc-.duren for c'oorainat i i the, Annual 
Con.,truct 1ot. ltr with t N. d !.t v. Plan are riot 
rI' alrly . ihtd ci to the declre ,? doc-uno-r. tI-( 

n'c'!0nary to errur. that thec o rs- ?to conflirtcs
 
Ixt weer, plari:.
 

Tte p1 tinc ieid ttc.ut o. of now cons truct ion 
proje'rt! wh t .astcr Pln 1:;being revised, thte 
coul( r..f,, i . thi, it-'! fectlve usn of human 
ar.!| rl,.iId rt.;;ol cOe! I eqat Cil en's of the,
 
dmo.ut ( ('((
Of dlirat iol. 

Ito vt ivi fi for- sv€i 't i(1 itlOj('ct, t(, be
 
irnl'ude,] ir.the, A(;(':; A r,a-l H1imn irit iot
 
ot'cuiri('rt, d .ind wt,' w(,t not a bl to det t-rnine
 
low on, |io vt i.-;ril'ct( (cc ver another.
 

14h.r . in ln ted vor.'.ni ,at Iot' of the AnnualI Construction 

Har. to (irf I t HIV! if.(: Mi mrt ll,iltcv' Arn. I i!r at a or and 

V'If.la1. ')a I f .a11", ,IfIu (it Iot|. O ( 1i.1f. I/'a lIf'IIl lt t.'. Ir iv(IdJt Ion, 

t her q I F, fit f % dt ri -I th.It hvsI (i-I;I ft11 -:tt 5; tine;( t hc SamHne 

ril .q
p 1a n I n 'Io:m ; v!. aind (,ivte,' I v ,, oct r !'-.I ed, I tie 'f fto t 

of new farlllit I.' or. their rd,(e fol It(r;ormric .equipment 

and nuppl ies In d've'lopa nc thor own plans arid pro(wiams, 

11
 

http:vor.'.ni
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The plans developed in these departments are not long 

range, nor are they geared to levels of actual activities 

based o, realistic assessment of needs. This planning can 

best be described as an annual budgeting process, because 

they are based on an extrapolation of prior year spending 

levels. 

LEn ciis 

The planning of manpower, essential support
 
equipment, and systems is not based on a
 
realistic asses.nment of needs, current
 
conditions or the expansion plans for new
 
faci li t ius. 

The result is that past inefficiencies are built into 

the continuing plan. The lack of an integrated planning 

system is a m"Jor factor causing the inbalance of manpower 

that currently exists: where some areas are understaffed 

while others are overstaffed. It may also cause the lack of 

support equipment such as typewriters, calculators, and 

mechanic tools as well as inadequate work spaces and shortages
 

of maintenance equipment.
 

Fj.nd i riu 

The lack of integrated planning with common 
assutmptirns as to levels of activities and 
future needs, could seriously impact the 
abilit of AGOSD's management to effectively 
operate a 
treati,,-nt 

modern 
system. 

waste water collect ion and 

3. ConLtoo f the P_ anring_I1rocevss 

Effective plans are often the result of the organization 

of the necessary planning steps into a tightly controlled 

system. Such asystem defines the policies, the responsibilities,
 

the timing of events, and the procedures necessary to develop
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long range plans and objectives as well as annual plans and
 

budgets. In these systems, the annual budget is merely an
 

expression, in financial terms, of this year's plan and
 

projects.
 

At AGOSD, the planning steps have not been formally
 

organized into a controlled system, nor have polici-s and
 

guidelines been issued. The planning is being controlled,
 

and in fact largely accomplished, by two to three key members
 

of management, who have other significant responsibilities.
 

Find i ng
 

The plan development at AGOSD is fragmented in
 
several organizational units and is a part­
time or extra duty added to managers who already
 
have significant work loads.
 

Although, the current organization chart of AGOSD provides
 

for a planning function, we find that this function is mainly
 

concerned with the follow-up of plans and troubleshooting for
 

construction projects.
 

Finding
 

The lack of a full-time, high level manager
 
of planning is limiting the scope of planning
 
primarily to facilitties and causing the
 
InconsIsterIcipsin the planning done in
 
operations and other support departments
 
within AGOSD.
 

An example of these inconsistencies in planning are the
 

current plans for manpower. These projections show the total
 

permanent employment increasing from a current 1900 employees,
 

to a level of 4000 in 1981-1982 and to 6000 by 1983. The
 

expansion of plant and facilities and the level of other
 

activities will not grow by amounts approaching these projected
 

personnel increases.
 



Finding
 

The lack of a controlled planning system, and
 
the lack of communication of common assumptions
 
and goals, can result in an ineffective use and
 
allocation of resources. The addition of employees
 
at the magnitude planned, would represent such
 
an ineffective use of resources.
 

The addition of employees must be coordinated with the
 

provision of necessary training, work space, tools, equipment
 

and other facilities, if they are to be utilized effectively.
 

4. Assessmentof Needs and Budg eting
 

The budgeting of supplies,ecuipment and manpower, as
 

mentioned earlier, is not coordinated with the facilities
 

and is primarily based on prior year spending levels.
 

YI2Kning 

There is no re-evaluation of past programs and
 
current needs, or consideration of current
 
efficiency levels. Consequently, past inefficiencies
 
are carried over into the new budget and budget levels
 
may not reflect AGOSD's present and future needs.
 

The concept of holding individual managers responsible
 

for spending and for payroll cost is simply not understood.
 

Perhaps this is due to their lack of participation and
 

therefore a lack of understanding of planning and budget
 

development. Consequently financial matters have become
 

the responsibility of someone else. 

Government regulations or laws are used as an
 
excuse for not exercising control. These
 
regulations once complied with, do not however,
 
prevent AGSOD from developing cost or responsi­
bility centers and using the budget as an
 
internal control.
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The current situation :s conducive to "empire
 
building" and managers are motivated to enlarge
 
their staffs simply because this increases the
 
status of their own positions.
 

Because the budgets are not organizationally oriented
 

and spending is not time phased, only quarterly budget reports
 

are issued. These reports are issued to the Comptroller and
 

the Ministry of Finance. Most managers within AGOSD are not
 

aware of the financial aspects of their operations.
 

We have also noted that government regulations require
 

AGOSD to be the "employer of the last resort" under the
 

full employment laws of the Egyptian Government. However,
 

only approximately 10% of the current total headcount of
 

AGOSD is such employees, which means some 90% of the manpower
 

is controllable.
 

C. CONCLUSIONS
 

The conclusions we have drawn are divided into two
 

groups: Planning and Budget Development.
 

Planning
 

The planning process within AGOSD should be defined, and
 

structured, and the system documented. We have drawn the
 

following specific conclusions AGOSD should:
 

1. Consolidate the two major facilities plans, the AGOSD
 

Five Year Plan and the Master Plan, in order Lo eliminate the
 

possibility that the plans my conflict with one another and
 

to reduce the potential for the ineffective use of resources.
 

We have concluded that the "local" projects are initiated
 

to meet pressing needs and are often the result of political
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pressures exerted on AGOSD's management. It is understandable
 

that publi;- officials want to be responsive, it may be in the
 

long term best interest of the residents of Alexandria, for
 

management to bear these pressures until 
a single comprehen­

sive plan can be developed. The current situation of having
 

an AGOSD Five Year Plan, an Annual Construction Plan and
 

a Master Plan could result in construction which will have
 

to be changed, razed, or that will have to be redesigned in
 

the Maste: Plan, all of which represents an ineffective
 

use of resources. As mentioned earlier in this report
 

AGOSD muI move from fighting current problems and begin to
 

anticipate the future. This may require delaying the solution
 

of some problems a little longer.
 

2. Establish a strc 1 central planning department. This
 

department should have the responsibility and authority to
 

cQntrol_ all aspects of planning including:
 

Coordinating all planning activities
 
within AGOSD.
 

* 	 Communicating the assumptions and projections 
used to develop the facilities plans through­
out the AGOSD organization. 

Providing the interface among the various 
organizational units within AGOSD and a 
means to coritnunicat, manaie('m(,t stategi en 
and objectives downward in the organization 
and the as sessme-nt of needs and programs to 
accompl1sh these objectivs upward in the 
organi vat ion. 

We have concluddd t hat a sti onq vent ral planning organi­

zation is needed to cooidinate all planning activities as well 

as 	 to act as the "manager" of special ntudies required for 

developing long range planning alternatives for AGOSD. 
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Further, we believe that a sound planning function is an
 

essential element in moving the AGOSD organization away from
 

dealing with today's problems and more toward anticipating
 

future problems and planning their solutions.
 

3. Develop an integrated planning system which would clearly
 

define the AGOSD policies and approach to planning. The design
 

of this system, should identify the sequence and timing of
 

the planning activities, and define the responsibilities of
 

the planning department as well as the responsibilities and
 

roles of the management of AGOSD at all levels for developing
 

plans.
 

The planning system, or structure should be an efficient
 

and controlled process. There should also be audit trails, or
 

documentation of the assumptions used and the support for the
 

planning decisions made. For these reasons, it is imperative
 

that the system be clearly documented. This documentation
 

would be helpful in training managers in planning concepts.
 

4. Develop planning guides for each organizational unit 

within AGOSD which defines the scope, level of detail and 

the planning horizon (years ahead) expected. 

Consideration should be given to 
establishing planning assistants or 
coordinators in each of the major 
organivational units, Operations and
 
Maintenance, Administration and 
Financial Affairs, and for the staff
 
services. Their function would be
 
to work with central planning and
 
to administratively control the
 
development of department plans.
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5. Develop a planning Manual that documents the AGOSD policies
 

regarding planning and the procedures, forms, and time schedules
 

that should used and followed.
 

Budqet Development
 

The current budget process should be used to build manage­

ment controls and performance measurements. We have concluded
 

that major changes should be made to ensure that the budget
 

process becomes a part of planning.
 

We view the annual budget as the detailed and therefore
 

specific plan for the year which relates the 
(LE) pounds to
 

be spent to the work to be produced and the objectives to be
 

achieved. We have seen this concept being partially applied
 

on some construction projects at AGOSD, and believe these
 

same concepts should be adapted and applied to the budgeting
 

of manpower, equipment, and supplies throughout the
 

organization. Relating budgeted manpower levels to increased
 

levels of activity or to volumes of work produced may be
 

helpful in justifiing budgets to the Central Government
 

Organizations responsible for reviewing, approving AGOSD's
 

budgets.
 

6. Develop an annual expense and manpower budget that is
 

divided and assigned to "responsibility or cost centers" so
 

that managers can be held responsible for financial control
 

The spending and manpower budget should be time phased or
 

allocated into monthly segements. Once the budget is divided,
 

organizational monthly reports should be routinely issued to
 

those managers showing their performance in relation to
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their unit's budget.
 

7. Assess budget requirements for each organizational unit
 

based on current levels of activity, volumes of work and
 

the impact of facilities expansion plans on the work to
 

be accomplished.
 

This approach would require managers each year to
 

re-evaluate their operations. This evaluation should relate
 

manpower and/or equipment needs to specific objectives, goals
 

and the amount of work to be handled. The objective is to
 

instill in the managers a sense of responsibility for
 

efficiency and the management of human and other resources.
 

A broad measurement of the work volume or activity
 

indices can be developed for most organizational units.
 

Typical indices include the number of invoices processed,
 

number of purchase orders issued and vehicles inspected.
 

Occasionally one department's work can be related to another
 

department's activities. It becomes a matter of testing,
 

over time, to determine which index moves in direct relation
 

to work volumes.
 

It should also be recognized that there are organizationpl
 

units which cannot be related to work volume, however, these
 

generally do not involve large amounts of manpower or expenditures.
 

8. Evaluate managers and supervisors on the basis of their
 

actual performance againsL budget. This basis should also
 

be used in awarding bonises.
 



VII. CONSTRUCTION PROJECT MANAGEMENT
 

AGOSD is beginning to implement a Master Plan, spanning
 

approximately ten years, to up-grade and expand the Alexandria
 

Sewerage System. The execution of this plan will require
 

effective project management. For this reason, we have briefly
 

reviewed the area in this report.
 

Project Management relates to all events and key milestones
 

that must be controlled and monitored in the administration of
 

all construction projects. The overall goal should be to
 

achieve for AGOSD, projects that are constructed: (1) at a
 

fair price, (2) within a reasonable time frame, and (3) to
 

produce a high quality facility.
 

Project management starts when definite requirements
 

begin to emerge during the planning phase, through facilities
 

study, design and construction. Project management ends when
 

the completed and tested facility is turned over to the
 

using organization, who is then "forever more" responsible
 

for its operation and maintenance.
 

A. APPROACH
 

The approach to this section of the review was to perform
 

a general assessment of the organizational relationship-of
 

design and construction and to observe the current construction
 

management procedures. This included contracting methods,
 

scheduling, execution and inspection. Discussions were held
 

with the key managers involved with design and construction,
 

as well as with middle managers, resident engineers and site
 

engineers. In addition to these interviews, site visits
 

were made to observe a number of current construction projects.
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B. FINDINGS
 

1. Proiect Desian
 

The typical Engineering Design Department receives, from
 

the project managers, the general scope of the project, basic
 

fundamental requirements, and the estimated cost for construc­

tion. The Department schedules the work to be accomplished,
 

assigns a "lead" engineer for the project, and tasks other
 

disciplines on a full or part-time basis to participate on the
 

project team so that the plans, specifications, and estimates
 

can be completed by a specified date.
 

In our review of AGOSD's engineering staff it was found
 

that the design department today is not totally effective. It
 

does not have sufficient breadth of engineering disciplines,
 

supervision, space, equipment or ambiance to perform in a
 

professional engineering manner.
 

The department is not reviewing the Top Priority Projects
 

or other Master Plan projects being designed by U.S. consulting
 

engineering firms. The resident field engineers rarely use
 

the design staff to assist them in solving construction
 

problems resulting from changed field conditions or other
 

requirements.
 

Finding
 

The Design Department is too small and is
 
deficient in appropriate engineering
 
disciplines, equipment and adequate work
 
space to perform the normal mission required
 
of a Design Department.
 

,I
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2. =2ntractinq Procedures
 

Normal contracting procedures use "fixed price" contrac­

ting to construct new discrete increments of work. AGOSD uses
 

"unit price" contracting procedures for its new construction
 

projects. After receipt, tenders are evaluated in closed
 

session by an AGOSD committee. This committee usually awards
 

the contract to the lowest conforming tenderor. Occasionally
 

all tenders are rejected by the committee as non-conforming,
 

based on contractors past poor performance, their lack of
 

resources, bids that are too high, etc. New tenders are
 

selected from a group of qualified contractors. The
 

Selection Committe- then enters into negotiation with these
 

tenderors and or.e is awarded the contract. The objectives of
 

this committee are said to be to:
 

* 	Lower the bid price
 

* 	 Reduce the number of contractor 
condition clauses. 

* 	 Reduce the project completion 
time. 

However, there are no formal, written procedures or
 

guidelines that specify how the committee should achieve
 

these objectives.
 

f-Ind nfl 

The unit price method of tendering contractii can
 
lead to subject ive evaluations in making construc­
tion contracts awards.
 

Detailed and standardized procedures, as well as
 
documented criteria for evaluating tenders, have
 
not been developed.
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3. Pro jec _Ma nJaement 

The flow and control of improvement projects through
 

planning, design, contract administration and construction
 

is not monitored and directed by a single organizational
 

unit. Various individuals handle the work at different stages
 

of development without the dixection of a single individual
 

or organization to ensure that all segments are proceeding in
 

a timely manner and prioritized I accordance with an overall
 

master lan.
 

FulJdUm 

The traditional concept of 'cradle to grave' project
 
management associated with organizations having 
substantial facilities and improvements work, does 
not exist.
 

There are three "part-time" managers with responsibilities 

for construction projects. One manager handles the construction 

of treatment plants, pumping -;tation.;, foundations, tunnels, 

soil mechan ics and trunk sewers. A st;ond manages,; the construc­

tion of collectors, manholes, lift stations and trunk sewers. 

Another manager, who works directly for theiChairman, is 

respons iIble lor the cons truction of "fo1c, maln" syit eivs. 

Each ha; il difft re'lit, pe'(rsonaIl '(i alpltoach to construction 

manalement. In iddit ion, we.v not ed ilnlan(er.a from the 

Operatio ns and Mi 1 ntoInencnv Ar ea (livirig i r,,r uct ions to contrac­

tor peri;onnrv 1 it the )oh it 'b 

r1J]d!(. I 

The mal Mtila 'ent ( f (-(ili't uc t ion project r is fragmented 
among :;everal or ganizat iontl units. This situation 
confuse:; the chain of coMmand and complicates the develop­

ment of unified poaIcl,';, procedures and the developmental 
training of field enigineern. 
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There is not a unified AGOSD voice, .givinginstructions to
 
contractor personnel and of ten the contractors receive
 
contradicting instructions.
 

The change order pronedtr(,. used, vary dept'rdlinq on
 

the indlvidual project manar 
. .S;m, mnir~iltrs aintUhmillat aIll 

the chc nge.; maide durin t he e nt ile cour se of -onst uct loll, 

and tlun is;ue ju;t one "cat ch all" c'hlie order ait tht.
 

completion of the 
projec-t. While dinother Pl*ridnd(1'ltcOlloct y
 

prepares chdnqe or 
dr s s ('hanqes dre tirourvtvred. Otheir
 

use no c|ihanqv order f ro(('' tirt , I * e )dyl(mu-ntsa r.* 'Idde
 

providing the unit s 
 billed do not excred th.' ."'A parliaeter 

specified int the cotrdact. 

E!nd 1knP 

Uni fonrr,. s ta*ndard colract procdur,!; should 
be use. ihnnruct Iat Io an pr.iar I"igrConst ruc­
tion contrac't cha(Ilo orders 

The tePiderit !iito 4'e(lpirier,1ir !;toff corl Isi t, of yOUln 

(mo ly flenal ,) erigirie(. : whO fril a?!'1 rI.d ti g('t field 

expvrience. Under the "util (piw"* cnt+aclt Iig proceJures 

the.v er irier; play a1 mlmT r i ,lmr Ioleh ir -uami ity 

!il vey., which iII- iid t(I V'i if te hul h)l lrinv'ohlclp. 

cLtlit *l t l;yr'l.clit . Il y lJ ,o+iI 

' for 

a lld |1i1- and (Irlad, diliten­

n~lois. umuilh l(lt i iltwl, to . 0ciir, (Im"fMlrt y Wl l i 

cont I acvt 04 I ,el- I I t :. I t' Iuy (i II,l.I I y 1,r ',Iv. |ie ItI r i .I ,t I t IIonr 

ver bal ly f Iro tI "- !. 1v,'1 u I''l, fI, i,'l ', I. 1 i, dIIt Iof, 

t l tP.I t f e 'he III r,,I. . r 'i'€IIV ,1 , I I alirl f Ic ( '-in 11eh - Ui .. 

f'r1(IWntez zig I r'pr+e,., IV , wOffte ,I1 l;.rI'I. for the 

rewl,r(J,, syst 1 iff t er,"tIlie.E lr ri taff h-r n(P 

.authotrity to ieref rcc thll'tit iitolit,'t jr CCvIiv orit. . All allP.ol nt . 
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no matter how insignificant, are referred to the several managers
 

of construction for resolution.
 

Finding
 

Assigning young engineers to resident construction
 
sites to gain experience is a well founded practice
 
to enhance engineering development.
 

The resident site staff requires detailed, uniform 
procedures to follow in the performance of their 
duties. These procedure- should give the resident 
engineer some authority . I responsibility to 
execute minor change orders. 

Most Egyptian contractors traditionally work long after
 

the contract date specified under the contract. Part of the
 

reason is that they usually have a great deal of difficulty 

identifying the equipment and p-rsonnel resources necessary
 

to complete the requirements under a contract. Schedules
 

submitted under the contract are rudimentary and the
 

resident engineers do not rely on them because they are in
 

a "constant .itate nf chanqe'. The Critical Path Method (CPM) 

for contract scheduling arid control is not used. One contractor 

on a large 23 kilometer sewer collector project utilizes a joint 

venture U.;/Elyptian project management consultant to assist 

them in meeting contract requirenen s. The consultant through 

conferences with the contractor, suL-contractor and major 

suppliers prepares ar, Overall Project Schedule (COPS) in a 

time scaled. calenda dated unsophisticated network. This 

one contractor Is attempti ngi to complete a scheduled three 

year project In two years using theme mannviment tools. The 

contrart is nine months old, progt(esing well, and exhibits 

a good team relationship between the contractor and AGOSD site 

engi neers.
 

(/ ' 
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One contractor's employment of a US/Egyptian Joint
Venture Project Management Consultant is proving
very benefiLial 
in the timely execution of one

construction project.
 

C. CONCLUSIONS
 

It 
is apparent that the expanded sewerage system program
 

for Alexandria will 
tax AGOSD's limited project management
 

capabilities to 
direct and control 
the design and construction
 

of this major construction effort.
 

We have formed the following conclusions to assist AGOSD
 

in improving its project man;-gement capabilities in order to
 
execute the expanded design and construction program.
 

I. Improve all 
aspects of englneerinq design to 
include
 

additional supervision, an Increase in the number of 
engineers
 

and the mix of 
engineering disciplines. To serve this increase 
in stuff adequate space and engineerinq/drafting equipment should 

be provided.
 

2. Develop standards and procedures to be used by the committees 

involved In teviewing tenders pursuant to contract award and 
ensure 
that all actions by the committees are we]] documented. 

The current pract ice of r(ejectinq all tenders when the 
committee considers LfIPor to bv curodot minq, then opening negotia­

tions with "sne ,cted" t'm -r,l 0 f 1mrt:1 tutul |) rticu.ice.anu 


Re-advertt,
lnq thf. comiart ptojict, itm preferable and would 

be most- benr (f(c1al to AGO!;D. 

3. Lvaluate the ue, on a trial basis, of morethe traditional 

form of 
"fixed price" contracting when constructing new
 

I,
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facilities having discrete increments of work.
 

4. Establish the role of one single construction project
 

manager and develop standard policies and procedures to stream­

line and shorten the channels of communications.
 

5. Provide decision making authority at the scene of action
 

where resident engineers have the benefit of first hand know­

ledge and conditions.
 

6. Implement uniform change order procedures to simplify
 

administration of projects and provide a clear audit trail
 

of project changes.
 

7. Develop policies and site engineering procedures to
 

control and direct construction projects in an even handed
 

and uniform manner by all resident site engineers.
 

9/1 



VIII. MANAGING FUTURE GROWTH
 

The purpose of this section is to briefly summarize the
 

requirements and constraints, tha; AGOSD must address in both
 

managing expansion projects and in eventually managing a
 

modern sewer system.
 

1 . G us__r o I Q0b enrv_-_o.n 

Since its inception, AGOSD's management has devoted most
 

of its t ime and oneL cjy to thie planninq, onigjinerinq, 

and construction of the physical facilities of the sewer 

system. The importance of the s.ystem alnd pilnts cannot be 

questioned, however. ,a more baliIanc'd appoicah which developed 

the orqani1. ation, the manaeqment, the, sy.st.rn.s and that provided 

the tool.- ,iand equipnment rne dhd to nuppor t this expansion might 

have avo1 del the cttir e'lt st e-ssif l ilnIard Co or t 'renti'di atmosphere. 

With the plannin(I of physical faecilitiles b(-iiq resolved, 

there should be. a r .- otlerittition of plitrs and perhaps the 

re-allocation of resOur cer to provide the mntnagem.nt, support 

systfems. and equ i pme'nt needed to control the expansion and 

manage the system. 

2. nT-juutimE.'ft' , Q+umini io rO,, n d , y _n -. 

The pree'c'di niq sct-tions of this ieport cl.early stt the 

needs for a lble' (tluanialtiernisl mtllluctutr', for deleunt ion 

of authoz it y . tot In' tlr pl a nin i |, flor system for mitnr(]ement 

reforinant li tor I ,.irin(jer'ntit eiev'!. 1n'lt ti fur I nlri'i Iye' and 

othth r Vnt n foi lIi arinlegiM'r+i atid n up e' I lS r s. 'Ile.e r Itsinroj ''6e 

io teed to rellerate t hem hle'e. llowe've, tht lac'k of controlit 

and of fectlve ndmienlottat ion is a majol r'imiest taint to 

http:mntnagem.nt
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managing expansion plans as well as on-going operations.
 

Immediate improvements are required and should be a
 

prerequisite to proceeding with construction of additional
 

facilities. Without. the management and systems in place,
 

the potential for the ineffective ust of resources is greatly
 

increased.
 

3. Staffing Needs for AGOSI) Expansion Plans
 

The determinatiori of the actual staffing needs of AGOSD
 

is difficult for currvnt operations as well as for future 

needs, because of a lack of quantitativ(e data on work 

volumes, inaddequit facilities and the very basic tools and 

equi pnent needed. 

There art, ot~grlnzationa unit.- which art- "overstaffed" 

while others lrit "und.rstaffed". It, gn(ral, thore is a 

very low level of productivity ard vrnup oy,.vr appear to be 

working only half the time of lves. 

AGO;D's Perr .]oie l D-pa rtm ient , Im.(|d on a survey, is 

predictir'g thst the, totil . hteadcourit will rise fIaom a 

Curte.it l.v.l of dippr(,iXlV1,it.ly .00(1 e.mll(iye.s to is level 

of 4000 in If4' oiitl frti t|tie , to a levi I of 600)0 in 1983. 

Althougl| t|1ie*,. ,lecIone|r il,.t , Il,.r,, Ir. lt I , 

justif l'nt lon for pemroonua'i I f11rn,',iRe- ippoahliin(J thlie.se 

le.ve-l". Tlie fol lit l' ret'l 1.11n1ly ol'" Ji(ot vioXpai(Sitj at a 

sIMl nll ItI lV I 1h ,.4' C ('lit level IIf l11 I r fmi11At,=f hit 4f f 

lt iIiIi Ihe t Ion 

of sglgilif Icnl it fm lfoilf of emlhyees without e-f tetIv fluller­

visiOnt, nyattffn, ad,'quat(= wol k facilit ies, tooln nrid 

t rf l in lioin I inlt I I itlh' t iif) ed. AddI 

http:thlie.se
http:dippr(,iXlV1,it.ly
http:Curte.it
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equipment would represent an ineffective use of human resources
 

and cause a continuation of the current poor employee produc­

tivity levels.
 

The cu: rent operat ions and future expansion in the next 

two to four years should be handled with current levels of
 

employment or with only a moderate increase in total employ­

ment. The priorities of personnel increases should be in the
 

middle management, supervisory ranks and in obtaining expe­

rienced engineers. The lack of supervision and middle managers 

could significant ly impact the effec t iye manavierlnrit of 

ex)ansion plans. 

The approach hQlUjU _dQ , be to hire more emplioyees, but 

rather to impit(vW . VMrnlOY("e productlvity, through better 

supervision, eff icient systems and jirocedul es, bet ter tool 

and more equipment. 

4 . Yqijmacii.1-Ristj ) !*AXUiPQi t_ Qw',,L at I fl 

There Ir a genera ltick of tools and of equipment and 

adequate maintenance of iequipmment throughout AGOSD. It Is 

major factor in properly m11Wt IIiJ the :,4'w. 't byr;tf'M, 43 cauAe 

of low empl oyr e productivity and a Cnj StI j ! t) mat -ging an 

.xpanded newer myster'. 

A ('compl'te"def il t tori of equi ictit iii-,dm wa i lI(t '.Othfn 

tha' s l of thiis (iagriOstIi1l VI w. lowevel , R',.,.ry area 

covered IIn tt, rnevi ew, both in ami1T1niltat lve and In operat ional 

arena, we noted a need for additional tools and equ ipment. 

For examplei
 

http:R',.,.ry
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* 	Accounting has two calculators to be
 
used by 36 people.
 

* 	 The typewriters in AGOSD are inoperative 
more often than they are operative. 

* 	 Engineering lacks modern drafting tables, 
has no mechanical drafting arms Or 
adequate storage facilities for drawings
 
or a suitable work area.
 

* 	 The central vehicle repair garage is an 
"appauling" facility. With 160 vehicles 
to maintain they lack the very basic 
mechanics tools such am a "timing" light,
 
spark plug gauges, and etc.
 

* 	The Central Warehouse haN no fork lift
 
or other such equipment to m(ve large 
or heavy warehouse itens. 

* 	 In sewer maint enant-e they ried: 

- Addittondl pick-up trucks 
- Flushinq truO's (JetS) 
- Portable puimps 
- ||ucket mac-hine 
- Mobile o ddi ng tt u('kn 
- 11ackhoer. 

M.arY.1 Anaiykt 

AOOSD is now ,ippzo.uhlng a critical period In its develop­

ment. and miust. 'orisid.*i a e-n l],rai ttion of te.ourcest and on 

evaluat ion of theit pr I01 it IS-S. It may he- nect, iaty to make 

cr1itcal choicem on tht, tiune of fuuds ainu ot ,lotI *'uOLJt,'r,. nimply 

kx!c a R4' It does lot rkAe Ar'nfIt" 10o colt olnu an .(In irn of a 

newur systc hat ei oJ' ly ota r..iaijt'd.('tllolt 1w 

Of 	the Cap°ital buidget, (,'(,'00(O1. It fz ittiski., a -, futrnl ­

ture, off ive ntipplir ttf. soi mid 1,'tt Tii m )~I) y An 

orea for £ '-evnluatloo. Aidll ,l.ally.t le' cuttllun t expenJnelx 

for other conhumn blv. tooln ahtmlutI lt -valuated a ,d ,ventiumly 

lncriimld. 
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Current budget is as follows:
 

kLi. I of the Budget 

1. Salaries 1.5 M 8.5%
 

2. Current Expenses .6 M 3.4%
 

3. Capital Projects 15.5 H 88.1%
 

It may we.ll be in the long term best interest of everyone to
 

curtail construction and re-allocate resources to developing
 

the management capability, organizational stability, and 

acquiring the equipment required to effectively manage and 

maintain the systems. 



IX. ALTERNATIVE APPROACHES TO IMPLEMENTING CHANGE
 

The changes required to improve the management and control
 

of AGOSD are sweeping in scope and will require a significant
 

amount of effort to implement. Much of this effort will fall
 

on the management and supervision of AGOSD, but it will also
 

fall on outside consutants. 

It is essential that before AGOSD lau -hes a broad manage­

ment improvement program,that consideration be glven to the 

approaches to be used in the implementation process. 

A. APPROA'HES TO JJPLEMENTATION 

The current situation at AGOSD, in our view, demands that 

inprovements be implenented as soon as is practical, and that 

training be a ccompli!;hed concurrently with iup' cnt it io. 

For this r,,,ifl , we have rejected approaches that do not 

meet. this basic t,.iquirtmernt. The following approaches, or 

combinatlotn of thern. are alt erna ivye methods of impl ,ienting 

changes . No .1itoach can be successful without the active 

support of t op ainaa(wm'nt 

1. ,Li £' _' Iudy_ OApproacC5e _ 

This ap|pr oa ch pr viously discums ed in the Manaqec',nt., 

:;uperv isaill and 1[inipoyeeT1j alin Inq :;u.tion of t his ireport. in 

a part il pati vi, approiach bi'eau?..' it re-qU 2lr. the iactlve 

Involveirittit of t h, ne diiictl 1)' at l.(1 ed by the chan(geN. 

The" d to i ach coIit a'ri. lat iilin diid a J(orit -effort In 

the diol' ijn an weI ti m the' triil'nieit ition of i -provenienta. 

The geivital nt ep In thin approah are: 
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Consultant develops the preliminary design
 

of the organization or systems change.
 

Consultant presents design of objectives to
 
be achieved to the management and supervision
 
responsible and/or affected by the changes.
 

* 	 Consultant holds discussion with managers 
and supervision on the management concepts 
and 	techniques of control, involved in the
 
change.
 

* Management is qiren specific tasks to perform 
in 	developing the final design and documenta­
tion of changes. 

Consultant reviews and guides the group to 
practical solutions that can be implented. 

* Management presents complvted projects to 
top management for approval rind once approved, 
it contununlcates change,. to subodinates and 
employees.
 

Consultant asisnits as required it, th, implemen­
tation of ihti improvements. 

The advant1id of thi!s approach is that it is a joint. 

effort, and manaoer?. f--I that they are a "real" part of the 

process. They ill. feel that the- iw systems are tjwltk[ 

systems Itahie than something i mposed on them. The results, 

in our expel1ence, ate that changes mad, in this way tend 

to be lastinq and an,, riot diScontinued once the conultant 

has departed. 

2. T ro(1 tlto r-,rMJUsLtlApproa i:h 

ThIa ap)r o.cii s. typ Iva of thet ,ore t rail It iohia I r lP 

of consul t ant i (IrdI I ,It m thf i ctIpat Ion of tht mahrlePs 

in tlhe p1oce-us of developing sol)ut oiei. The general steps 

Involved in thin npproach are an follown: 
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" 	Consultant develops preliminary design
 

concepts for solution of the problem.
 

" 	Consultant obtains general agreement from
 
top management on the changes to be made.
 

" 	Consultant completes the design including
 
the procedures, systems documentation.
 

Consultant presents and discusses the
 

design with the management and supervision
 
involved.
 

* Consultant presents report to management. 

Management implements recommendations
 

with the consultant rendering guidance
 
requ ired.
 

This approach requires knowledgeable and experienced 

management to be usied successfully. it. advantages are that 

it is often faste' than other approaches and allows the 

consultants to participate in more than one- project at a 

time.
 

This approach is primarily deignied to train a group of 

internal management consultants, while Iimpieme'ntinu oreganiza­

tiona|. systems and prcmedural1 changes. 

P|rmons with n el(]lege de(,rve In huniiris Admini st ration, 

Account Ini, Mana,1nrd i'fl tit Flitin'e' ('co ld Iii ti t .i nitei to be 

effective In1trriul sy.tie- trm l' ul trilt's. T,1. trtilnitin in 

ptirmarily on-h hi. )u (O') undhr the dii ft 1on of an 

exper i1-twe d c(o ult . 

The- people melected !(i tht" teani, 'ii' Itltmlnly glven 

brief ti n lioj t+4)urn, • I n the bai osi l rlnlillnI'i'lnt, myntemntS 

analysis techni1quef. In ems andInfolrallo yst detsigni. In banic 
+4a. 
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ar.
 

given specific assignments for systems projects to be accomplished
 

under the direct supervision of On experienced management
 

consultant. This group would form the nucleus of AGOSD's
 

internal systems and methods group.
 

human 	relations skills. After the training program, they 


4. "qdgduapLLuAikpnI1on 

Assign senior, experienced consultants to each major 

department within AGOi;D, with the authority and responsibility 

for accomplishing the mission of the unit as well as implementing 

organizational, systems and procedural changes. AG();Ol)' 

manaers would have t he o ppori unity to be trani ned in modern 

management con'-pts anrd t echni lUe,1 , while t he process of 

improveme'nt s ar e boliiq im|plinmenteid. 

There, ate of cour.se , ma ny fi-tors to bc conide~re'd in 

evaluat iug this appr oach I oc I! I I (- ;)lpIlarncu withi the law. 

the impn Ct ol the ttuannagers, the depa£t irnt s ianvtlve*d and 

also Ihe human el atlonshi p as,-pectrs. This tpproach has been 

succenfully applied in devevloping ctitil rie,. in fart the 

d.ve lopm,.t of th" Middle Yast pvtr,;,t,. industry was achieved 

by a nimilat alI prach 

11. 	 :;VMIWiY 

Naturally combi tint lors of the approarhes dincussed in thin 

aectIon vould be used to impl enient Imirovements within AGOSD, 

drpondinu upon the area of Improvement and the AGOSID 4,partmentn 

involved.
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The assignment of priorities to implementation and the
 

development of specific plans and schedules ui, the next
 

tasks which should follow the acceptance of this report.
 



AJPJAEtVi A 

Chain of Command - The' Chai n of Colulidrid dt'-f[i e the linkagqe 
between orqini -:.t tontl thuntn. It idi'nIt if Ie thet 

report I n nt tictut - dnd t hi, doll]qat io.ns ) doit ho ity. 
rei.pontsibi lIIy, it I.I t iit fI tow oI I ii. I Itout ioi,. aind 
other corzlnicat son. 

Corst Center - 'Pypictle] ly iou.I( 'rittd wit i the 'oti'rpt (f 

re5 )on5 il)1 Iit ty ii(''oulrit it , .i (- .l t-lut (-I 1n -,111 

idcnt.if i s"b|( t I i|I',t I-- nt f (,I whlich (.coot.Ii unit 
can be teperatf-ly .itcutmtdt, -j. 'Ilb I ((lone fo 

the purpo.E' of cont t()Illi(2 -o t .it te l- dr(jdauiza­
t oli)I I o .I lv . .1sill|e tot t hit e'vIlt istionl of Ialntin (vr.; 

onl ho)w we') I tlicy 1l1l,l it'th le' 41'. '.'., dl]|le'et e'd t ( 

t heir urton t 

| ×X('lt lug, |)It!& Iil1411t !1 il,-IifException epol t't b : Ii'tntc 

c. lteld il, . ' hIA.e'rus tt(4)It I IIrjlt] t i 'ilt ach 1 1} 

Forct A..c-uotut '- hi. I. Jp t till Wi)t ' w i( ?I r',l'~ i ly we'tl 

b' Jim'? tdby.inI'( Cit bu 111, 0(4 11 1t'lui f(tlin'- ! |l t 111 
llOUvt . 

. (,rMand(jerrinc' t Inf! tmliit lot, 'l t i.! |1.1 ,,( .. y-,t'l' 

tht.aoA 1r 11 .II1- .1 Is,( ' 11d'.i41 1!.i ?, ei''eh lf 

bj 'ti ll (it4Ali', i'l I-i ' I ri'.t- iI-- i -i,t IlI i), 

hlc'hi lle' or 1. (i t '? lo! ii (i)te'h I it lt II , i| 

?1 l e Il.I I',I I I4.. t I f el I 

IOjectc'I lou *. 1t1' 1t flit') t. )lleIt l 1l4i * 1 ,11 

vitot r1h .111 'i ' o. i41 1 11 tI .1 i'.1 .'.11h1) i 0"I ! -1 , to i I' hil I 

4t1C II I .a t 11u" ee'li )I tru 1 1 :-111 V I 101.141 J.t 1t 

Th v.l(I r-t -,l I ho{]¢ ivc yI pvt I I ,I! t Iti I, iti 

.+ 4+ 1 ,i ' .1 , I (II( I t'J~l- 4, 14,1't 1liu .' ,lIfl(it': , ~ h*,y 


11(1 lt - I , I . ;|III'lf I ', I I t. 1 i 'l*,h ( ki IO-41 I I" '111l+11 ,,olit- . | I ' 11 

0 tl l .il'I l+ t IIh ,|Pt ,t!l .V1+t') 4 11 lh It I ' i l1 ' "t11.1 

I l+lvy at I. ; I | qI ll- ll I "a tiv l+. 1lhey(l'I I11 0I'M A I N1i , 

II v - I I (it) I . II v!o' k l I fI. 111 t lf s ­j i. I |I 

http:idcnt.if


Procedures - The specific tasks that must be performed
 
in the processing of specific systems. Although,
 
such procedures may or may not be written, they
 
generally define the interaction of systems
 
resources.
 

System - A system is the integration of specific resources
 
(i.e. manpower, equipment and financial resources)
 
to periorm specific procedures in order to
 
accomplish defined obirctives.
 


