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VERICLE MAINTENANCE
‘TRAINING |(263~0114)

oo oumanys The subject project as svalisted by a twosperson teen i

A.uguét':'} ;‘1983; ‘The ;eport; 'receiv.ed' £rom the team by USAID/Cairo (see
Attachment A) was not considereg wholly satisfactory, complete or
objective, Subseqtie_ntly, 'the‘_Usair'_\/'Gair'o project pff'icex':. anq' the General
Syndicate for Langd Trarispdrt'ét;iéﬁ (ész.i, the'Egyptién."en_tity'in the
project) wrote rebuttals or 'dis'se.nting"opinions (Attachments B and ¢
i:espectively) » and Sne of the teaimembérs, Engineer Reda Sol.unan, was
askec'_i (by the USAIIS-) to review the team's report and reconsider the

statements ang opinions for possible revision (Attachment D). In order

reaching a realistic Plan of actjon in the remaining eight months of
project life, the USAID/Cairo evaluation officer has attempted in the
present document to reconcile the various points of view fourd in the
attachments, . While not a wholly satisfactory solution, the USAID did not
believe that another evaluation would be susficiently beneficial
(especially given the w}ailia'blé';iné.that. would be lost in mobilizing a
new team) nor that an.ythil"xg'.fcclquld be gained by entireiy rejecting the
_evaluation. We have tried to ééxrbine the various opinions and
perspectives into as thorough,'cmplete and objective a single report as
possible.

This project was initiated in 1980 in response %o a request for
assistance (in 1977) by the GSLT to develop a Vehicle Maintenance
Training Center, The purpose of this Center was to dpgrade the skills of
bus and truck repairmen in Egypt, and thereby to improve the efficiency
of public transportatio,:.

All parties involved with this project agree that it has not gone as
planned in the Project Paper ang has not achisved what was expected of
it. The reasons for this poor performance are several:
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*GSLT, and RCA, the host country contractor) from the -
PEOJect s :.nceptlon on exactly who was x:espons:.ble for what
- And exactl‘y'-w.hat was expected to be acmeVed 'nus has been

the fundamental prol: e and the cause of all subsequent
-ptoblems. It also serves to explam the dlvergent pomts of

View that emerged in the evaluation process.

. 2) ! The GSLT expec‘-ed the px:o:ect to be implemented for it, not -

. by it. " Toere has nevex: been an active Center director who
bas taken the :Lnterest, initiative and command of the
pto:ect necessary to keep mplementatlon 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 gquide itself
and/or to push the USAID and the GSLT into more active
rales) to offer appropriate and priority services.

'»‘.3) USAID/ Cairo has played a relat:wely passxve role :Ln the .
. HPIUJECt, expecting the GSLT and RCA to take the lead. nder’
.ordmary c:chumstances, this might have heen appropnate 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 no* the project's purpose will
be achiesved; instead, it focuses on what can be done to salvage some

useful product in the time remaining.



'attéc'lurrents (i.e., nd.add.itional site visits were made, do"additi&i;aj‘. '

interviews ‘Conducteq, etc'.) and on discussions resulting from these
- attachments,

15, External Factors: while ope unforeseen factor has affected the =

" Project's Progress, this coulg have beep controlled better by project N

. management., - Although custags clearance fqr project eqm.pmenthasbeen an
- inordinately-long ang camplicated process, Project ma'nagement'::_(_pxjinarily' '

GSLT leadership)‘ could have pusheq much harder ang earlie;.tp gain the’_’
release of commodities from customs, Thus, while problems with Customs
clearances originally may have beep external to the ptoject, failure to

Iesolve thenm ig indicative of interna)l project protems,

Many of the assumptions in e original logical framework shoulg have
been wlthm the project'é control 'rathe'r than assumeg (e.9., "salaries
and incentives are sufficient to retain traineg instructors and
administrators at the GsT training Center®; "GaLr provides
administrators and instructors to pe rained as plannegr). Because they

were not controlled, many of these assumptions have workeg against



-project progress.,_ Por exarrple, because the project assumed, rather than
7guaranteed, adequate salary and mcentne benefxts (and because
'_.'suffxcxent act:.on has not been taken on these assumt:.ons) r adequate
'staff members haVe not been forthccxning.as' well Because the ptoject
’assumed that constructxon of the trammg fac:.hty would be coupleted ae
'scheduled '(and did nothmg to ensure carpletlon), constructlon &lairs c
have served to hold up other aspects of the pro:Ject In retrospect,
adequate salaries and other 1ncent1ves as well as oompletlon of
'constructlon should have been made cond:.hons precedent to the pronect
agreement (rather than assumptlons) in order to have avoided manv of the
1mplementatxon problems that have arisen.

16 . Inputs: In the or;gmal logical fra-ework, the inputs were hsted as
follows:

'1) Technical Assistance (curriculum development and wotkshop
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 to
be responsible for all inputs listed above, although it appears from the
many misunderstandings tha* have arisen that its role vis<a-vis the GSLT
was never established ciearly. How much authority did RCA have to make
decisions? Where did its ts "technical assistance" role end and the GSLT's

managerial/administrative responsibilities begin?
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" The long=term techn;cal assxstance was to develop the’ curncula.. As of
 August;- 1983, ‘tvelve" Of fifteen’Course curricula-had been completed in 3
Enghsh, and s;x of the twelve had been translated mto Ardnc. ‘The -
o remammg' curncula will be carpleted and translated by the end of 1983
: - A8 discussed in Attacrments A and'B, however, the utilit_y md _‘ '_
--i""-approprlateness of these curncula have been questloned senously. RCA"
| initiated curnculum act:.vxtz es based on performance based* criteria, an
innovative method of mstruct;.on allowmg a student to wak at his o‘ﬂ'

~_pace. This proposed approach was an unknown and untested concept for the

- GSLT leadershxp.‘ In add:.tn.on, the approach would have required a good

" deal of background knowledge of the target audience (bus and truck
. rﬂpalrm..n) m order to respond to the approprlate Sklll and need levels

" The GSLT obJected to this approach (presumably based on its
1nnovat1veness) « “Whether or not the USAID concurred in the CSLT' 5
objection is unclear (Attachment A, page 14, says it did concur;
Attachment B, page 6, says it did not; neither offer evidence to support
their assertions), the eng result was that RCA changed its curriculum
'approach toa tradltlonal presentatlon of materials available in the U.€
" and adapted to Egypuan c1rcumstances. me of the orlgmal evaluatlon
team members and the author of Attachment A (and an avid ptopmmt Of
. performance based mstructlon) charges that ‘the tradltlonal currlcula
" developed by RCA are vxrtually worthless since they are based on the
assumption that the target audience is literate. In attadmen" B, the
USAID responds that the curricula has greater value than the team
allowed, since (l) Llhteracy is assumed not to differ sigrnificantly
between the target audience and the average (34%) for emplp/sd males in
urban areas, (2) while not mnovat.we, the curricula folloes widely used
and accepted training pr1nc1ples and concepts and (3) while individuals
from the target auchence ltS“lf were not consulted in curricula
development Egyptian Center instructors have bean involved actively in
curricula revisicn and translation, therefore the curr:rcm do take into
account unique local needs and circumstances. This questmn of curricula
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"ut:.lity has yet to be resolved Based on the evaluation and subsequent

'dxscussmns, the IBAID has re_quested that RCA and GSLT take the gg_mleted ‘

mrrxcula ‘to’ ‘the bus and truck cunpanies for teview and catmmt of their ’
ggxopriateness and utility y

All attadaments are relatlvely suent on the short term technical
asmstance th:.s aspect of RCA's work has been limited to setting up the _
equlpnent in the workshops and training the Egyptian instructors in the .
use and mntenance of ‘equipment. ~Since not 211 equipment had arrived as ‘
. of August, 1983, and smce there have been numerous constructlon delays, .
it may be that Rea has not been able to fulflll its respon51b111ties

. conpletely in thls area.. However. the evaluat 1on offJ.cer has understood

" from the USAID progect offlcer that there have been dlsputes between ICA

‘ and the GSLT, for example, over who holds respon51b111ty for installmg
equlpnent in the workshops. Thus, RCA's role on short term T. A. may not
have been clearly understood or agreed upon, therefore pro:ject '
performance may have suffered.?/

‘The long term (0.8.) part1c1pant t:ammg orlginaJ_ly was mtendeo o
train 22 1nstructors at RCA headg:arters (in New Jersey) These 22
mstructors then were to return to the Veh:Lcle Mamtenance Trammg o
Center to traln Egyptian bus and truck repairmen in improved skllls. - By
mutual agreement of all partles, the originally planned 22 courses were
collapsed to 16, thereby reducing the numtar of instructors to 16. Of .
these 16, to date 9 have received trammg in the U.S. Seven additional
instructors have been hired but mot yet trained; it has been recommended
to GSLT that these remining instructors be trained in Egypt ratter than
in New Jersey.3/ -

1/ Copies of curricula will be distributed for oompany review ct 2 meet-
ing to be held in late October (exact date to depend upcn custcms
clearance and installation of the most recent shimment or equizment

2/ RCA accepted responsibility for equipment installation in

March, 1983; this is no longer a problem.

In-country training for the seven remaining instructors is scheduled

to begin October 29 at the Ministry of Industry Instructor Training

Institnts

Q
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Instructor response to the RAA traJ.nJ.ng is mxed, but lack of suffzcient
Ehgllsh capab:.lzty was obviously a problenn for_ all of the particxpants.
There was one trans]ator for ‘the nine i.nstruotors traxned in the’ U.S. T
but thxs 1nd1v1dual d1d not havebaol-cground in the sub_';ect matter,

therefore lus ability o' ‘tranclate’ the ncepts adequately_might be

PR -.,f ¢--“\ JOR R “-.:‘45‘

Hquestloned :Ihe approprxateness of sending mne instruetors for train:lnc

i i T _.__.- et 20l o

.1n the U.S. thhout suff1c1ent language capabmty seens dub1 ;
?"be (Although none of the attachments dlsousses the pomt, it als
Seems questmnable to. tram Egyptlan .mstructors in the U.S., when the
buses and tIucks used J.n Egypt are from a wrde vanety of countries, many
of whlch & not ex:.st 1n the U. S., and therefore with which RCA may not
be famllar for tralnmg purposes ) ' Sle Tk ;

‘e -

tlhe short-term partlczpan‘- traimng was to send three GSL'I' admmistrators
for “observat; ional training in the U.s. Attachment A notes that two of
*these three administrators have been ‘trained to date. ' There is no .
.. mentlon in any of the attachments, however, elther of plans to train a j
thJ.rd admlmstrator or of the value of the trainina received ki tha £f-cs

3 'I'he oonmod:.tms mput was mtended ‘to bring vehicle maintenance equxpnent.’“
for use in training at the GSLT oenter.:- RCA was responsz.b..e for the _ b
procurement. As noted in Attachment A, as of August, 1983, R:'A had ;
expended $1,126,000 for equlpnent and had oblrgated the remalm.nq $l3 0
allotted in the orlglnal buoget for comnodltles, in addltJ.on, RCA :Lntends '

. to request $461 000 more from AID for addltlonal equlpnent. : LT

Thls aspect of the inputs has been partlcularly troubled. . As noted under .-
"External Factors," comodities have been delayed in customs clearance
for inordinately long periods of time. The USAID has been working to |

- resolve this problem in recent menths cn zeveral fronts: the GSLT o
leadershlp has been urged to expedita ciszoms clearance; the Mission
itself has written to customs requestine clearance; and the assistance of
the Ministry of Investment and Internaticnal Cooperation has been
solicited to encourage expedltlous custcms clearance.—/ Unfortunately,

4/ One air shipment that ‘had been celayed in custams was cleared by
October 10, 1983. .


http:not.exist.ln
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,custqns has not been the only problem regardmg caunodxtxes. The GSLT .

. was delmquent m approvmg the equipnmt l:.sts submtted to the
techmcal cormu.ttee, in addltion, the techmcal

conuuttee apparently changed its‘ mind on certam eqtnpment, further
'_delaymg procurement construct:.on delays (a, GSLT respons:.bxlity) on
‘the Center have added more delays to 1nstallat10n of equ:.pment _More "
importantly, RCA'S performance in procurement ‘has been poor, to say the
least, Some electncal equlpment arnved with 110 voltage (instead of
the necessary 220 v.), and some equzpnent arnved with English (rather
than metnc) cal:.bratlon. RCA since has replaced this equipment, but it
would appear to have been a mistake eas:.ly avolded ‘initially. As of
August, 1983, th..n, even proJect mputs were not canplete. ALl curricula
'are expected to be flnlshed by the end of the proJect, and all
commodities should be released from customs shortly. .

17. Outputs: The original logical framework lists__the following outputs
expected: ‘ ) -
. -.l) Trained Aministrators

'2) Trained Instructors

3) Curnculum Estabhshed

4) Shops Equ;.pped

5) Classrooms Bqu1pped

6) Administrative Procedures Establishec

7) ’Instructlonal Procedures Estabhshed

The status of these outputs is obvxously heavxly dependent on the status

of the inputs discussed in th-= precedmg section. Thus, the curricula,
shops and classrooms are not yet comple"e, but reasonably can be expected

to be finished by the end of the project.

The status and eventual achisvement of the other outputs is less

certain. None of the attachments discusses procedures, either
administrative or instructional.é-/ Furthermore, although two of three

5/ RCA's draft of the Center Operations Manual has been accepted by GSLT
and is currently being translated.
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GSLT admm:.strators techmcally have been trained, their actual - -
‘,:admmstrative abilities are subJect to" question.: ’I‘he (SLT leadership
has not taken an active role in the developnent of the Center, i.n fact,
. the Du:ector of the GSLT has held two Jobs in addition to lus JOb at the

-y B P

Gsur and often has been maccessmle to ICA, usam‘ and his’ own Egyptian

Stz P . 4__1-___'_ = il e

staff. (Note- On Septanber 21, l983, the GSLT appomted a new, “full time
D1rector to the Center, based on recomnendatlons in Attachment A and
subsequent discussions with Lhe USAID ) This one factor 4 the absence of
active, 1nterest:ed GSL'I' leadership has contr ibuted s1gn1f1cant1y to .

- 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 trammg (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 mcent1ve<

. for Center staff were assumed to be suff1cient, rather ‘than guaranteed.

In Attacl‘nnent A, oage 22 -the evaluation team notes the followmg. ‘
"The GSLT J.ncentJ.ves have been J.nadequate to attract the -
number of mstructors required and to maintain morale of : .
tthe already hired. ‘It appears unlikely the mcentives AID'

recommended will ever be paid. Yy

6/ The RCA 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 command 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.

7/ 1Instructors were told they would receive LE 160/month when classes

begin. --Currently, the nine mstructors monthly salaries range fram

LE lOS/month to LE 4.35/month
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. Thus, wh;le the GSL'I' Center may be fully equ:.pped and curncula developed -
by the end of the pro;)ect, adequate Center staffmg wﬂl be a problem .
'uﬁiéés the incentive’ 1ssuelis:aadressed immediately and sufficienty
'I'he USAID should take a f:u:m and active pos;tion cn th:.s matter Wlth the
new Duector as soon as possible..tln add:.tlon, an assssment of the
‘existing 1nstructors' 'skzn *and knowledge should be undertaken ana’
remedial tra:uung given 1f necessaty '.Ihe temammg (untran.ned) '

instructors must be tramed ~ in Egypt — mmed:.atelv.y

.18,' Purpose. !me ongmally stated pu::pos'a is "to upgrade the skzlls _
l.mprove the wa:k hab:.ts of vehlcle maintenenance workers. Based on the
numerous mplanentatlm delays across all inputs and outputs,, ach:.evement
Of the puzpose within the project's remaining life is cbvious: y
mpoqs:.ble. HW-Ver, in fairness, th:.s purpose seems unrealistic w:.thm
the given project time frame of three years. To have expected classes
“actually to have begun; let alone to have trained 200 workers by the end
of the project's second Year, and another 540 by the end of the third
year, was unnecessanly opt:unlstlc, given the total absence of any of the
requued mputs (mcludmg the Center's physical plant) at the start of

.the pro;ect

19, SUbgoal/Goal "The stated project subgoal is 'to increase the
efficiency of vehicle maintenance systems® in Egypt. Needless to say,
this subgoal cannot be achieved w:.thm the exlstmg life of project;

8/ See footnote 3, page=6-
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however, like the purpose, the subgoal amears unrealistic within the
three year I.OP Furthe_rnme, there is a oonsiderable gap in the
«logframe s logic from ontp:ts and purpose to subgoal mproving

' effic1ency" seems outsub of a prOJect's oontrol.r Training may oa:ur, 5-
;b!.lt efficiency may depend on factore__yell beyond a training center, eogu

eoonomic, social ‘and psychological mcentioes of bus and truck repairmen
at their place of work.

' The stated goal'is "to .u:;tove the quality 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 thlS 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 thair employing companies will begin to benefit. To what |

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 - accrumg from
goal achievement <- are too long term and too mdirect to be wortb
. 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 developnent
and of financial support for eventual Center maintenance and operation.
. To date, there seems to ‘have been relatively little bus and truck conmpany
- involvement, although exactly how little is a matter of dispute'
- Attachment A says no companies have contributed
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: funds or substantlve 1nputs to the Clenter as yet, whereas Attachment B '..
.'olams .that twelve oarpanies to date have gzven LE 10 000 to the Center

and th_at two companies are’ represented on the Center 8 Board of RO ;":3

------

1 mrectors. Smce the USAID can document its claim and the team did not

.....

2. Unplanned Effects- It would seem that there have been no pro:]ect
effects to date, unplanned or otherw:.se. Once the Center is in

operatmn, assessment of 1mpacts, planned and unplanned, ‘can begm. 'f '

J-'I

22 Lessons Learned-" The major lesson here may be that poor management
Lelds poor_results. .. All partles share responsib:.lity in this. Lack of
3SLT leadership to date has been the most damangmg 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) commodities' release from customs
and proper 1nstallat10n in the Oenter- (2) adequate salary and
1ncent1ves for 1nstructors- (3) assessment of J.nstructors' capab111t1es-
- (4) - canpletlon of all tram:mg for mstructors- (5) assessmnt of the -
adequacy and ut111ty of U)e currJ.cula- and (6) assessment of bus and
. . truck ccmpany mllmgness to part1c1pate in the cxnter.

. 23. Conclusion- It is not unreasonable to expect that the Center can be
functioning by the end’ of pro:]ect life; the extent of its adequacy, ’
however, is as 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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vaability of the Centet as yet, in the absence of knowledge (1) of the |
bus and truck canpames' i.nterest in such a Cente:, (2) of the adequacy -
of the curricila, and (3) of the instructors' capabilities and incantives
'_to train workers. These must be known before viab:.lity, utility and

:.sustamablhty of the Ganter can be’ judged.

Disk No. 0025B -
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Recommended Action Plan for AID

1.

3.

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

dealingAinstructional staff i.e. company foremen advising on curriculum.
.uh

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.

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 it would buy
equipment but none if any significant amount of money has been allocated.
It seems inconsistant that a new six million dollar training facility havs
only scrap or salvage parts for training aids. '

-i-



AID to request RCA to provide completion schedules for Arabic ve;sions

of all unfinished courses.

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.

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

topics:

a. Length of each course?

b. Cost per hour of instruction?

Ce 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?

g- If utilization level fiils below optional level what other

public sector agencies might consider using the ATC?

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

of the shops included in phase II.

AID to direct GSLT to hire additional instructors to complete the

instructional staff.

-ii-

'N



9.

10.

11.

12.

13.

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
A L
workshops for the shops that will eventually go iqanew building, by the

first week in September.

AID to reouest GSLT to develop a plan for hiring 15 additional
instructors for OJT. These should be hired in accordance with opening
of phase I and phase II workshops. These advertisment should be placed

in the newspapers by September if not before.

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

GSLT the plan to hire staff to implement the program.

AID to prepare periodic progress reports on the above and other

activities considered appropriate.

-iii-
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Item. 13

Vehicle Maintenance Training Center

Project 263-0114 (GRANT)

Project'Summa;y

Bacgground

The General C:mdicate 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 in the 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
years. The US contractor, RCA, was selected by GSLT and was to perform the
Following tasks: 1) develop curriculum for 20 occupations. 2) train

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

The 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. Recommendétions have been made for improving
project management and implementation for the remaining 12 months of this
project. These were based upon the findings of this evaluation and were
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:-

Institutional output The project anticipated 200 workers would be trained

in the second year of operation. WNone were trained.
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Instructors trained At this point in time the project assumed there would

be 22 instructors trained, nine have finished
stateside training, some of these are undergcing
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
trainad 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

stops 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 prnject, GSLT, RCA, and AID, GOE.



GSLT

1." While there are three members of the GSLT review committee there is

oaly "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.

'"When 1 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 mgthodology. The AID project

officer supported GSLT. Pocsi was removed from the project at

the end of January 1982.
"GSLT made a mistake by leaving the job up to RCA".

"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

TV
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of the fact that the buildings were not ready, no floors, no
electricity? While the interview team was working at the
center, oné 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 equipmept 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 in effect
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.



1. The RCA procurement record indicates a lack of professionalism, and
experience. Inexcusable errors have been made in sending 110 Volt equipment?
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
independently by RCA, without collaborating with GSLT instructors. RCA says

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

75
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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
has no gualifications whatsoever to make this type of review. This was the
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

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

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

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

alone.

AID

1; It was clear early in the project that GSLT was not taking any initiative
or responsibility for project direction, erroneously assuming it to be a,
"turn key operation'. The RCA contract gave major authority for project

_direction and control to GSLT. Early RCA correspondence emphasized the

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
counterpart to work with and guide the RCA Chief of Party. This need must
havé 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
should have been explored i.e. AID to force the hiring of a professional
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
for the project. The absence of a GSLT director has jeopardized a
$6,000,000 plus investment as well as the reputation of AID. The question

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

AID's desire to step-up project activity (program office), backfired on
two critical componenets of the project. First, the RCA stateside
training program was based on the assumption that the Egyptian students
had a reasonable degree of English comprehension i.e. project agreement
indicated that they would have to pass the English language test. Only
one passed - RCA's preference was for the group to gain language
competency before going to the states as it would improve their
communication skills with the RCA experts when they recurned. The
interpreter approach used to overcome lack of English facility was grossly

inadequate for the four-month technical training program.
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Second, when project activity was not moving as expected, according to
budget flow, the program office pressured the project officer who in turn
pressured RCA. The students were in the states meaning the only activity
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
it meant that RCA experts could sit in Matareya and prepare course
materials without the involvement of Egyptians. This would not have been
an acceptable practice in the US and even less 30 in Egypt. i.e.

developﬁent of curriculum without involvement of target group.

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
until the buildings were ready. Had AID delayed signing of the confract
until the buildings were ready it might have provided the leverage needed
to get this troublesome problem out of the way. A year after the RCA
contract was signed the contractor began pouring the floors. Apparently

AID was pressured into signing before ready.
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Comments

1. AID's role seems.to have been dominated by expediency, internal
administrative procqydures 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 schieduled 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
in part by GSLT's unwillingness to be an active participant and a fuli time
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
pefformance. The evaluation team is aware there are other considerations that
need to be balanced with project performance. In this project the other
Egctors seemed to have completely dominated the AID point of view. There were

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

!
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This project seems to demonstrate that the absorptive capacity of GSLT for
technical assistance was far less than anticipated. In retros#ect the project
had'unrealistic expect;tions - 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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14
Evaluation Methodology

Objective:

The objective was to evaluate the Vehicle Maintenance Training Project

progres; against goals, analysing performance shortfalls if they existed and

offering recommendations for improving project management and implementation.

Data Sources:

Item.

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

Interviewed All GSLT staff instructors and technical committee of

Automotive Training Center (see Att 2).

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
budgets, fellow ship training, equipment, and schedules for long and

short term technical experts.

e,
Regpiwed curriculum materials.

An evaluation walk through of all work shops classrooms and examination

of equipment.

15

External Factors

Not pertinent at this time.
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Project Inputs

Technical Assistance both long and short term

1. Contract Used
Called for Thru July 31 Left
217.5 M/M 173.5 MM 44 m/m
Short and Long term Includes short and long

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

3. RCA estimated m/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
train and front end. The short term technical assistance required is limited
to setting up shops and training ATC instructors on use and maintenance of
shop equipment. RCA estimates that these activities will require an
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..



Longterm

An aaaitional 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 aliocated 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
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for activity which resulted in RCA short term experts preparing curriculum
alone. The project time clock began July 8 1981 with 36 months to cohplete
all aétivities. The end;result is that without data on the client or target
group of learners the sta§gside material is written at a vocabulary level too
high for the Egypt;an 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 effecti&e 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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Participant Training: (Stateside training - consultants, travel, per diem,

translators, institutional contracts) «

1. Thé contract called for the stateside training of 3 administrator$ and 22
instructors. By mutual agreement between GSLT/RCA/AID the 20 courses were
;ollapsed into 16 courses, reducing the instructor requirements to 16.

The project called for an additional 22 instructors to be trained at the
center by those who received their training in the US. This was the ''on
the job training' group. We can assume that the 22 group will now be
reduced to 16 and will need to be trained during the last 12 months of the
contract. The hiring and traininé of this additional 16 instructors must
be synchronized with the phase I and phase 11 opering dates. Total budget

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

To date 9 instructors and 2 administrators have been trained at a cost of
$200,000. There are 7 instructors and one administrator yet to be
trained. The budget remaining for this group is $159,000. It has been
recommended to GSLT that this training take place in-country. Only five

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'
chauffuer. Some shops were according to the instructors not adequately

staffed. Comprehension was a general problem.



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 is committed. In addition the GSLT has
requested $461,000 additional monies for equipment and supplies. This
modification to the contract has not yet been submitted to AID. Since the
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
statement regarding equipment status. According to RCA when the equipment at
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 onelinstance
a major piece of ecuipment (crankshaft grinder) was cancelled by GSLT only
later to be reordered. Even considering the delays by the GSLT review
committee and part delays, the evaluation committee feels the equipment should

have been in country before now.
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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.
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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 outputé.

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

Trained 3 2 1 to be trained

during the next 12

months.

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

OJT personnel are decreased proportionately.

A



Curriculum

Shops equipped

Classrooms

equipped

-20-

15

courses . 6 courses
are completed
in Arabic

8 2

9 Chairs only
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 scon.
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Comments

The six curriculﬁms which have been finished are presently being-reviewed by
the ATC instructors. This first group of seven coirses are requiring 30 to
40% revisions. It is repo;ted that the content is too high, i.e. the
vocabulary level is estimated at the 9th and 10th grade level. More than half
of the mechanics who will attend the courses are illiterate. Pictures are
being added, material is being removed and revised. The heavy revisions is
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 prepare instructional material. Some of the ATC

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

While only two shops are equipped at przsent virtually all the remaining
equipment is at the port in Alexandria or the airport. The sea freight has
been in Alexandria since April. Some of the electrial equipment is 110 volts
instead of 220 volts. Some of the machines are calibrated in English
measurements instead of metric. RCA has agrzed to replace all equipment
improperly ordered. It appears that the buildings and equipment were not

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

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

There are two multiple purpose machines for teaching laboratory courses but

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

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

nomenclature.
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Item. 18

Puggose

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
scheduled to open until about October 1, 1983. During the coming 12 month§
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
proviced during the past 10 days a 25% increase in salary. This brought their
monthly compensation up to approximately LE100 per month. The project paper
assured a rate of LE160 per month when the center opened if not before. The
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 recommend=d incentive 22 would have been available with good
English. RCA brought a top curricu.im expert to the center in January 1983 to
trzin the instructors in lesson plinziing. He had to be returned to the states

because the instructors refusec to i:tend class unless they were paid an

incentive. GSLT asked RCA to pa- == - in effect to attend class. RCA

explained they had no money to 5z~ ‘=T this purpose.
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The project made the assumption.that.there would be.a working relationship
betwegn the center and the private companies. The center will be dependent
upon the truck and bus csmpanies for 60% of its revenue. The GSLT management
has not involved the bus and truck operators at all in the centefg :
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
prévided to the puplic. 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 negetive. 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.
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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:

1. The contract was signed by AID and GSLT in July 1980. The RCA/AID contract signed
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
contract. Failure of GSLT tﬁ complete the buildings prior to RCA's arrival delayed

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
demonstration and instructional purposes has caused delays. RCA's first request
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. \J(‘)
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Item. 22 and 23
Lessons learned/comments

There were strong early warning signals that GSLT lacked the commistﬁent,
capacity and initiative to carry out their part of the agreement, even before
the RCA contract was signed. Building construction began in 1978 and was
behind schedule in 1980 when the GSLT/AID contract was signed. GSLT did not
hire the instructors until spring of 1982. The principal reéson for the delay
in hiring instructors and those (the number hired) were insufficient, was
GSLT's unwillingness to use appropriate incentives. The carrot that was used
to attract the 9 who did sign was the AID provided incentive of a trip to the
;%tates. AID's position was that LE160 per month was required to meet the
salary levels of the private companies. After two years into the project, the
salaries of the present group of instructors was just raised 25% (August 1983)
to the LE100 per month level. As a group the instructors have a secondary
technical education, 5 to 10 years of experience and with their language
training__ theoretically biééingual. The lowest AID clerk /typist with two
years on the/or will earn about LE200 or more. The point ‘is lack of attention
to incentives undercut this project from the beginning. This mentality
continues today, of the last 6 instructors hired only 5 meet the centers

standards. All have failed the first language test.

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

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

d

he did not have authority to spend one piaster.
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The orie strong push for clearing up the building problems and establishing
performance standards came from RCA's first chief of party. His over zealous
app;oach (he apparentlf 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 £ill 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
Instructors 22 9 13 to be trained in the
next 12 months
On the job
training 22 0 22 to be trained in the
next 12 months
administrators
Trained 3 2 1 to be trained during

the next 12 months.



KTACKMENT B

USAID/CATIRO RESPONSE TO THE EVALUATION
REPORT ON PROJECT 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 declays in

the 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
cons‘stent with the recommendations of the evaluation report. (2)
Detailed camments on the evaluaticn report itself, noting Mission

agreement and disagreement.



USAID/CAIRO ACTION RECOMMENDATIONS FCR
PROUECT 263-0114, VEHICLE MAINTENANCE TRAINING

Move to obtain full time, technically qualified leadership at Center.
Mmake 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 alsc President of Egyptian
Trade Union Federation. (8/16/83). He is scheduling meeting with
GSLT President and Center Director in September.

b. Met with Mr. Ckeily, President of GSLT. (9/1/83). Mr. Okeily assured
AID that GSLT is attempting to find a technical director for the
Center. He raised the issue of FCA/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.
b. Arrive at a position on AID funding of the new position as soon as a

gualified technical director has been identified.

Expeaite clearance cf shigments containing equipment througn customs.



Actions taken

a. Mission letter to Customs requesting clearance of shipments (8/7/83).
b. Regquest assistance from 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. #™ake 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/RCA on September 5.

C. Letter to customs from Mr. 2aki (MIIC) telling them to clear all

shipments related to the project was sent on September 6.

kequest detailed work plans with completion dates from RCA and GSLT for
starting classes as soon as equipment arrives. Plans to cover
installaticn ot equipment, corpletion cf curricula, completion of
ogerations manual, biring of local support staff and in-country training

for tnoze instructors wno were originally scheduled to go to the U.S.A.

Acticns taken

a. A has sucmitted draft of detailed work plans, which was approved by
G3LT: {9/5/23).

S. PCA 1S wurxing with GSLT to develeop similar pians f£cr GSLT.



Actions to be taken

d.

D.

Awaiting GSLT work plans for their areas of responsibility.

AID review and approval ot both sets of work plans.

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

raining programs by:

a.

Requesting RCA and GSLT to have curricula reviewed by company
training officials or maintenance foremen. GSLT to atfirm company
participation in center, as soon as an opening date is set.

AID to visit companies to survey training needs, company perceptions

of the project, and company suggestions for center operations.

Action to ke taken

d.

As soon as an opening date for the Center has been announced, company
otticials will bte asked to atténd 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

RCA/GSLT and USAID.



USAID/CAIKO COMMENTS

QN

EVALUATICN REPORT FCR PRQJECT 263-0114

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

submitted by 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 tehind schedule and that there currently is a 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 Custams. 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
full tige leadership at the Center, in recruiting the most appropriate
instructors for the project, and in providing vital leacdership during the

constructicn rhase of the Center,

The Missicn, czelisves, nowever, that the regor:t is not balanced in that it
rakes enly cursory mention of consideratle crogress made ko date (albeit
3icw) . The Missicn is aware and concerned that the preject is behind

scheaule and is vigorously attespting to overceme the difficulties which have

causea e delays.
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‘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, which

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 inplementation, but are dysfunctional. These are

detailed briefly below.

(3%

[S]

Omissions

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.

'lhe report makes rno mention of the lack of rapport and common purpose
betwaen the leaderships of GSLT and RCA, a factcer which contributed to the
amisunderstandings and problems of the projects and resulted in Mission

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

In several instances, tne report states that pressure from the AID program

cfifice contributed to tne problems in this project. These are two

“... When peoject activity was not moving as expected, accerding to hudget
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tlow, the program otfice pressurea the project officer who in turn

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

acminated by expediency, internal administrative procedures and tempered

by great flexibility and sensitivity to the host country agency." (page
10.)

‘there 1s no documentation to support these allegations. If such
allegations were based on interviews with RCA staff, it is apparent that .
it would be to RCA's interest to have this view prevail since it would
provide them with a reason for deficient project implementation

per formance.

"Apvarently AID 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.
AiD could have approvea the ccntract which was signed August 1981, with
good expectations that the building would have been ready in the 16 months

creceding the return of instructors from USA training.

"GSLT cbjected to the task analysis methcdology. The AID project officer
supported GSLT. Pocsi was removed frem the project at the end cf Janauary
1982."  (rage 4, para a.)

while each of the preceding three sentences is true, the implications
grewn fraa the order in which they appear are not. AID did not object to
task anslysis and Pocsi was not removed tecause of this technical issue,
Pocsi's gismizsal, whicn was supportad bty AID, was due to his evider:

lnacllicy to copse with culzural Ziffersnces (see pag:

[$0]
[0

7, seccnd

sentence) . Desplte ?oesi's tecnnical congetence, AID had no criolce Eut oo

agereve of the dlismissal.
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"o 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 fram 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.

Unsuppor ted Assumptions

Cne 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."
Furtnermore, 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.

The report has three other criticisms of the curricula: it was not
performance based, it was 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 curriculz is the desirable approach.
while the Mission agrees that greater efforts could have been made to
obtain inputs from the companies, it is reascnable to say that the Center
instructors could be considered representative of Egyptian autcmotive
mechanics, and they are involved in revising the curricula, 30 to 40%
according o the Report. This also contradicts the statement on page 6

rhac "the curriculum was develcped.... without collaborating with GSLT

instructers.” ¢) Usirg off-the-shelf materials is an accepted
cost-efficient prectice as long as it is adapted to meet the cultural and

technicel needs of the students, including translaticn into Egyptian
Aracic, wnich the raport notes is tceing done. "Pictures are teing added,

-

matecial is peinj removed and revised," (page Z1)



[ i
.

ERKCRS CF FiiT

"The GSLT managment 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 tnhat the bus ccmpanies are represented on the Board of Directors and

made their views known in many meetings.

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 inaicate that on January 12, 1983 the director reported that 12
companies had each given LE 10,000 tovthe Center, and the GSLT had given

LE 200,000.

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

$210,293." RCA field staff costs through June 30, 1983 were $632,943.

Zrafteq:HRDC/ET: NRcot:am  061CE
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F5ENCY CL lnrecnaticnsl cevelczinent
Lear Sics,

qine GSLi woule like to thank AID for its efferts to ausist tne ALC by
provicing tne evaluation tearn.

~ais 1s in reference to the reconmencations, set up by the evaluators, and
LLcsentec in the aceting heldé at the center ¢n Suncay, August 14, 1%53 in

nicu AlLD, RCA anc GSLT attencec.

he Loge that the coming phase will show notacle pregress to Rake UP for tre
celay Ci prLOjJECt starting up cate wihica was sgreed to in tne cocntract with
FCA. we woulc like to comment on scime of tae rerarks mace Ly the evaluaters

in tneir report which wes reviewca in tre mesting:

- LA is occuping Tehric oftice temgcrarily accoréing to the contract.
As venticned in tne Teetlig nelc cn 8/14/83, we cgres tsat the cffices
or bL. Mep. Sceta ané K. A raiatico be mcved to Matareya 1reining
Center as tnelr cermanenet reacguarters, to izcilitata managaaert

¢peration ot the centel.

A
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Sepreater Si 1935

HELC/Eltsuruan foot
HFLC/CL/ET3 acclin Y. wilcurn

. Ckelly's. letter to AID (hugust 25)

sL/HELCS poward LUsK

1ne lecter 15 the GSLT's tormal recponee to the reccaaendaticne of the
Lvalueaticn Tear, wiilcl) were prezented O FCA/GSLT ¢cn August 14. ine
letter wey writtes by Mr. Sheta {Centel Directcr) amd Fr. ALCu )l taga
(tectinicel ccnsultent 1or CGSLT) . wiile it iéentifies ceficiencies of FCA
pertorzance, 1t cereiully lgnores GeLr ‘s pecformance recort, €.5. in
constructica. It is decigred to assure Ble Ckeily trat the GSLL team hes
Leen on the jod ard that tre probless are with FCA.

re leltsp cces not zentice the cgening fETarks wace orally at the
Leeting on August 14, in whicn the Actlclencies of each party- to toe
cuntract were teieily susaarizec. qhe parties were toen tolc that tie
recciaansaticng of tce evilustion tezu were éigectec toweré ecticns
poecea curing the resaining montas of e contract te faRd the center &
viavle institution. (see gage 2 of the reviced Eeccamencstlone,
attaecned) .

yollowing ace resgonses to your specliic questiops. 1 nave reaiered the
paregraphs you guestioned in your copy ¢t the Cheily letter (s120°
attaciec) toc geLerence. '

pars 1 (letter). inc original statemant {n sccticn o of the
[LCLTRrCALIoNE ro&d ... "ine GSLT circctor will Le resicnsible Lo
Leveloping i cecpecation with TICA eee” inie geviced versicn, wnica
recuiton LIS joint agrec.ent 4r the seeting, 13 geen ca p&ge 3 ¢l e
LG QMG tIChsS ] *1a GSLA Diracter will e resgensible fec cocgecating
Wil A ese ub XA CcevelCEs eee”

tora z (letief) e oedee tiat Csil [now) agress to cove fast to free
SLiACRTE. Gy ace not cuarenting ct tneir clcw cece Ci refctre. €
mCcomunt on FCA izporting equipsent ot difterent tizes veot refers to 2
lorg starcing cexplaint GELI has zace es to wby everfinirg vasn't ghipgsd
in cre icad. 1018 {5 cot a real ieaue sinca GSLT ras ch rscd ite ®ire
over <GQuipsent rcecs seversl times cuecirg tne L2, Cli.ec HA procuresent
cracrices ceseLve criticies, cut this is a apecicus ore.
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Para 3 (ietcér) . This again is a rea herring to distracc fram GSLT's poor
recerd in ccoperating in the clearance process, The exaxple cited - -

{llustrates this. 1me 6th shipment will leave USA this mcoth and GSLT is

alrescy aware of it. 'KCA says that (as before) shippirg list and other -

_pepers will be given to GSLT as soon as the pspers arrive. --

para 4-(letter). Tre originzl verzicn of the Reccagendations called for

the GGLT Director to be resgponsible for scheduling the inetallaticn of -
uncacked and arriving equipment. ooth GSLT and KCA agreed that it was

' FCA's responsioility anc s0 it was Celeted from tnis secticn of the
Recoczenceticne. (As.noted in the letter.) : : '

,Parfi"S {letter). See page 4, itex 6 of the Recommendations. GSLT response

‘to tnis item was that why spend coney when there isn't anythirg for thca
to o ..." it affects the person's moral plus unnecessary financial

buréen on the AIC." Toe evaluators were saying. that GSLT should start to

hire them now, particularly those who would need scze training.

Fara 6 {letter). This is assoclated with item  cf the Eecamendations.
Tte orilgincl version went on to give exasgles of the kinds of thirgs tke
AIC acadniztrative staff would co ...® cegin preparation of -
parphlete/brocnures ceecribing the center cbjectives, staff, courses
cfiecec ... etc. KA &greed tnct this was its repscnsicility end co it
was dcleted frem tods sccticn. © : ' :

Para €2 (letrer). Getting the ccrpanies xore involved was the isste
Yitauerty (rizhtly) mece much of. As e letter nctes, GSLT wants to wait
until there is e firz cgening cate based cn the arrival of equipzent at
.the center. ' . : R .

Para 7 {letter). The reference here is te itex C, ‘on page S of the -
hEcoomencarions, which suggests that one way to get training aics is o
ofier to repair parts (or tueges) for toe ccapenies, o

para 8 ard S (letter). kr. Malaticc (FCAR/CCP) ‘has een frarnk ard c¢gen in
hls cwn clspleasure with ECA procuremert gractices in the States. The
lack oL harscoy/cccrerstien ezerg FCA Cairo statf, acwever, iz scestning
rew that the writers of tre lettsr are reising and is I believe unfcunced
in fcoce. '

tore to the pelnt is toe lack of coomunicaticns betwecn GSLT leacersnip
ARG ICA. 1< acsence ol a full time Cirector has tesn frustrating fer

Se (CA/CLP. Cay to cay issues want unresclved awvaiting the [Director'z
cresence. Trese paLEgLisis are seant te cistract irem that fseue,
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ATTACHMENT L

Comments
By Eng. Reda Soliman
Translation
The evaluation team sees that inspite of what has been stated in the
Report, as regards some problems which delayed project progress versus
the project work plan, that RCA or GSLT are not to blame in some
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

The evaluation team would like to state the impor tance of this project
as it will help a large number of workers in this sector who are under
General Syndicate of Land Transport in the U.A.R. The project aims at
upgrading the skills, quality of maintenance service of the bus
companies. As a result we shall create a generation of trained workers
who are needed by this sector. Therefore, AID is requested to help
make this project a success as it is the first project which is
directly involved with the (General Trade Union) Syndicate that aims at

improving workers' skills to serve the community.



3- The team believes that the project should continue for the following
reasons: The buildings are ready; the equipment has arrived; the
instructors and RCA technical staff are there, but there remains to
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.

Tranclated by : Amal Nassar



