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VEHICLE MAINTENANCE
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13. summary: The subject project was evaluated by a twoperson team in 

August, 1983. The report receive from the team by USID/ar seeAttachment A) was not Considered wholly satisfactory, coRpleteobjective. orSubsequently, the USR?/Cairo project officer and the GeneralSyndiate for Land TrnSorain(GSLT, the Egyptian entiyiproject) wrote hrebuttals or disseting opinions (Attachments B and Crespectively), oneand of the team members, Engineer Reda Soliman,asked was(by the USAID) to review the team's report and reconsiderstatements and opinions for Possible revision 
the
 

(Attachment D). 
 In ordernot to lose all benefit from this disputed evaluation and in the hopes ofreaching a realistic plan of action in the remaining eight mcnths ofproject life; the USAID/Cairo evaluation officer has attem-pted in thepresent document to reconcile the various points of view found inattachments. theWhile not a wholly satisfactory solution, the USAID did notbelieve that another evaluation would be sufficiently beneficial(especially given the valuable tiae that would be lost in 
 mbilizing
new team) nor athat anything could be gained by entirely rejecting theevaluation. 
 We have tried to combine the various opinions
perspectives into as andthorough, cmplete and objective a single report as 
possible. 

This project was initiated in 1980 in response to a request forassistance (in 1977) by the GSLT to develop a Vehicle MaintenanceTraining Center. The purpose of this Center was to upgrade the skills ofbus and truck repairmen in Egypt, and thereby to improve the efficiency
of public transportatioa. 

All parties involved with this project agree that it has not gone asplanned in the Project Paper and has not achieved what was expected ofit. The reasons for this poor performance are several: 



.1) There was not'a *caplete agreement among the parties (USAID, 
-,GLT;-and RCA, the host country contractor) from the 

oject.Isinception'
". o..exactly who was responsible for what. 
and exactly 'what was expected to be achieved. . 7his has beeni 
the fundamental 'protle and the cause of .all subsequent -­
problems. It also serves to explain the divergent points of 
view that emerged in the evaluation process. 

.2) The GSLT expected the project to be implemented for it, not 
by it.* There has never been an active Center director who 
has taken the interest, initiative'and cootmand of the 

Project necessary to keep impiementation moving and to 
resolve problems and bottlenecks. As a result, RCA has not 
had the guidance and supervision it needed (and has not been 
willing and/or able to take the initiative to guide itself 
and/or to push the US&ID and the GSLT into more active 
roles) to offer appropriate and priority services. 

.3) UtSID/Cairo has played a relatively passive role in the 
project' expecting the GSLT and RCA to take the lead. Under 
ordinary circumstances, this might have been appropriate and 
reasonable for a host country contract. However, Mission 
monitoring should have shown that progress was- delayed 
sufficiently and problems were severe enough to warrant 
stronger intervention. 

The project is now too close to the PACD for major changes to be made; 
some project actions already taken would be too costly and too time 
consuming to be worth reversing or altering dramatically. Thus, this 
evaluation does not deal with whether or not the project's purpose will 
be achieved; instead, it focuses on what can be done to salvage some 
useful product in the time remaining. 



14.. 
'deay Oasdology: This evaluation' origin UY'Was to be -a-nd " s Ma 1983, . s. e o.
d evalation e s _..t a proti sld make anyadjustjm..t necessarY to enhance the potential lc. Thiv~utc 

followed so that some Probl could have been dealt With earlier. 

reea intervee RCA ad GSLT staf, reviewed AIDand RCA project records, files and docujens, reviewevisited the project worksos and egui ,n t 
RCA products and"

based exclusively On the written evaluatioj Te current docuent isdouments included as* 
project'sprata~ts o re ss,-In t sp~u d(i.e., no additionale sitebeevisits werec o t ol ed r y pr j c .tinterviews conducted, 

mad,. no additio .etc.) and on discussions resultin from these 
attachments. 

15. External Factors: While one unforeseen factorhsafcete 

management..Although~ custs clearance for project eipnent has been an 
inordinately-long and ccunpiates,,oneh=sbP n NimTh project ]managemnentGSLTbaseloedership) process, 

-'nM-e tcsively(primarily--- aais
could have pushed much harder and earlier to.gain the
 
release of conidtes frcu
clearances original cstc. Thus, while problmay have been external with custinto the project, failure to 
resolve them is indicative of internal project proh~2.S. 

Many of the assumptions in the originaD logica frame r
been within the project wor r e thra u ( s laes
 

andinacentvs 
 ae suwrfiadministrators eno retain trained instructorsat the GoT draining cnter*; andGS.T provides
aministratorsnd uct t 
 br 
 ... made,- n
...
15n dtnsructorsW ieWrjet contr many tine s Panned ). Because theof these asscotuold have worked against 



Project progress.,. 'For example, because the project assumed, rather than 
guaranteed*', adequatesalaryand incentive ben it (and becausesufficient action has not been".n... taken these'.'..'as t .o.s
 
staff members have 
not been forthc " w s a..at 
assumed that construction of the~trainin3 facility would'be cbn~leted as­scheduled (and did nothing to e sucopletion), construction dlays
have served to hold up other aspects of the project. In retrospect,
adequate salaries and other incentives as well as completion of 
construction should have been made condiions precedent to the project
agreement (rather than assumptions) in order to have avoided many of the
implementation problems that have arisen. 

16. Inputs: In the original logical fraework, the inputs were listed as 
follows: 

1) Technical Assistance (curriculum development and workshop 
establishment) 

.a) long term 

b) short term 

2) Participant Training 

a) long term
 

b) short term 

3) Commodities 

RCA, the project contractor, began work in July, 1981. The firm was tobe responsible for all inputs listed above, although it aqears from the
many misunderstandings 
 that have arisen that its role vis-a-vis the GSLT was never established clearly. How much authority did RCA have to makedecisions? Where did its 'technical assistance" role end and the GSLT's 
managerial/administrative responsibilities begin? 



he long'term technical assistance was to develop the cur'iOufa. As 'ofAugust; 1983' lve offi n course curricula-had beencpleted in 
English; and six o welvehadbeenoThe translated 'into Aic. 

rean cr willhecmpleted 
and translated by the end of 1983.As discussed in Attachents A and B,.h ver; the util ,d

appropriateness of these curricula have been-questioned seriously." 
 RCA'
initiated curriculum activities based on Operformance based" criteria, aninnovative method of instruction allowing a student to wak at his ow 
pace. This proposed approach was an unknown and untested concept for theGSLT leadership. In addition, the approach would have reguired a good
deal of background knowledge ofthe target audience (bus -ud truckrepairmen) in order to respond to the appropriate skill and need levels. 
The GSLT objected to this approach (presumably based on its
innovativeness) 
'Whether or not the USAID concurred in the CSLT's
 
objection is unclear (Attachment A, page 14, 
 says it did mncur;Attachment B, page 6, says it did not; neither offer evidwce to support
their assertions), the end result was that RCA changed its curriculum
approach to a traditional presentation of materials available in the U.F
and adapted to Egyptian circumstances.' One of the original evaluation.
team members and the author' of -Attachment A (and an avid iopcnxent of.

performance based instruction) charges that the traditional curricula

developed by RCA are virtually worthless since they are bad on

assumption that the target audience is 

the
 
literate. In attachment B, the
USAID responds that the curricula has greater value than the team
allowed, 
 since (1) illiteracy is assumed not to differ sigaificantly


between the target audience and the average 
 (34%) for employed males inurban areas, (2) while not innovative, the curricula follan widely usedand accepted training principies and concepts and (3) whi.L individuals 
from the target audience itself were not consulted in curricula
development, Egyptian Center instructors have been involve actively incurricula revision and translation, therefore the curricula do take intoaccount unigue local needs and circumstances. This questian of curricula 
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*utilitY has yet to be resolved. Based the evaluation and subsequent.discussions, 
on 

the USAID has requested that RCA and GSLT take th..-..-.. . :-....-7 . - 1-:..... ... .e ec mp e eto te Irrioas and truck apnies for review a ccuil nt'of their ',
a4*opriateness and utiity.." 

Alatta ts-are relatively silent on the short termj teical~assistance; this aspect of "RCA's work has been limited to setting up theecquiptnent in the workshops and training the Egyptian instructors in use aid mintenance of equipment. 
the 

Since not all equipment had arrived asof August, 1983, and since there have been numerous construction delays,
it may be that acompletely "in-.this are jhas not been *able to fulfill its responsibilities": " larea.Bowever,"e 

the evaluation officer has understood
froR the SAhID project"officer that there have been disputes between ICand the GSLT, for example, over who holds responsibility for installing
equipment in the workshops. Thus, RCA's role on short term T.A. may nothave been clearly understood or agreed upon, therefore project

performance may have suffered.2/
 

The long term (U.S.) participant training originally was intendea ro
train 22 Instructors at R headc~arters (in New Jersey). These 
22
 
instructors then to-return
were to the Vehicle Maintenence Training..
Center to train Egyptian bus and truck repaimenin improvedskills. By
mutual agreement of all parties, the originally planned 22 courses werecollapsed to 16, thereby reducing the nLmker of instructors to 16. Ofthese 16, to date 9 have received training in the U.S. Seven additional
instructors have been hired but not yet trained; it has been recommended
to GSLT that these remaining instructors be trained 
in Egypt rather than
 
in New Jersey.3/
 

1/ Copies of curricula will be distributed for company review at a meet­ing to be held in late October (exact date to depend upon cust-nsclearance and installation of the most recent shipment of equ..ipment2 RCA accepted responsibility for equipment installation in
 
March, 
 1983; this is no longer a problem.

3_/ In-country training for the seren remaining instructors is scheduled 
to begin October 29 at the Ministry of Industry Instructor Training
Tnc i'n4., 



-- 

:Instructor response, to the RCA training is mixed, but lack of sufficient 
English capability was obviously a problem for ali of the participants..!rb e was OM~ translator :for the nine .instrucrs trained in'.the:U.S.,:... 

..bt irbivckl d"ourxd a.did not have " Sackn th -I.ubject' matter... :therefore his ability to. translate 1 concepts.- -- :---ht* mig- .. . -:,;".
questioned. cto 1.. tiu-" ..... .. ia. ­" of sending une inst:r for ainii 
.. :the -,U.S.: without'.sufficient acapability seesdubiu& a'best. (Although none ­of the attachments discusses the point,..it also seems questionable to. train gyptian instructors in the U.S., when the 

bssand trucks used in EBgypt from aare wide variety of countries, mnof which dc. not.exist.ln the U.S., -and -therefore with which RCA may notbe familiar for training purposes.)" 
. ­

..The shott-term participant training was to send three GSLT administratorsfor obserVational training in the U.S. Attachment A notes that two of*these three administrators have been trained to date. There is no
mention in any of the attachments, however, 
 either of plans to train a* third administrator or of the value of the trainincy rcrcv h,. 4*' 

...two. 

The commodities input was intended to-bring vehicle maintenancefor use in training at the GSLT. cente. =cA was .responsible for the
 
procurement. 
 As noted in Attachment A,as of August, 1983, CA hdexpended $1,126,000 for equiprent and had obligated the remaining $13,000allotted in the original budget for commodities; in addition, RCA intendsto request $461,000 more from AID for additional equipment. 

This aspect of the inputs has been particularly troubled.. As noted under"External Factors," camodities have been delayed in customs clearancefor inordinately long periods of time. 
 The USAID has been working to
resolve this problem in recent mcnt-hs on several fronts: the GSLTleadership has been urged to expedite cs-.rzms clearance; the Missionitself has written to customs rem.estiny clearance; and the assistance ofthe Ministry of Investment and Inter;atonal Cooperation has beensolicited to encourage expeditious custcmz clearance.!/ Unfortunately, 

Cne air shipment.n/ that had been delay:d in custanms was cleared by
October 10, 1983. 

" 

http:not.exist.ln


customs has not been the only problem regarding commodities. The GSLT 
was delinquent -in 'approving the equipmmt lists submitted to the" 

technical. committee; in .addition, the technic-al' 

cmmittee apparently' chaniged its mind on' certain equipmetnt, further 
delaying procurement. construction delays. (a GSLT responsibility).,on.. 
the Center have added more delays to installation of equipment. More:*, 

importantlyr RCA'S performance in procurement has been poor, to say the 
least. Some electrical equipment arrived with 110 voltage (instead of 
the necessary 220 v.), and some equipment arrived with English (rather 
than metric) calibration. RCA since has.replaced this equipment, but it 
would appear to have been a mistake easily avoided initially. As of 
August, 1983, then, even project inputs were not complete. All curricula 

are expected to be finished by the end of the project, and all 
commodities should be released from customs shortly. 

17. Outputs: The original logical fra-work lists the follaw ng outputs 

expected:
 

1) Trained Aministrators 

2) Trained Instructors 

3) Curriculum Established
 

4) Shops Equipped
 

5) Classrooms Equipped
 
6) Administrative Procedures Establishec
 

7) Instructional Procedures Established
 

The status of these outputs is obviously heavily dependent on the status 
of the inputs discussed in the preceding section. Thus, the curricula, 
shops and classrooms are not yet complete, but reasonably can be expected 
to be finished by the end of the project. 

The status and eventual achievement of the other outputs is less 
certain. None of the attachments discusses procedures, either 

administrative or instructional.- / Furthermore, although two of three 

5/ RCA's draft of the Center Operations Manual has been accepted by GSLT 
and is currently being translated. 



GSLT administrators technically have been trained, tneir actual
 
administrative abilities are Subject. t
-hastoqesin '..Th notquestion."tae'j rtv.*-iac 
has not. taken an.active role in the development, of.the Center; in fact,

,the Director of .the GSLT has held two jobs in a&tion to" "hisjobatthe 
GSUT and often has been inaccssible to FCA,, USAID and hs Egyptian
staff. (Note: On September 21,-1983,"the GSLT appointeda~new, full time
Director to the Center, based on recommendations in Attachmnt'A and 
subsequent discussions with the USAID.) 
This one factor the absence of 
active, interested GSLT leadership.- has contributed significantly to 7 
project delays and problems.". 

.:The "trained instructors" output is also subject to some question.
 
-Although nine instructors did receive training in the U.S., the value of
 
that training (given language problems) has been challenged.- In'
 
addition, 
 the full complement of instructors necessary to staff the 
Center has not yet been trained. More importantly, the incentive for 
those instructors already trained to remain at the Center is uncertain.
 

As noted in the "External Factors" section, 
 the salaries and incentiveE
 
for Center staff 
v.re assumed to be sufficient, rather than guaranteed.
 
In Attachment A, page 22, .he 
 evaluation team ntes -.the following: 

.The GSLT incentives have been inadequate .toattract the 
number of instructors required and to maintain morale of 
thcse already hired. 
It appears unlikely the incentives AID
 
reccmnended will ever be paid.Z/ 

6_/The ICA technical expert has tested the instructors and found eight
of the nine qualified. The one instructor deemed unqualified will be 

demoted and shifted out of teaching altogether. "Ironically, this 
individual has a better cainand of English than most of the other 
instructors; his new position will be in an area (e.g., 
administration) in which his language skill will be utilized. 

2/ Instructors were told they would receive LE 160/month when classes 
begin. -Currently, th~e nine instructors' monthly salaries range fram 
LE 105/month to LE 135/month. 



ThUS, while the GSLT Centermay be fully equipped and curricula developed 
py.the" end.,of the project; aeui Center 'staffing will be 'a problemn . aesled iimediateiX and sufficiently.

The USID should take a firm and active psition-n this matter with the
flew Director as soon 'as possible.' *..Inaddition,--an assesmnt, of theexisting instructors' skill'-and knowledge should be undrtakenand 

remedial training given'if necessary. 7he remaining (untrained)
instructors must be trained .- in Egypt -- immediatelv.-/( 

18. Purpose: The originally stated purpose is 'to upgrade the skills 
improve the work habits of'vehicle maintenenance workers." 
 Based on thenumerous implentatin delays across all inputs and outputs, achievement 
of the Purpose within the project's remaining life is cbvious-.yirrpossible. .However, in fairness, this purpose seems unrealistic withinthe given project time frame of three years. To have expected classesactually to have begun, let alone to have trained 200 workers by the endof the project's second year, and another 540 by the end of the third 

year, was unnecessarily optimistic, given the total absence of any of the.required inputs (including the Center's physical plant) at the start of 
:the project. 

19. Subgoal/Goal: The stated project subgoal is "to increase theefficiency of vehicle maintenance systems' in Egypt. Neeedless to say,this subgoal cannot be achieved within the existing life of project; 

8/ See footnote 3, page-6­
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.however, like the purpose" the subgoal appears unrealistic within the 
three year LOP.' Fthe~ e, there is a considerable gap' i the
 
logframe's logic from outputs and purpose 
to S -.-,l
efficiencyO .seems outside of a project's control. .:Training may o =,';.

-but efficiency may depend on factors"well beyond a trairing 'cente,.., 
economic, social and psychological incentives of bus and truck repairmen 
at their place of work. 

The stated goalis' ,to izqprve the' pality of bus and truck transport
services provided to the public." While relatively long-range, - it is
 
conceivable 
 that the subject project eventually could make some
 
contribution to this goal.
 

20. Beneficiaries: To date, there are no beneficiaries to speak of. If
and when the Center can begin to train repairmen, then these individual 
workers and their employing companies will begin to benefit. To %hat 
extent they benefit will depend upon the project inputs, i.e., how well
the instructors were trained and how appropriate and valuable the
 
curricula 
are. (The benefits to the population at large.- accruing from. 
goal achievement -- are too long term and too indirect to ba worth 

. coniderh re.) .. ... ".................. "ng .... 

*considering here.)
 

In the project design, the employing companies were envisioned not only 
as beneficiaries of the project (through better skilled workers), but

*also as contributors, both in terms of information for Center development
and of financial support for eventual Center maintenance and operation.

To date, there seems to have been relatively little bus and 
 truck conranY 
involvement, although exactly how little is a matter of dispute;

*Attachment A says no companies have contributed 
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.funds or substantive inputs to the Center as yet, whereas Attachnt B 
claims that twelve companies to date have given LE 10,000 to the Center 
and that 'two companies are represented on the Center Is Board of
 
Directors. 
 "Since the USAID-can; document its ciaim and the team did not..: 
substantively reference its.information, it e.m: that. the latter.-opinior 
(that companies - are ,". , -L. •;'""...- ,
involved, -albeit. ...-not extensively) holdstrue.. 1 

.. 

21. Unplanned Effects: It would seem that there have been no project
effects to date, unplanned or otherwise. Once the Center is in 
operation, assessment of impacts, planned and unplanned, can begin. 

22.-Lessons Learned: -he 
major lesson hero may be that poor management
yields poor results.Mli parties share responsibility inthis. Lack of
;SLT leadership to date has been the most damanging problem for project
ichievement. It is to be hoped that the new leadership will take a more 
ictive role to change the Center for the better. Toward this end, the 

JSAID must maintain constant communications with the new Director to 
resolve the following problems: (1) cumodities' release fram customs
and proper installation in the Center; (2) adequate salary andx
 
incentives for instructors' (3) 
 assessment of instructors' capabilities;

(4) copletion of all training for instructors; (5) assessment of the
adequacy and utility of the curricula;' and (6) -.assessment of bus and 
truck 'cmpany.willingness to participate in the Center. 

23. Conclusion: It is not unreasonable to expect that the Center can be 
functioning by the end of project life; the ext;.nt of its adequacy,
however, isas yet an open question. We simply do not know the
 

9_/The new director, a former bus company chairman, is actively
soliciting cooperation and involvement of the companies by visiting them 
individually. When the fifth sea shipment is cleared through customs 
(expected late October), the first of an on-going series of meeting will 
be held.
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viability - of the Center as yeti in the absence of knowledge (1) of the 

bus and truck cq~anies' interest. in such a Center, (2)of the adequacy 

of the curricula, and (3) bf the -instructors' capabilities and inc entives 

.to train workers. These must be known before viability, utility and. 

sustainability of the Center can'be "Judged.. 
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Recommended Action Plan for AID
 

1. 	AID to negotiate a reorganization of Center managements; a new Director
 
and Advisory Committee-made up of representatives from the nine bus and
 
truck companies. Ideally this should be at two levels. The executive
 
level working with the director of the institution and the operating level
 
aealingAilstructional staff i.e. company foremen advising on curriculum.
 

. W IA, 
2. 	AID/RCA to obtain day-by-day accounting of all activities regarding
 

equipment tied-up at the port and airport. AID to help GSLT and RCA to
 
expedite the delivery of this equipment.
 

3. 	AID to request RCA/GSLT to mutually develop a work plan indicating the
 
earliest possible date for opening the seven work shops included in phase
 
I. This to include curriculum completion schedule, preparing work shops,
 
and obtaining training equipment from bus companies. This schedule to be
 
completed by August 25,1983. AID can anticipate running into a problem on
 
obtaining equipment from the bus companies. RCA has been trying since
 
1981 to obtain equipment. The first "scrap parts" arrived at the center
 
after the evaluation team began work. GSLT has indicated itwould buy
 
equipment but none if any significant amount of money has been allocated.
 
It seems inconsistant that a new six million dollar training facility havw
 
only scrap or salvage parts for training aids.
 

"i" 



4. 	 AID to request RCA to provide completion schedules for Arabic versions
 

of all unfinished courses.
 

5. 	 AID to request RCA to provide installation schedule of equipment now in
 

customs. Upon arrival what is the work plan for installation. RCA has
 

indicated all shops could be opened within 15 days after arrival of
 

equipment.at center.
 

6. 	 AID to request GSLT to provide their best thinking on the following
 

topics:
 

a. 	 Length of each course?
 

b. 	 Cost per hour of instruction?
 

c. 	 Will the center provide "custom courses" designed to fit
 

specific employer needs?
 

d. 	 Hours of the ATC days only, possibility of night courses?
 

f. 	 What is the present and projected labor market for truck and bus
 

company mechanics?
 
a­

g. If utilization level f~lls below optional level what other
 

public sector agencies might consider using the ATC?
 

7. 	 AID to request RCA and GSLT to develop work plan covering the opening
 

of the shops included in phase II.
 

8. 	 AID to direct GSLT to hire additional instructors to complete the
 

instructional staff.
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9. AID to direct RCA and GSLT to prepare a training program for the
 

remaining six instructors to be trained.
 

AID to 	request RCA and GSLT to develop plan for establishing temporary
10. 


workshops for the shops that will eventually go innew building, by the
 

first week in September.
 

AID to 	reouest GSLT to develop a plan for hiring 15 additional
11. 


These should be hired in accordance with opening
instructors for OJT. 


of phase I and phase II workshops. These advertisment should be placed
 

in the newspapers by September if not before.
 

12. 	 AID to request from RCA the plan for an administrative program and from
 

GSLT the plan to hire staff to implement the program.
 

13. 	 AID to prepare periodic progress reports on the above and other
 

activities considered appropriate.
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Item. 13
 

Vehicle Maintenance Training Center
 

Project 263-0114 (GRANT)
 

Project Summary 

Background 

The General S;,ndicate of Land Transport approached AID in December of 1977 

with a request for assistance in development of a Vehicle Maintenance Training 

Project. The site had already been dedicated by President Sadat in June of 

1977. 

The Objective of the project was the establishment of a heavy vehicle
 

maintenance training center .nthe Matareya district of Cairo. The center to
 

be owned and operated by General Syndicate of Land Transport, GSLT, and serve
 

the training needs of the nine major Egyptian public sector bus and truck
 

transport companies. These companies employ approximately 5000 vehicle
 

maintenance workers. When operational the center was to provide training for
 

20 occupations for 540 mechanics each year.
 

The Egyptian contribution was approximately $2.4 million covering land and
 

physical facilities. Upon becoming operational, 60% of operational costs were
 

to come from the participating bus and truck transport companies, 20% from
 

GSLT and 20% from Ministry of Manpower.
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The orginal AID contribution was to be $4.5 million over a period of three
 

rears. The US contractor, RCA, was selected by GSLT and was to perform the
 

Eollowing tasks: 1) develop curriculum for 20 occupations. 2) train
 

instrucfors and administrators. 3) purchase and install equipment 
for shops.
 

Th evaluation procedure followed was, to compare projected outputs with
 

actual-performance and where there were major gaps to look into these 
and try
 

to find the cause or causes. Recommendations have been made for improving
 

project management and implementation for the remaining 12 months of 
this
 

These were based upon the findings of this evaluation and were
project. 


presented as a separate report, see attachment No. 3, and was discussed 
with
 

the principals of GSLT and RCA by the AID project officer.
 

Findings
 

There exists a considerable and serious gap, at this point, 
the 24th month
 

of the contract, between the projected and actual outputs both 
quantitively
 

and qualitatively. Only parts of the anticipated objectives have been
 

achieved, and what has been accomplished falls short of expectations. 
There
 

exists deep disappointment with the project on the part of GSLT, 
RCA and AID.
 

Some examples of the accomplishments and shortfalls in performance on
 

major project outputs are as follows:-


The project anticipated 200 workers would be trained
Institutional output 


in the second year of operation. None were trained.
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At this point in time the project assumed there would
Instructors trained 


be 22 instructors trained, nine have finished
 

stateside training, some of these are undergoing
 

training at present and some are waiting to be
 

trained. The stateside training program had
 

significant problems.
 

Administrators trained 	Three administrators were to have been trained 
by this
 

time - two have been trained, the other one will be
 

train3d in country.
 

Curriculum 	 The curriculum is not complete, only 6 of the 15
 

courses have the first Arabic draft completed. Some
 

of the GSLT instructors as well as the evaluation team
 

feels the vocabulary level of the instructional
 

material is above the reading level of the target
 

population, of whom 50 to 65% are estimated to be
 

illiterate.
 

Equipment 	 The equipment requirements are complete for only two
 

of the 8 shops. However, when the materials are
 

released from customs and the airport, the remaining
 

shops can be completed in 15 days according to RCA.
 

To answer the question, where and how, did this project got off 
track it
 

is helpful to review the role played and actions taken by each of 
the
 

organizations involved in this project, GSLT, RCA, and AID, GOE.
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G S.L 	T
 

l. 	 While there are three members of the GSLT'review committee there is
 

only "one decision maker" when it comes to technical issues. In our
 

interview with him, he made the following statements concerning the
 

project which provide considerable insight.
 

a. 'hen I got rid of Pocsi, I should have gotten rid of the whole
 

RCA 	team". (this was the result of a disagreement over
 

instruction strategy contained in the RCA contract and occured
 

on December 1981). Pocsi was the RCA Chief of party. It is
 

important to review Pocsi's first quarterly report (attachment
 

4) and his letter dated January 26 1982, (attachment 5). GSLT
 

objected to the task analysis methodology. The AID project
 

officer supported GSLT. Pocsi was removed from the project at
 

the end of January 1982.
 

b. 	 "GSLT made a mistake by leaviog the job up to RCA".
 

c. 	 "RCA came over too soon- the buildings were not ready" when
 

asked why-GSLT did not postpone the arrival of RCA the GSLT
 

expert stated, "he wanted to go to the states" refering to the
 

GSLT project director. The fact is that the floors were being
 

poured in some of the buildings in mid 1982 when the first
 

shipment of equipment was arriving. Some were poured as late as
 

spring 1983. The question is was the AID project officer aware
 



of the fact that the buildings were not ready, no floors, no
 

electricity? While the interview team was working at the
 

center, one of the shops scheduled for opening in September was
 

still occupied by one of the building contractors engineers,
 

this is six years after the construction was started.
 

d. 	When asked about mentioning known equipment shortages to RCA the
 

reply was-"that's not my job, we are not working for RCA "the
 

implication was that RCA is being paid to implement this
 

project-let them do the work.
 

Comments
 

During the 24 months of the project, GSLT has not seen fit to provide the
 

project with a full time director. The only contact the three man board
 

has with the project is during their bi-monthly meetings. GSLT ineffect
 

abandoned any degree of leadership or responsibility for the project.
 

There 	is no fundamental understanding by GSLT experts of the institutional
 

strategy called for in the contract. The first major disagreement was
 

over 	strategy - the methodology called for in the contract was modified
 

considerably.
 

Each of the GSLT members has full time jobs. The GSLT project Director
 

has been unwilling to delegate authority or responsibility to the Deputy
 

Director. The GSLT group do not understand the contract they signed, nor
 

were 	they prepared to carry it out.
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RCA
 

1. The RCA procurement record indicates a lack of professionalism, and
 

experience. Inexcusable errors have been made in sending 110 Volt equipmentO
 

instead of 220 Volt, and equipment calibrated in English measurements* instead
 

of metric; and stretched out deliveries have delayed the setting-up of the
 

shops.
 

2. The curriculum problem - RCA is using U.S. "off the shelf material" not 

specifically adopted for the unique differences of the Egyptian population.
 

This is, to a degree, one of those problems where it is difficult to know
 

where GSLT culpability stops and RCA's begins. It was GSLT that cancelled the
 

performanced based instructional design technique called for in the contract.
 

AID's role in this issue is covered in the AID sector.
 

A major complaint of GSLT is that the curriculum was developed
 

RCA says
independently by RCA, without collaborating with GSLT instructors. 


this is true but this was an AID decision (discussed under the AID section).
 

3. The state side training for the instructors produced only marginal
 

* RCA has agreed to replace this equipment 
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results. The director of GSLT made a special trip to the U.S. to review the
 

training centers, curriculum and program, which he approved. This individual
 

This was the
has no gualifications whatsoever to make this type of review. 


first trip to the states by the GSLT director and referred to under item 1, C
 

of GSLT section. Second, there is a degree of AID involvement connected with
 

AID section
the poor performance of this training, and is discussed under tLz 


4. RCA used some top professional names in the proposal who never arrived in
 

Egypt.
 

Comments:
 

1. The RCA record to date does not set any model to follow regarding
 

procurement, fellowship training or curriculum development. However had RCA
 

had a full time partner and some support on performance issues their
 

They were capable of doing better but not
performance could have been better. 


alone.
 

AID
 

was clear early in the project that GSLT was not taking any initiative
1. 	It 


to be a,
or responsibility for project direction, erroneously assuming it 


"turn key operation". The RCA contract gave major authority for project
 

Early RCA correspondence emphasized the
direction and control to GSLT. 


need for a cooperative effort
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One of the most pressing needs of the project at present and the single
 

most damaging error was the absence of a full time professional
 

This need must
counterpart to work with and guide the RCA Chief of Party. 

p 

have been apparent before the 24th month. According to the project paper 

the AID project officer was to spend 40% of his time on this project.
 

When it became clear after the first quarter, after the first six months,
 

etc, that GSLT was not involved in project direction other alternatives
 

AID to force the hiring of a professional
should have been explored i.e. 


from: Ministry of Transport, Ministry of Industry, Public Truck and bus
 

companies, Private Truck and bus companies.
 

To permit the problem to go unanswered for 24 months has been a disaster
 

The absence of a GSLT director has jeopardized a
for the project. 


The question
$6,000,000 plus investment as well as the reputation of AID. 


is has AID made maximum use of available Egyptian sources of leverage?
 

2. 	AID's desire to step-up project activity (program office), backfired on
 

First, the RCA stateside
two critical componenets of the project. 


training program was based on the assumption that the Egyptian students
 

had a reasonable degree of English comprehension i.e. project agreement
 

Only
indicated that they would have to pass the English language test. 


one passed - RCA's preference was for the group to gain language
 

it would improve their
competency before going to the states as 


communication skills with the RCA experts when they returned. The
 

interpreter approach used to overcome lack of English facility was grossly
 

inadequate for the four-month technical training program.
 



Second, when project activity was not moving as expected, according 
to
 

budget flow, the program office pressured the project officer who in turn
 

The students were in the states meaning-the only activity
pressured RCA. 


that could be pushed was the curriculum. Since AID had backed the GSLT
 

position that task analysis/performance based strategy was not to 
be used
 

meant that RCA experts could sit in Matareya and prepare course
it 


This would not have been
materials without the involvement of Egyptians. 


an acceptable practice in the US and even less so in Egypt. i.e.
 

development of curriculum without involvement of target group.
 

3. The GSLT expert was correct in his statement, as was borne out by Pocsis
 

first report and subsequent events, that the RCA team should not have 
come
 

Had AID delayed signing of the contract
until the buildings were ready. 


until the buildings were ready it might have provided the leverage needed
 

A year after the RCA
to get this troublesome problem out of the way. 


Apparently
contract was signed the contractor began pouring the floors. 


AID was pressured into signing before ready.
 

10t
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Comments
 

1. AID'.s role seemsto have been dominated by expediency, internal
 

administrative proceydures and tempered by great flexibility and sensitivity
 

to the host country agency. The cummulative effect of these actions has been
 

very damaging to contract performance.
 

GOE/Customs
 

A great deal of time was lost and unnecessary expense incurred by the 
project
 

because equipment was tied up at the ports or airports due to 
customs
 

procedure. Tools and equipment needed to open shops scheduled for phase one
 

have been tied up in the Alexandria customs since April of this year. This
 

problem is probably not unique to the GSLT project.
 

Summary
 

In summary we are looking at two years of accumulated problems brought on
 

full tinge

in part by GSLT's unwillingness to be an active participant and a 


partner in the project. GSLT needed to hire a professional since none of the
 

three GSLT representatives has any prior experience in this type of project.
 

RCA for all its ineptitude, could have, with some direction and guidance
 

performed at a much higher level, but were simply not able to pull 
it off
 

alone. The prime consideration of AID was not focused on project
 

The evaluation team isaware there are other considerations that
 performance. 


need to be balanced with project performance. In this project the other
 

There were

factors seemed to have completely dominated the AID point of view. 


options available for improving GSLT's performance that were not utilized.
 



This project seems to demonstrate that the absorptive capacity of GSLT for
 

technical assistance was far less than anticipated. In retrospect the project
 

had unrealistic expectations in terms of GSLT capabilities as shown by the
 -

performance gap. Based upon our discussions with the GSLT director and
 

experts it is clear they do not understand even now the contents of the RCA
 

contract.
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Item. 14
 
Evaluation Methodology
 

Objective:
 

The objective was to evaluate the Vehicle Maintenance Training Project
 

progress against goals, analysing performance shortfalls if they existed and
 

offering recommendations for improving project management and implementation.
 

Data 	Sources:
 

i. 	 In depth interviews with RCA staff in Cairo (see Att 1).
 

2. 	 Interviewed All GSLT staff instructors and technical committee of
 

Automotive Training Center (see Att 2).
 

3. 	 Reviewed AID records, files and the AID project paper "Vehicle
 

Maintenance Training Project No. 263-0114".
 

Reviewed the RCA contract and project file and materials covering
4. 


budgets, fellowship training, equipment, and schedules for long and
 

short term technical experts.
 

Reveiwed curriculum materials.
5. / 

An evaluation walk through of all work shops classrooms and examination
6. 


of equipment.
 

Item. 	15
 

External Factors
 

Not pertinent at this time.
 



Item 16
 

Project Inputs
 

Technical Assistance both long and short term
 

1. 	 Contract Used
 

Called for Thi-u July 31 Left
 

217.5 M/M 173.5 M/M 44 m/m
 

Includes short and long
Short and Long term 


term staff
 

2. 	 Cost to date of all technical assistance $210,293
 

3. 	 RCA estimated w/m required to complete project: 29 mm of short term and
 

20 m/m of long term as defined below.
 

Shortterm
 

All curriculums are complete with the exception of parts management, power
 

The short term technical assistance required is limited
train and front end. 


to setting up shops and training ATC instructors on use and maintenance of
 

RCA estimates that these activities will require an
shop equipment. 


additional 29 m/m of short term technical assistance. After the month of
 

August there are no additional m/m left for this activity according to RCA..
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Longterm 

An aaaltional 20 m/m of staff time are needed to complete contract 

requirements according to RCA. (administration, logistics, technical 

supervision) 

Curriculum Development
 

One of the most critical areas of this project was the instructional
 

material. The AID Project paper allocated 15 person months for this function
 

and RCA allocated more then 20 months of short term plus approximately 3
 

months of long term technical assistance for this component. Within the first
 

quarter of this project the RCA methodology was challenged by the technical
 

expert of GSLT. The issue was over task analysis. The RCA position was that
 

it was essential for the development of performanced based curriculum. That
 

it was also essential to obtain first hand data on the educational, experience
 

and other characteristics of the workers (Mechanics) for whom they were to
 

develop instructional materials. The AID project officer agreed with GSLT
 

that the RCA methology was not necessary. The curriculum that RCA has
 

prepared is derived from a number of stateside sources modified by their
 

curriculum writers for this project. RCA's plan, and that contemplated by
 

AID's project paper involved both RCA experts and ATC instructors working
 

together on curriculum development. The project ran into a series of delays
 

and to speed the project up the program office pressured the project officer
 



for activity which resulted in RCA short term experts preparing curriculum
 

alone. The project time clock began July 8 1981 with 36 months to complete
 

all activities. The end result is that without data on the client or target
 

group of learners the stateside material is written at a vocabulary level too
 

high for the Egyptian mechanics. According to the ATC instructors 50 to 65%
 

of the mechanics are illiterate. The ATC instructors indicate that they have
 

to revise 30 to 40% of the material, for those who can read. Obviously this
 

curriculum was not designed for 50 to 65% of the target group if the
 

instructors estimates are correct. How effective it will be for the balance
 

of the students remains to be seen. We simply do not know at this time.
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- consultants, travel, per diem,
(Stateside training
Participant Training: 


translators, institutional contracts).
 

1. The contract called foi the stateside training of 3 administrators 
and 22
 

By mutual agreement between GSLT/RCA/AW 
the 20 courses were
 

instructors. 


collapsed into 16 courses, reducing the 
instructor requirements to 16.
 

The project called for an additional 22 instructors to be trained at the
 

This was the "on
 
center by those who received their training 

in the US. 


We can assume that the 22 group will now 
be
 

the job training" group. 


reduced to 16 and will need to be trained 
during the last 12 months of the
 

The hiring and training of this additional 
16 instructors must
 

contract. 

Total budget
 

be synchronized with the phase I and phase 
II opering dates. 


for this component of the project was $359,000.
 

cost of
 
To date 9 instructors and 2 administrators 

have been trained at a 


There are 7 instructors and one administrator 
yet to be
 

$200,000. 

It has been
 

The budget remaining for this group 
is $159,000.


trained. 

Only five
 

recommended to GSLT that this training 
take place in-country. 


of these six instructors have been hired.
 

3. The instructors comments regarding 
their stateside training ranged from
 

very poor to very good. There was one translator for nine students, 
who
 

did not have an automotive background 
and doubled as the groups
 

Some shops were according to the instructors 
not adequately


chauffuer. 


general problem.
staffed. Comprehension was a 
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Equipment:
 

The dollar amount contained in RCA contract for equipment including
 

modifications was $1,139,000. To date approximate $1,126,000 has been spent
 

leaving a balance of $13,000.
 

All of the remaining $13,000 iscommitted. In addition the GSLT has
 

requested $461,000 additional monies for equf')ment and supplies. This
 

Since the
modification to the contract has not yet been submitted to AID. 


fifth and sixth sea shipments are still in Alexandria and the first and second
 

air shipments are still at the airport it is difficult to make a final
 

to RCA when the equipment atstatement :egarding equipment status. According 

the port and airport arrives all equipment needed for the shops will be at the
 

center.
 

Unfortunately some electrical equipment arrived with 110 voltage instead of 

220 voltage and some equipment arrived with English calibration instead of
 

metric. RCA has indicated all this equipment will be replaced by RCA. All 

equipment lists were first submitted to the GSLT technical committee before
 

being ordered. RCA indicated that the GSLT technical committee held some 

equipment lists as long as five months before approving them. In one instance
 

a major piece of equipment (crankshaft grinder) was cancelled by GSLT only 

later to be reordered. Even considering the delays by the GSLT review
 

committee and part delays, the evaluaT'ion committee feels the equipment should
 

have been in country before now.
 



RCA did purposely delay setting up some shops for security reasons and waited
 

until GSLT had doors installed. In one case the instructors made and
 

installed the doors.
 



Item. 17
 

Project Outputs:
 

The following comparisons permit a quick review of where the project stands at
 

the two thirds mark in terms of final project outputs.
 

Project Project Comments
 

Goals Output
 

at 36th at 24th
 

months months
 

Instructors 22 9 	 7 to be trained in
 

the next 12 months
 

On the job
 

training 22 0 	 16* to be trained
 

in the next 12
 

months
 

administrators
 

2 1 to be trained
Trained 3 


during the next 12
 

months.
 

By reducing the courses to 16 instead of 20 the number of instructors and
* 

OJT personnel are decreased proportionately.
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Curriculum 15 


6 courses
courses 


are completed 


.n Arabic
 

2
Shops equipped 8 


Classrooms
 

Chairs only
equipped 9 


desks only 


9 courses to be
 

completed in
 

Arabic during
 

the next 12 months
 

6 shops to be
 

completed in the
 

next 12 months.
 

Nearly all the
 

equipment needed
 

to complete the
 

remaining 6 shops
 

is presently
 

tied-up in
 

customs. Expected
 

out soon.
 

The balance of the
 

equipment recuired
 

to complete
 

classrooms is
 

presently tied-up
 

in customs
 

expected out soon.
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Comments
 

which have been finished are -presently being-reviewed by
The six curricul" 


the ATd instructors. This'first group of seven courses are requiring 30 to
 

too high, i.e. the
40% revisions. It is reported that the content is 


More thaTn half
 
vocabulary level is estimated at the 9th and 10th grade level. 


of the mechanics who will attend the courses are illiterate. 
Pictures are
 

The heavy revisions is
 being added, material is being removed and revised. 


due to the fact that the curriculums were prepared without 
knowledge of the
 

workers educational background, reading level, experience, 
training and other
 

relevant dates needed to prepaTe instructional material. Some of the ATC
 

instructors do not know what's the workers educational level.
 

While only two shops are equipped at present virtually all 
the remaining
 

equipment is at the port in Alexandria or the airport. The sea freight has
 

Some of the electrial equipment is 110 volts
 been in Alexandria since April. 


Some of the machines are calibrated in English
instead of 220 volts. 


RCA has agreed to replace all equipment
measurements instead of metric. 


It appears that the buildings and equipment were not
 improperly ordered. 


the center is going to have more equipment than space. A
 
synchronized i.Cf. 


new building is under construction and is expected to be ready in 1985.
 

There are two multiple purpose machines for teaching labora.:ory 
courses but
 

these machines.
 
none of the instructors have been scheduled for training 

cri 


The audio visual materials are off the shelf US mater;_l.;. 
With English
 

nomenclature.
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Item. 18
 

Purpose
 

The project purpose was: "To upgrade the skills and improve the work habits of
 

Vehicle maintenance workers". The goal at this point in the project i.e. at
 

the end of the second year was to have trained 200 workers. The center is not
 

During the coming 12 months
scheduled to open until about October 1, 1983. 


540 workers were to be trained in the center; the achievement of this goal is
 

highly unlikely.
 

The GSLT incentives have been inadequate to attract the number of instructors
 

required and to maintain morale of those already hired. It appears unlikely
 

the incentives AID recommended will ever be paid. The instructors were
 

provided during the past 10 days a 25% increase in salary. This brought their
 

monthly compensation up to approximately LE100 per month. The project paper
 

rate of LE160 per month when the center opened if not before. The
assumed a 


main reason the project had only 9 instructors to go to the states instead of
 

22, was the low incentive offered VS the quality of instructor desired. For
 

less than an incremental cost of 1% of the project cost the GSLT could have
 

made a quantum leap in the quality of the instructional staff. Instead of
 

having only 9 instructors and only 1 qualified in English the probability is
 

that with the AID recommended incentive 22 would have been available with good
 

English. RCA brought a top ,urricu.:,n expert to the center in January 1983 to
 

1n.ing. He had to be returned to the states
train the instructors in lesson Dl 


class unless they were paid an
because the instructors refuse%. to .(:tend 


incentive. GSLT asked RCA to pay" - - in effect to attend class. RCA
 

explained they had no money to -. r:7this purpose.
: 
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The project made the assumption that-there would be-a working relationship
 

between the center and the private companies. The center will be dependent
 

upon the truck and bus companies for 60% of its revenue. The GSLT management
 

has not involved the bus and truck operators at all in the centers
 

development. At the present their support of the center when it opens, is
 

unkown.
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Item. 19
 

Goal/Subgoal
 

The goal was "to improve the quality of bus and truck transport services
 

provided to the public. The assumption behind this goal was that the bus and
 

truck companies would at this point in the project be providing financial
 

support. A direct question on this point was put to the GSLT director and the
 

answer was negative. There is some doubt if even the Ministry of Manpower or
 

the Ministry of Transportation are paying any percentage of the current
 

operating expenses.
 

The Sub-goal was "to increase the efficiency of the vehicle maintenance
 

systems". Unless there are drastic changes in the management of the center,
 

involving the hiring of a professional director and involving representatives
 

from the bus and truck companies, the sub-goal is unlikely to be achieved.
 

Item. 20
 

Beneficiaries
 

It is premature to discuss this aspect of the program.
 

4'
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Item. 21
 

Unplanned Effects
 

There have been several unplanned effects which have seriously damaged the performance
 

of the project. There were:
 

The RCA/AID contract signed
1. The contract was signed by AID and GSLT in July 1980. 


in July 1981, 18 months later in March 1983 the center was supplied with water and
 

electricity. 	RCA's plans called for opening the center 16 months after signing the
 

Failure of GSLT to complete the buildings prior to RCA's arrival delayed
contract. 


the project.
 

2. GSLT rejects methodology called for in contract for preparing curriculum. This
 

caused some unforseen problems and affected the quality of the curriculum.
 

3. GSLT's incentives for instructors were inappropriate in terms of project cost and
 

objectives GSLT obtains only'9 instructors instead of 22 for state site training.
 

4. GSLT unwilling to provide qualified counterpart to RCA Chief of Party.
 

5. GSLT fails to involve the management of truck and bus companies in the development
 

of the training institution.
 

6. That GSLT would be unwilling to pay for the training aids needed in the shops for
 

RCA's first request
demonstration and instructional purposes has caused delays. 


for these training aids was in 1981. More than 6 trips have been made to the truck
 

and bus companies without success. After the evaluation team arrived one load of
 

"
 scrap materials arrived at the center. 
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Item. 22 and 23
 

Lessons learned/comments 

that GSLT lacked the commit/ment,
There were strong early warning signals /X 

capacity and initiative to carry out their part 
of the agreement, even before
 

Building construction began in 1978 and was
 the RCA contract was signed. 


GSLT did not
 
behind schedule in 1980 when the GSLT/AID contract 

was signed. 


The principal reason for the delay
hire the instructors until spring of 1982. 


in hiring instructors and those (the number hired) 
were insufficient, was
 

The carrot that was used
 
GSLT's unwillingness to use appropriate incentives. 

to attract the 9 who did sign was the AID provided 
incentive of a trip to the 

S AID's position was that LE160 per month was required 
to meet the 

;4tates. 


After two years into the project, the
 salary levels of the private companies. 


(August 1983)
 
salaries of the present group of instructors 

was just raised 25% 


to the LE100 per month level. As a group the instructors have a secondary
 

technical education, S to 10 years of experience 
and with their language
 

The lowest AID clerk /typist with two
 training_ theoretically bilingual. 


The point is lack of attention
 years on the/or will earn about LE200 or more. 


This mentality

to incentives undercut this project from the beginning. 


continues today, of the last 6 instructors hired 
only 5 meet the centers
 

All have failed the first langiage test.
standards. 


GSLT was able to justify over 2 million dollars for 
the land and buildings but
 

not money for a qualified full time professional 
director, the salary of the
 

The Deputy Director statement was that
LE200 per month.
Deputy Director was 


he did not have authority to spend one piaster.
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The one strong push for clearing up the building problems and establishing
 

performance standards came from RCA's first chief of party. His over zealous
 

approach (he apparently was too performance oriented for this culture)
 

resulted in his dismissal. RCA read the message i.e. any future pushing will
 

come from AID not RCA. The push never came and the result is the current
 

status of the project.
 

The lesson, at least on this project is, insure that the incentives are
 

adequate and second if the host agency is not willing or able to provide
 

management AID must fill the gap with its own resources or hire Egyptian
 

talent to do the job.
 

0595E/am
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Item 17. Project Outputs:
 

The following comparisons permit a quick review of where the project stands at
 

the two thirds mark in terms of final project outputs.
 

Project Project Comments 

Goals Output 

at 36th at 24th 

months months 

9 13 to be trained in the
Instructors 22 


next 12 months
 

On the job
 

0 22 to be trained in the
training 22 


next 12 months
 

administrators
 

2 1 to be trained during
Trained 3 


the next 12 months.
 



USAID/CAIR) RESPONSE TO THE EVALUATICN
 
REPORt ON PR3BCT 263-0114
 

An evaluation of Project 263-0114, Vehicle Maintenance, was conducted
 

between July 24 and August 24, 1983. Originally scheduled as a mid term 

evaluation for January, it was postponed until July because of dolays in 

tne project. The evaluation report in appended. 

The Mission's response is in two parts: (1) A list of actions that the 

Mission should take to improve project implementation. These actions are 

consistent with the recommendations of the evaluation report. (2) 

Detailed comments on the evaluation report itself, noting Mission 

agreement and disagreement. 



USAID/CAIM ACTICN RECCf TIONS MR 
PROJET 263-0114, VEHICLE IMAINTENANCE TRAINING 

1. 	Mve to obtain full time, technically qualified leadership at Center.
 

iake high officials aware of problem and solicit support for either change 

of Director or appointment of Technical Director. 

Actions taken
 

a. Informed Minister of Manpower, who is also President of Egyptian 

Trade Union Federation. (8/16/83). He isscheduling meeting with 

GSLU President and Center Director inSeptember. 

b. Met with Mr. Okeily, President of GSLT. (9/1/83). Mr. Okeily assured 

AID that GSLJ isattempting to find a technical director for the 

Center. He raised the issue of FC-/AID funding the new position of 

technical director, citing scarce GSLT finances. 

Action to be taken
 

a. 	Press for hiring of technical director as soon as possible.
 

D. 	 Arrive at a position on AID funding of the new position as soon as a 

qualified technical director has been identified. 

5Expecite clearance ot shipments containing equipment through customs.
.. 
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Actions taken 

a. 	 Mission letter to Customs requesting clearance of shipments (8/7/83). 

b. 	Request assistance trom Ministry of Investment and International 

Cooperation (8/21/83). 

Actions to be taken 

a. 	AID to continue to follow up on progress by contacting both agencies 

until the shipments are released. Make contacts with higher level 

authorities as needed, if shipments are not released by September 8. 

b. Letter from customs releasing Air Shipments was obtained by AID and
 

forwarded to GSLT/ICA on September 5. 

c. Letter to customs from Mr. Zaki (MIIC) telling them to clear all 

shipments related to the project was sent on September 6. 

3. 	 Request detailed work plans with completion dates from XCA and GSLT for 

starting classes as soon as equipment arrives. Plans to cover 

installation ot equipment, completion of curricula, completion of 

operations manual, hiring of local support staff and in-country training 

tor tnose instructors wno were originally scheduled to go to the U.S.A. 

Actions taken 

a. 	 XCA haG sumnitted draft of detailed work plans, which was approved by 

GSLT4 (9/5/23). 

t. 	 F'-A i§ wvur:ing with GSLT to develop similar plans for GSLT. 
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Actions to be taken
 

a. 	 Awaiting GSLT work plans for their areas of responsibility.
 

t. 	 AID review and approval ot both sets of work plans. 

4. 	Increase bus and truck company involvement in development of the Center's
 

training programs by:
 

a. 	 Requesting ICA and GSLT to have curricula reviewed by company
 

training officials or maintenance foremen. GSLT to affirm company
 

participation in center, as soon as an opening date is set.
 

b. 	 AID to visit companies to survey training needs, company perceptions
 

of the project, and company suggestions for center operations.
 

Action to be taken
 

a. 	 As soon as an opening date for the Center has been announced, company
 

otticials will be askea to attend a meeting at which RCA, GSLT and
 

AID will be present. At that time, company views will be solicited
 

and they will be asked to cooperate in the forthcoming visits by 

FCA/GSLT and UJSAID. 
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EVALUATICN REPORT FOR PROJBC' 263-0114
 

The report of the evaluation of Project 263-0114, Vehicle Maintenance, was
 

submitted oy Mr. Richard McGuerty and Eng. Reda Soliman on August 23, 1983. 

The Mission agrees with the report of the evaluation that the project is 

significantly behina schedule and that there currently isa major gap between
 

projected and actual outputs at this point in time. The Mission concurs that 

the major problem impeding opening of the Center at this time is obtaining 

release of freight shipments from Customs. The Mission agrees that Contractor
 

(FCA) performance has been deficient in the following areas: procurement of 

equipment, U.S. training of instructors, and analysis of bus company training 

needs. The Mission also concurs that the contracting agency, General 

Syndicate for Land Transport (GSLT), has been deficient in failing to provide 

lull time leadership at the Center, in recruiting the most appropriate 

inst-ructors for the project, and inproviding vital leadership during the 

construction phase of the Center. 

The Mission, telieves, however, that the report is not balanced in that it 

,ares only cursory mention of coriderable progress rade to date (albeit 

sitw. The Ntission is aware and concerned that the project is behind 

aouI.e and is vi,;orously ate.npting to overcome the difficulties which have 

causeQ *.re delays.
 



The Mission rejects the report's allegations of internal AID pressures on 

project management, which purportedly, underlie some of the problems. The 

Mission questions the totally negative evaluation of the curricula, nich
 

implies that it is worthless.
 

The report is flawed by obvious and significant omissions, assertions, and
 

unsubstantiated assumptions, and errors of fact that not only do not
 

contribute to project implementation, but are dysfunctional. These are
 

detailed briefly below.
 

Omissions
 

1. 	The report makes no acknowledgement of the Mission's past activities to
 

overcome the.problems that it identifies, despite the large number of
 

references in the files (to which the evaluators had free access) and the
 

several discussions with the project managers.
 

.	 Ihe report makes no mention of the lack of rapport and common purpose 

between the leaderships of GSLT and rCA, a factor which contributed to the 

misunderstandings and problems of the projects and resulted in Mission 

intervention at a greater level than usual in a host country contract.
 

Asser tions
 

i. 	 in several instances, tie report states that pressure from the AID program 

ottice contributed to the problemi in this project. These are two 

exr2 	 l es: 

"... ~hen pccj' ct activity was not .x ving 3s expected, according to budget 

(/v
 



tlow, the program ottice pressured the project otficer who in turn 

pressured ICA." (page 9, first sentance) "AID's role seems to have been 

ociminated by expediency, internal administrative procedures and tempered 

by great flexibility and sensitivity to the host country agency." (page 

10.) 

There is no documentation to support these allegations. If such 

allegations were based on interviews with ECA staff, it is apparent that 

it would be to WCA's interest to have this view prevail since it would 

provide them with a reason for deficient project implementation 

per formance. 

2. "Apparently ID was pressured into signing before ready" (page 9, last 

sentence). This refers to the fact that the building was not r.ady when 

the contract was signed. There is no documentation for the allegation. 

.. D could have approvea the contract which was signed August 1981, with 

good expectations thiat the building would have been ready in the 16 months 

preceding the return of instructors from USA training. 

3. "GSLT objected to the task analysis methodology. The AID project officer 

supported GSL. Pccsi was remved trom the project at the end of Janauary 

1982." (page 4, para a.) 

While each of the preceding three sentences is true, the implications 

dra,,,n frca he order in which they appear are not. AID did not object to 

tasK analysis and Pocsi was not removed because of this technical issue. 

Pocsi's ci$n.izsal, whicn was supportid by k:D, was due to his evider 

in".IL11 tobt cuitucali-'L..... rences (_see page 27, second 

sDesPIte Pcsi 's tecn.ical ccmpetence, ,JD had no crnoice tut to 

,c4rcvPe o t the disadssi. 

/3 
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4. 	 -"To permit the problem [absence of a full time GSLT director] to go 

unanswered for 24 months has been a disaster for the project." "The 

question is has AID made maximum use of available Egyptian sources of 

leverage?" (page 8, para. 2)
 

For the first 16 months, the director's performance was not an issue. It
 

was only after his return to the job from nearly 6 months of US training
 

in January 1983, that the construction delays revealed his dilatory 

approach to the project. Efforts to increase the director's involvement 

through increased monitoring and convening of committee meeting were only 

partially effective. The customs clearance issue resolved any doubts 

about the need to obtain full time leadership at the Center. A long 

sought meeting with the GSLT President was finally arranged for 

September 1. At that time AID got a commitment that a full time technical 

airector would be hired for the Center, at least through the remaining 

months in the LOP. 

Unsupported Assumptions 

1. 	 One of the bases for criticizing the curricula developed by RCA for this 

project was that the vocabulary level was for a literate population, when 

" 50-65% [of the target population] are estimated to be illiterate." 

(pages 3 ana 15). However, on page 21, the report acknowledges that "some 

of 	the ATC instructors do not know what is the workers [literacy] level."
 

Furthermore, the 1980 report of the Egyptian Labor Force Survey shows that 

the 	illiteracy rate for employed males in urban areas was 34%. The
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Mission does not believe that the rate has increased since then nor that 

company mechanics would have a higher than average illiteracy rate.
 

2. The report has three other criticisms of the curricula: itwas not
 

perforirance based, itwas written without the involvement of the target
 

population, and it was off-the-shelf-material. a) Performance
 

(competency) based vocational instruction, which allows each student to
 

advance at his/her own speed with few time constraints, is a concept well
 

established in the U.S. and other industrialized nations. It would have
 

been an innovative approach for Egypt, and it is regretable that it was
 

not implemented. However, millions of workers have been successfully
 

trained using traditional methods (in Egypt and elsewhere). b) Involvement
 

of the target group in developing curricula is the desirable approach.
 

While the Mission agrees that greater efforts could have been made to
 

obtain inputs fromn the companies, it is reasonable to say that the Center
 

instructors could be considered representative of Egyptian automotive
 

mechanics, and they are involved in revising the curricula, 30 to 40%
 

according to t.e Report. This also contradicts the statement on page 6
 

t-hat "the curriculLxm was developed.... without collaborating with GSLT 

i.nsr:uctcLs." c) Using off-mhe--sheif naterials isan accepted 

cost-efficient practice as long as it is adapted to meet the cultural and 

technical needs of the students, including translation into Egptian 

Aratic, wnic. the report notes isbeing done. "Pictures are being added, 

material is being removed and revLsed." (page 21) 
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1. 	"The GSLT managient has not involved the bus and truck operators at all in
 

the centers development." (page 23 and similarly on page 25) While it is
 

true that the companies should have been more heavily involved, the fact
 

is that the bus :ompanies are represented on the Board of Directors and
 

made 	their views known in many meetings.
 

2. 	On page 24, there is a question about whether companies are providing 

financial support. The report claims that the GSLT director said, no. 

Cur tiles indicate that on January 12, 1983 the director reported that 12 

compaies had each given LE 10,000 to the Center, and the GSLT had given 

LE 200,000. 

3. 	The Report states that "Cost to date of all technical assistance 

$210,293." ICA tield staff costs through June 30, 1983 were $632,948. 

r7raf.,,e:H?DC/ETI: NRoot:am 061CE 
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Para 3 (lett .•r)! -isamn ls a red herring to distract frz GSLT's poor 
citedrecord in cooperatioJ in tlo clcarance process. The exarple 

wcth and GSLT isiillutrat s thiis.. Uie 6th. shiirxnt will leave USA this 
(as before) shippirng ist and ot arale:cy'aware of 	it. ICA says that 

papers will be given tb GSLT as soon as tne papers arrive.­

PP.ra 4-(letter) 	 Imi original vericn ot the ReccesRendations calicd for 
-. 

tne GS;LT Director to'be respmsnible for scheduling the inztallation of 
unpac.Ved ,nd arriving equipwet. voth GSLT and CA agreed that it was 

frcm tais secticn of theICA's responsioilit an so it was deleted 
Tcocaendzticna. (As noted in &.he letter.) 

Par'5 _(letter. 	 See ;age 4, item 6 of tbe Recomendations. GSLT response 
that why spend r=cnr.y %.hen there isn't anything for thcmto this item was 

to 6O" .;..it affcts the persio'S moral plus unnecessary financial. 
burcen on the AC.9 %beevaluators were saying. that GSLT Bbould start to 

hire them now; particu~laily those who vould need &cme training.' 

Para G (letter). 	Thia is associated with i teA 06of the Rwxxendtion. 
Ite orxclrnil version went on to give exanples of the kinds of things the 

A= a.ird=.rative" statt would co ... cegin pre aration cf 
staff, coursesjrihlets/brocnures dcscribirg the center objectives, 

its repsnsibilit and ro itofterec ... " etc. ZCA agret that this was 
was dcileted frc= 	tLOir section. "-

Para 6a (letter). Gtting the ccaardies zore irvolveo was the issue 
We letter notes, 	 CSLT .ants to wait . u .1 (r2 by) r6--e x.= ot. As 

a fir= c-eJ.ng cate based or the arrival of equizc.nt atunt-ji there is 
.the center. 

Para 7 (letter). 	 Me reference here is to itaem C, on page 5 of the 
to get traLning aids is toicc=e.ncatons, 	 vrich suggests that one way 

ofier to repair parts (or buses) tor tte cczpaniez. 

Para 8 arxd 9 (letter). r. 1'ziaticc (F.CCCP) has beer, frank and c;en in 
witz K.A procure- eat practices in the States. Mehis -can cis:1ea' ure erng I.A Cairo staft, howver, is .c~tninglack c. nar~zi/ccccrsticn 

I believe unfoundednew tha_ the w.riters ol t~e letter are raising and is 
in fact. 

zre to the -cint 	is tze lack of ccu---unicaticas bet'.e-.n GSLT leadership 
arc FCA. IhLe ancxe oL a Lull tie Dircotor has teen frustratL-. for 

the A/CC2. Cay to day issues .rent unrezzived awaiting the Director'S 
to Cist-rct tUCt isELe.'6c&.-reserce. T,,ese ara pr- arc :eant 

,a _:C C-t/=.,:~~~~r 	 L,3. 
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Comments 
By Eng. Reda Soliman 

Translation
 

1- The evaluation team sees that inspite of what has been stated in the 

versusReport, as regards some problems which delayed project progress 

that RCA or GSLT are not to blame in somethe project work plan, 

aspects. Example the completion of the ATC building construction as 

planned or the custom clearance of equipment etc-- We would like to 

state that some accomplishments have been made according to the project 

work plan, besides some problems could be overcome with the help of RCA 

and responsible staff in the center. 

We cannot deny the efforts made by GSLT/RCA, and AID's efforts to make 

the project a success 

importance of this project
2- The evaluation team would like to state the 


as it will help a large number of workers in this sector who are under
 

at

General Syndicate of Land Transport in the U.A.R. The project aims 

upgrading the skills, quality of maintenance service of the bus 

create a generation of trained workerscompanies. As a result we shall 

who are needed by this sector. Therefore, AID is requested to help 

a as first project which ismake this project success it is the 

(General Trade Union) Syndicate that aims at
directly involved with the 


improving workers' skills to serve the conunity.
 

42
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believes that the project should continue for the following3- The team 

reasons: The buildings are ready; the equipment has arrived; the 

but there remains toinstructors and FCA technical staff are there, 

appoint a responsible experienced person who can organize the work for 

the staff. The team believes that GSLT can easily find that 

responsible person who can direct and organize operation of the center 

so that the project may fulfill its goals. 

Translated by : Amal Nassar
 


