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council. A social unit is the ljowest strata of Ministry of Social
Affairs organization - the unit which interfaces with the local
community and the level through which programs are implemented.
(Some of the communications on this project read as though a social
unit was a physical facility similar to a community center.)

All other activities of this project provide preparation
and supportior the participation of local people in the planning
and provision of social services which truly serve local needs.

The project tests whether or no* a marked increase of people served
and benefits realized will increase tangible local support to sustain
those social services. This project has relevance to the decentrali-
zation series of rural development projects.

Project outputs will be realized. It is not yet certain
that project purpose will be achieved. This is not an unusual
position for a project three years into a projected five-year period.

There is sufficient concrete progress to provide a basis
for a recommendation to extend the project and provide continuity
of contractor. In doing so, care needs to be taken to provide
flexibility in management. There are still solutions needed for
numerous problems. This project is experimental or in AID design
vocabulary a 'process' project. We did not know enough about
engaging Egyptian villagers in a development process at the time
of project design to lay out a neat, unchanging course of action.

At the same time, it is clear that parameters neced to be set. We
could start a chain of actions analogous to a root system sceking
nourishnent. We do no: have the resources to do so. For example,
it is necessary to explore the Eqgyptian rechnical resource people
needed to backstop the many types of social services and, therefore,
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the varieties of training. This project's resources should not be
diverted to developing those technical resources in other Egyptian
institutions.

Being an experimental project, an affirmative decision to
niove the second project site to Qena would open an unusual opportunity
to employ the lessons learned at Tanta in a second test. Depending
upon the transferability of these methods of organizing and training
to a second governorate and another cultural setting, USAID may
help Egypt lay a good foundation for its premature decision to

replicate this project in three additional governorates.
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sure recipe for inaction.

. A demonstration training center task force was organized
which included the head of social security for the modreya. Guide-
lines were written. They were tested for clarity. They were re-

viewed within the modreya and the MSA for accuracy. The use of the

gquidelines were authorized. The social workers in the demonstration

social units were trained in the use of the regulations and, as a
consequence of this sequence of actions, social units in Gharbeya
Province only have the authority to make decisions on social security'
grants without referral to the governorate. If the experiment with
localized decision making is successful, the same regulations and

the authority to make decisions will be extended elsewhere in the
country.

This problem-solving process helpad to overcome the project's
organizational problems by including all the major actors concerned
with the issue. The approach alsd provides a way of gaining sanction
for changes in regulations. A further benefit is that a problem-
solving environment provides excellent inservice tr.ining for project
staff.

Another item which has been relpful in clarifying project

purpose, organization and procedures 138 a manual called "What the

[ & %

Project i3 About.” This too is a product of a conference which was

later written down and discussed unt:l an agreed version was arrived

az.
2, Mcbilising Resouraes: facilition, staff, funding
This aspessment toor place in GharZeya only. At tha tima,
sha AZaiul centes wan Lnadtite pending ppossibhle rerminavion and

no decision had bLean made on Lena as the seaond projeact oaite,
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a. Physical facilities - The Demonstration Training Center
was still undergoing changes and improvements but the essentials of
an operating training center were there: the building had been
adapted to training, residential facility was complete even though
it has been needed less than anticipated, food service was organized,
a library and learning resources center was organized and steadily
being expanded.

The two experimental social units do require substantial
renovation. Some wasteful renovation was done at Shubra el Namla
before project staff arrived and before a community planning process
took place deciding what type of social services were.needed.
Rohafa, the urban unit, is a slum area of a village overtaken by
the city.

staff, especially training staff, remains a problem. The
MSA has traditionally appointed an administrator for a training
center relying on ad hoc lecturers drawn from g.vernment and
universities. The lack of full-time residential training staff is
being ovcrcomc by developing a cadre of trainers tu teach different
units as opposed to offering single lectures. Thirtv-five such
trainers are now con call. Seventy-£five are expected as a result of
emphasis on trainer development during the next 12 months. Tele-
sconed into the phrase "rrainer development” is identification of
people in government or oducation with suitable background for the
various teaching units, a nced to orient them to the project and

tha MSA, a need to expose them %o field work, assist them in curricu-

lum development and development nf training materials. Seventy-tive
trathers cach ocarabile of veeacthing 1-2 "training modules” will he a
GARY

gubstantial project output. wae nalf-way point has been reached

although tt will be pecennary Lo sontinue o halp thene part-tima









services. This lack requires tenacity on the part of the social
workers and both tenacity and skill in problem-solving.

An interesting case was picked at random from the files
of a case worker in Gharbeya and translated for our benefit. It
will serve.as an illustration of the case management approach. A
widow received Eb 3.50 per month pension. She also worked as a-
street vendor and during good months made as much as Ek 40. The
police had picked her up for vending without a license so she ha
come to the social unit to plead for an increase in her pens’
Thié was not possible; however, the social worker did no* lcoce the
file until she had helped the woman successfully & _.y for her
license.

Case management, which often in the U.S. is practi ed in
a confrontation node, has been adapted to a stance which is appro-
priate to Egypt of staying with the client in an attempt to help
the client solve their problems.

As we examine the training outputs thus far, we must
remember the components of a single training course. It means:

Job wescriptions rewritten and authorized

Trainer preparation

Course ottlines developed

Training materials developed: written, visual

and tape recording

Field placements and field supervision developed

Zvaluation and revis:ion of courses
These, too, are part of the results and will have more than a transi-
tory effect on the cne course held for social workers.

Another training output is a training plan for 1981, This
was in draft in December 1980 and required more discussi o rhat
draft slan contains v oatatement nf training goals and a statenant

of a philosophy of behaviour change. It also includes 17 course
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of 2-3 minutes of one operation are available. More will be
developed. This activity is still in progress.

The third service to be reorganized is family planning.

(The Family Planning Association comes under the MSA and their rural
clinics are often located in the same building as the social unit.)
This effort is in the discussion stage and will tap resources developed
by other USAID sponsored projects.

A "Service Design Manual" has been developed to help social
unit staff plan new services. This manual could be recommended to
voluntary agencies working through a community development process.

Besides dealing with existing though faltering services, the
social units were expected to be responsive to new community needs.

In the case of Ofafa and Shubra el Namla, this is leading inexpérienced
staff and inexperienced communi.ty development associations into com-

plex development projects 1i.e. marketplace, sewerage and covered

" water supply. The resources of this project can help with the

community development planning process. Other technical and
financial resources of the municipality and the governorate are
being explored. The village Councils of these areas may approach
ORDEV at the governorate level for assistance.

A major cenflict did exist between some members of the
madreya staff and members of the center staff on the role of the
Ministry of Social Af€airs in development. This has only recently
been resolved although the MSA has had a rural development department
for many years.

5, Community participation

Comnmunity Developmant \ssociations have been reactivated in

both axpecrimental units. These new institutions have sponsored

gocial services in the past such as the daycare centers but they are
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foundling institutions which will need more time and experience
before they mature into independent organizations.
6. Other Outputs

There have been other results for the social work project
thus far which do not fit neatly into the outputs as listed in the
logical framework.

The UNC team and their colleayues in the Tanta center have
been inventive in dealing with obstacles. Take the case of the 37
surplus secretaries. A request was made to transfer the secretaries
elsewhere only to have them replaced with new secretaries. Now the
surplus secretaries have been trained as social work aides: some
assist in the daycare center, others assist with data gathering or
the research on applicants for social security. The women are
happier and they .are contributing.

A most important result can be documented by the attitudes
and work habits of the Center staff. Many of them were available
on a part-time basis originally but worked overtime on the project
business voluntarily. 7Their new understanding of project purposes
has given a shape to their work. They appear to be committed to what
they are doing. This was a conclusion drawn from hours of interview
and observation of the staff at work.

Even the firancial problems have resulted in some benefit,
The social service unit now develops two nlans for any proposed

social service. As the hecad of the unit said with some feeling

of challenge, "One can be implemented now within our own resources.
The other plan can be implemented if thouse who made promisesn to us
choose to neep their sromises.”  The result is 3 more practical,

less expensive and, therefore, more casily replicated wocial nervige,

. ] . g ] X . b s
This may help Lreak with thee s URAaneralo e erations that aearred the
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earlier days of project implementation.

Consider again the UNC account of project achievement only
six months ago - a facility, a staff recruited and training begun.
The pace of achievement has accelerated and the cumulative effect
now six months later is a respectable tally.

B. Project Purpose

The project purpose was stated:

To identify and test ways through which publicly and

privately-sponsored social services may be increased

in number, coverage and effectiveness without additional

financial burden to Government.

As a consequence of this project, social services will
predictably be greater in number in two governorates, more people
will be served by these services and the service. 1ire likely to
be more effective because

the workers will have been trained and more effective

the services will have been designed for the local
situation

the ratio of supervision to paraprofessional service
provider will he greater.

At this time, it is not possible to predict whether or not
these benefits will be achieved without increased government assistance,
The analysis included in the project paper dil not {dentily
a basic problem of underfinancing of the total social aflairs
gtructure. The average government subsidy to a sccial u. .¢, which
servesa population of approximately 35,000 people, ts Lk 1,000, On
rare occasions, this subnidy to scome units has Leen as high as bh 4,500
The financial subsidy from Central Sovernnent for accial servicesn
has not changed sinee the late 1950m,
mhare are Lhree othet jputential sources of finance for local

gocial servicad:
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social units, therefore the type of training which was needed and
the type of social services required by rural residents. The
community needs assessment as implemented primarily tapped the
opinions of a leadership group. It was not intended to provide a
baseline against which project achievement could be measured.

The community neceds assessment is incomplete. The errors
in the computer printout have never been corrected. The data has
not been analyzed. The author cannot be sure that it served any
purpese other than fulfillment of a contractual requirement.

In its place, the UNC team and their counterparts have
developed a Social Unit Area Profile. This has been completed
for the Gharbeya experimental units and will be used in the upgraded
social units. Changes in the profile would provide a mezsure of
both project and goal achievenment. AnAevaluation nlan his yet to
be designed for thia project.

One of the purposes of including a management information
systen (MIS) in the project activity was to assure that the
Government of Egypt would have the data it needed to make a judg=-
ment as w0 whether or not the project should be replicated elsewhere
in Egype.

this evaluator found little trace of the work on a MIS. One
counterpary indicared a carryover into his work on revising forms
for case Mmalajers,

the willage level recordkeaping system developed by PEHS has
not been implemaented,

A aubsvtitute recordkeeping systen has had to be daveloped
for soctal units ant eadli proledy sub-activity Ly the Center stall

T oalth, “ha Jdoouymentaticn secded o degicr i and of
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project status will be available but from a source other than the
MIS activity.

The Project Director has prematurely decided to replicate thi
project. Additional centers are planned for Fayyom, Ghiza,
Alexandria and Qena. This is unwise but an indication of their

view of project accomplishment.












Ostputs

J. Conmsalty development
sssoclatica/village councile
fsglemeating plase for social
services la thelr jurlisdictions
Ia each "sadel’ sad "wpgraded’
saclial wait,

2. Dstas om seeds,service
wtilization,servica costs
amnld legact avallable.

Magal s ofO El y

Mo.Soclal Uaita = Mo. of CDA
Year 1 & 4 :
Year 2 12 12
Year ) : 20 20
Year 4 28 28
Year 3 36 36

8. Data avellsblas to social waic, con-
trollate , proviacial sdalalstration and
MSA. =

Mesns of Verification

7. Associstioa and coumcil
records.

a. MNew services

b. Budgets for social services
desonstrating local fimancial
support.

€. HIS records of citizean particip-
stion In attendance.service utiliz-
ation and volunteer services.

8. It is thers and utilized.

Assusptions for Achieving
Outputs
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a. Indicators of social and economic well-being,
such as gross national product per capita, numbers of
persons qualifying for assistance program per 1000 popula-
tion, increased percentage of target populations engaged
in productive enterprises, and observation of group
problem-solving and mobilization and utilization of
resources by local communities.

b. Indicators of increased utilization and
sustained utilization of income-producing activity and
publicly and privately-sponsored social services, such
as the number of users of sccial services, number of
service days or other time uaits multiplied by users in
attendance, and numbers of users who fulfill their own
goals.

c. Impact of service indicators will be
developed in the course of the design of the management
{aformation servica. These should indicate the results
of additional, improved, or extended social services.,

3. Goal Assumptions

A critical assumption is that social services
contribute damonstrably to social and economic well-
being. This assumption cannot be tested without impact
data, which the Ministry does not now have.

Two goal assumptions concern relationships:
(1) that Central Government agencles can train staff
to team constructively with local leadership and
resources: (2) that bilateral assistance is capable of
being effective in a comnunity-based program in another
cultuwe.

4, Project Purpose

_ To return to Egyptian policg statements, the
National Working Program presented by President Sadat
in July 1971 underlined gaps in development cifores,
He made the following points relating directly to the
functioning of the social services systex:

a. The population lacks awareness of plarning.

b. There are gaps between naticnal goals and
the behavior of the masses; these gaps affected
development. Such behavior includes spending patterns
and family size.












