
P D - A'A-'P·"':·S~' -3'-
I	 I I (' ~ • t.clAf;SiFlCAl ION lcport'Conuo

PBOJECT EVALUATION SUMMf.\RV (PES) - PART I Symbol U-447 
-'.-'-'n-o-J·E--CT-T-lT-L-1'------------------.-,.'="2:f'HC5:jE"CT'iTa:JMiiIil-- 3. M-,-IS-SI-O-1~-/ATo-NJ--O-r_-F-IC-r:-: - ­

263-0127	 USAID ClliRO\• 4.	 eVALUA1IO!~ NUMBe A IEnter 1ho numhllr melnalnod by 1ho 
,'opor11110 unit ('.0., Country or AIDNJ Admlnlnra11"'Ll Ct>dl1. 
Fllcal Yuor, SOllal No. bll{llnnlnj) with No, 1 ollch FYI 84-.9 

J?ROVIN'~IAL CITIES DEVEWl?]\18Nrr 
00 ReGULAR EVALU/,TION 0 E'I'ECIAL EVAI.UATION 

~PriO--JE-C-·r-IM-p-I.-E-M-E-N-T-A-'·'-IO-,....N,O-A...... 6:-.-=E'=S=T:":'I",7":"ATEo-r-'n-o-JeCT 7. PER 10D CO VE RED BYE VA LU AT ION......	 T:"':'l::-::S-----r::

,A.	 Flnt I!. Flnnl Co Final FUNDING From Imc>r.lh/yr.) August 19_8.1-_ 
PBO.AG or ~bllDlltlodn oln!'J~;arv A. T01al $ J00 To (monlh/yr,) ~ 1984 
Equl...el~n1 o:l<poc111	 100g " 

FV.aL F'dl.L I'v.Jl1 B. u.s. $ Deto 0 valunt on
•	 Rovlrw -.May 1984 

-----------ll-~.;·A-C-T-:I-O~N~OECI!>IONSAPPROVED flY MI:;SION OR AILl"" OFFICE OIRECTOn 

6. NAME OFA. Lin docl,lona nnd/or unre~olvrd Illu,~; clto ~ho,u Itom~ noedlng further study. C. O/>,TE ACTIONOFFICF.R TO BE(NOTE: Mh,lon ('".cl_lonl which onticl ..nlo AID/W or reolonol offlco oCllon rhould A1,SrONS IB LE COMPLETED'PoclfV typo of dnr.UI1l!IIlI....g., Illr[llbm, SPAR, p,rO.whlch will pnnunt dfilollod I"l.quell,. FOR ACTION
._--,---------------------j._----------j--_.__._--' 

1) Decision as to D::llance between capital investment 
and capacity-buildi~9 and appropriate adjusbnent Oi 

project doc.wnents and management. 

AD/D!<.P3 June 1984 

2) Rev iev' tl1e IMster plans and deve.lop one or more 
alternative proposa] 5 for staging invesbl1l~nts. 

Project 
OI:[icer 

June 1~H~4 

3) "..s~;~ss reCllHent costs and manp:>fler 
implici t in trli~ !\laster plans, 

nxJLli,r('~;v:mts Project 
Officer 

June 1984 

11) Perform an enviro[ljTlenta.l asseSS/Tl(~nt of tne pr0IX>scc 
mojiticahons to wClste.....ater treatment i:aci.lities ar'j 

Pro)E.oct 
Of Eicer 

Al1gust 19ti4 

new	 construction. 

:.)	 t-aSSiO:1 conslocr using convcm:ional engineering 
services i.n liel1 of a c1~sign-construct approach to 
ITl2st.er plw1 i.mplementation. 

6)	 Instrur:1: 'l'A contract.or to i.mplement a m:magem'~nt
 

pro'3ram.
 

7)	 Tne que~tion of finunci.f.ll vial)i.lity of tne prop:>sed 
sy~tel11s Il~,€js to be addr.essed. 

H)	 DevelCf) a training iJrpl·2:mcntation plan. 

O IIr.plolTlen1B\lon "Iono Prr.Juct Paper 1'.0., Col'l Nctworl( 

o	 Cl p,OITI'Inonclol Plnn 

o.Loolclll /: r"n."work o PIO/C	 o Olhor (Spuclf~'l 

o r'loJoct AprOCllnOIlC o PIOIf' 

OD/lJl\D June 1981 

OD/UAD June 19ti4 ' 

USAIO/ May J.985 
GJE 

Contractor Sept. 1984 

Cc'nllnun ProJoct W.I~OU1 Chllnoe 

Chango Plo!"r.1 Ooslgn and/or 

Change Impiomefl1etlDn Plo" 
II 

015Con11nuo Proloct 

11.1,~cTOFf:iCr:H A'NDHOST (;0 UNTAY 0 R orTie R riA NK I NG PA fiT 'jC~1P:-A..."N~T~S:----i-,-2.-'-..,-lss-lo-r-I/-A-1D-/Y-V·-O-f-f1;:·-(j-O-Ir-ue-'G-r-A;'-p-ro-,;-'ol-

AS APrnOPfllATE INnr-\r'<l 1'1:lesl Slonftlure -----c-\ ' 
JStE:ph0nson, DHP~;Jl!T;P-' '-'- ~..,..._U, v~~ 
FZobri St., OD/U;"n' (.j:.,J, Typed Nllt:'lo 

GZarr, AD/Dl<PS ((ilj A'.;~ 1-1. P. w. Stone,' DrR 
Gr.tl1.1d~t.o, pn/!1PJ:>E t·Y ' On10 .,. ~ -­
I\tI	 dl DD r ~\ ." \ "",,' _ \.\.~ Y: an, ey, ' t~ \ 

AiD~~-7BI--------'--- --_._-- --.__._._---_._-- -- ...._-------------- ­



CIASiITf.TcA"fiON'" Repon COlltrO! 
PROJECT EVALUATION SUMMARY ·(PES) - PART I Symbol U-4-47 . 

1. PRD.IECT Tn' LE	 2. PROJECT NUMDEfI ­.r' MISSION/AID/W O.:FICE 

I 

4.	 EVALUATION I~UMBER IEnter th. number mllll'ltllinod by tho 
,eportlng unit ...g•• CountrY or AID/W Adrnlninretivi Codo, 
F lteel YIllIr. Serial No. boglnnlng with No. 1 Illlch F Y) . "­

o REGULAR EVALUATION o SPECIAL EVALUATIONrl 
6. KEY "ROJEC;T IMPLEMENTATION DATES 

A.	 Flrn U. Final Co Flnel 
PRO·AO or Obllgrtlon Input 
Equivalent EKpoetod oellverv -~ 

FY__ FY__ 
FV_I." 

6. ESTIMATED PROJECT 7. PERIOD COVERED BY EVALUATION 
FUNDING From (month/yr.) 
A. Total S 

To ,,(month/yr.) 
B. U.S. S Deto ofEvaluetlon 

Rllvlnw 
O. ACTION DECISIONS APPROVED BY MISSION OR AlDIN OFFICE DIRECTOR 

A. Lhl docrllonl end/or unrololYOd 'au,,; clto thon Item. neodlng further ltudV. 
(NOTE: Mlnlo" dacl.lonl which entlclpete AIO/W or regional OtllCll ectlon Ihould 

tPoclfy tYpe of documont, ••g•• IIlrgrern. SPAR. PIO,whlch will pmll'nt detailed requlIn.) 

9)	 Expand the technical assistunce component of the 
Projer.:t. 

B. NAME OF
 
OFFICER
 

RESPONSIBLE. 
FOR ACTION 

Cont.ractor 

C. DATE ACTION
 
TO BE
 

COMPLETED
 

Sept. 1984 

Project 
Officer 

10)	 Continue funding of sUDproJects. 

Contractor 
to municipali t.i.es. 

11) Dele9ate autnority for approval of suo-projects 
&ProJect 
Officer 

Contractor 
of SUbprOJect implementation. 

12)	 Consider options to accelerate ilnd e>:pan(1 program 

r Contractor 
to reflect Mission decision on item (1). 

13)	 R<:!dse contra~r aOO ilnnual worK plan of TA contract 

Contractor 
management, trainin3, and tec:nnical aspects of 

14) AID monitoring snould give greater \·;eight to tne 
& Project 

tIle Project. Officer 

Evaluation 
o:llnp:ment.s, contractor perform:ince, and 

15)	 .r..valuate pJ.'o:Jress in management and· trai.ning 
Officer. & 

desirability of additional fundin3. Project 
Officer 

WP 

l~ay	 1985 

£-'.ay 19ci5 

Aug. 1~84 

May 19d5 

May	 1985 

~N'(OA'I' OF i50'CUMEN'Ts,~oiii'--=f-1~F.~V':":IS:-::E:-::D""P""E:-:.R"""'I\-D-:-O""V""E-D--E-C""IS-I-O-N-S-"':::;'---'-+'-1

O 
O.A-L-T-ER-N-A-·I-·I.V-e-O-EC'~'S-IO-N-S-·-O-N-F-U-T-U-R-e­

OF PAC,)JEC1' 
Implemenllltlon Pion

Project Pllporo	 [g A. D Continuo Prolect Without Chenge 

,---.-. 0 ;;nantlal Ph'n 

ll,0•• CPI Network	 Other (Spoclfy) 

O.	 D Change Prolnct DOllgn and/oro PIOfT o	 Chenae Irroplomentlltlon Pia"o LogIcal Frlll11l1Work D PIOIC	 D Othor (Specify) 

C.	 D Dlscontlnu8 Projecto Project Agrollmont .0 P,O/? 

11. PROJECT OFI'ICEH AND HO::;T COlJNTA'y OR OTHEFI RANI<IrIG PARTICIPANTS 12. MInion/AlDIN Offlco Dlroclor Approve! 
, AS APPflOPRIATE (Nllma, and Titled
 

Signeturo
 

Typod Nem. 

oD\e 

-A-ID~1~33""'o--'1:-:5-(~:;"".7~8""')---~~=~ .	 ._-=~==_.L ) 
o 



NEAR U~I EVALUATION ABSTRACT
 
----.----------.-------------;:=,.;:IS7~";"';IO:::N-;:-!A·I~-'Jrw--<J-f17"·-):-~--_••_­

r:~~£(s) AN~ N~[R(5)1Pri.':i.Cl 

}r-- Pnavrl~IAL CI'l'IES DEVDJJ?I·1ENT PROJECr • --J__ USAID/CAIro 

p~r.J[~ C(S~RIPTIOH 

The project ""as designed to improve and expand the institutional capacity of the goven1Ol;'ates 
of Bcni Suef, Fayoum, and Minia tn identify, plan, bud~et, finance, conso"Uct, and 
maintain urlxm .infrasol1cture at the nnmicipal J;evel. 

AIJT1I0RIV.TIOH CATI: MID U.S. LOP fUHOW:i ,vou:rr PES Nll"8EJ: PES 0A1r pE,S'TiPr;
 

, AUC:Just 1981 $100 million 84-9 uly 1984 [[] Re9ular
 
--_.~~:---:-:-:------- --+~---~- ,--_..-::_::"<......,,...,----oj

~'jlIv\CT, ?f'E?/,lI.£..D BY. D.\Tl ABSiiV..ci C:.£.Ai<£:> BY. DATE 0 SPecial
 

HShafik ~'-0 JStcPhcnSO)

July 1984 ' (_ ,'.(5 0 Tttt1l1nll 

------··---- .-,;.. -"f_..:-! '. - L­ -----~ 

l\b:::;trilct
 
~fnrsliildterm cvaluation vias conclucled from Feoruary 21 to March It3, l~B4 OJ a four
 
p::rson inlerdif:;ciplinary t8a:n (3 AILJ/.~ and one P.;q with the participation of the three
 
r;;l~ 0n-Jillc2rs vmo Clssist in Project monitorin-j.
 

'rne fL'jXJrt 1101:(>:-3 th(~ f;UCCCS:, to (Jute of the ProJect· s q.Jrrent "learn by doin:3" approacn 
in tl;c: pr(~:;,::ss of: f.;ut)IJro~ect Justif:ici.lt.lon, tIle procurement of gOCX"lS and services, 
monitorin9 conLr(l(~t c:iCtivit'y, CJnd /1,1/)1::; (.1::::1 the govc!rnorates refOrtin9 requHements. 'ro 
a.::ldrcs::; tne lacK (If. plonnirl-] and m:::intenanrx~ of p.3st infrastructure investIl1ents, tne 
f'roJccr: cws finCi:l,::0d tf'cnnica 1 consultants, .11asler plan developr,cmt, badly needed 
equif-'::12iH., ani U[-J(~nt SU[)tJrO]f.:.'cts. Project acniev21nents inclu::te: (a) we co.lI?lecion of 
druf.t master IJL:ms [~I' welter and Wc1sl,C\\'at.er infrastructure in tne three cities; (t» 73 
sUDpro:lcct.S C,):l,;)letcd CJnd 135 fund·.::d; (c) a lTI3rKed Lll;>rove.nent in tne capaoi lity of 
m~mi::j~)ill sUlffs to select anJ desj~Jn projects c1n::1 to procure equipment and services; 
(d) 01m~st all construction anj sUDproJ~cL consulting services contracts awarde::1 to
 

priv.::'.l.': Djyptjeii) f.i.rfi'l:); (e) t, tot.al of. 33d municipal employees trainin-j in 18 training
 

HOdO'V'.:·[, lne cvalLl:1tion tr>an finds tnat t.ne "learn bj doing" approach wi.n no longer t"..e
 
suff icicnt i.f t11-:' project h·, to achieve its capacity-building and decentralization
 
oDj(~::;tivcs. Part of trlC proDlem was caused oy an overly ainDitious Project design in
 
term;-; of its broad imitilut.ionul goals, its tiID2 frarne, a.nd the range of infrastructure
 
it considered. Consc::luently, in tne course of implement.ation, the Project's scope has
 
narrfJloled and resulted in tne current focus on capital components. l'ne Project has not.
 
yet ci~j:lressed t11e question of tne financial viaoility of existing or planned
 
in[ra~:;trll::;ture invesbnellts. USA.lD has b2en too closely involved in suoproject revie·....
 

.and appro'val to clcnieve U1(-l purfX)se of decentralized decision making. The training
 
pro~rc::tll snould m~!et U1C requir.ements for illlplementing sUbprojects, of)2rating current
 
plc1nts and neh:Qrks, and prepare for the requirements of tne system expclnsion
 
anticipated under the l[l,Jster plans. 'J:ne evaluation's emphasis on improving the
 
provincial cities· ci3["Dci.Ly is l)eigntened by tne fact that tne cost of im?lementing the
 
prop:)sed master plans far exc;ceds available Project funds - Le. the municipalities will
 
be left to iJllplerncl1t tnc plans \\'ith their o'l'1n resources.
 

I f'!:,w,ons leurn;->d: (1) Cap2\city-buildinJ is u time consuming process that needs to be 
c~lr'~fllJJ~ypE;nnecl and m:>I1i tared. A detai led pro~r ftl1l and ptlasc!d plan to shift 
rC;;jx)[lsibili ty [or t1!e various projec:t components to the GOB may have been useful. (2) 
[t'in<lnciaJ. 'J liwility, ;.mi.le ri'~yon:] trw direct cont.rol of the Project, needs to be studied 
and cunsi.clcred by Proje:::t implementors. (3) In decl~ntralization act.ivi.ties, LlSAID 
monitoril13 sl10uld be selective. ('1) l 'raining pr00rams snould be practically oriented. 

?J 
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1. EXECUTIVE SUMl-1ARY AND RECOMMENDATIONS 

1.1 EXECUTIVE SUMMARY 

The Provincial Cities Development (PCD) project was authorized 
in August 1981 with a grant of $75 million and a total 
life-of-project cost of $100 million. The project is directed 
toward the capital cities of the governorates of Beni Suef, 
Fayourn and "linya, all cities along the Nile with a total 
population of approximately 500,000. The purpose of the project 
is to improve and expand the institutional capacity of these 
three mid-Egypt governorates and their capital cities to 
identify, plan for, budget, finance, construct and maintain 
urban infrastructure and services at the municipal level. ihis 
purpose is intended to (i) str'engthen the local governments' 
authority and skills to manage urban growth and provide 
essent i a1 pub 1ic servi ces and (i i) provi de 1oca 1 government 
staff with expericnce in allocating and using resources and in 
developing the financial and other mechanisms to carry out th':ir 
infrastructure program. The project was developed to support 
the Government of Egypt's (GOE) policy of administrative and 
financial decentralization on the premise that increased local 
government responsibility for infrastructure programs would 
result in a more eQuitablc, self-sustaining, and, hopefully, a 
more efficient, development process. 

A Project St.eering Conimitte(? coordinates project activities and 
includes 'representatives of the Ministries of Planning, Local 
Gavcl'nment. Fi nance, Investment and Intcrnat iana 1 Caopcrat ion, 
the tjational Organization far Potable Water and Sanitary 
Drainage, the three Governors and the three Chairmen of the 
cit-irs' Exer.'.Itive Committees. The departments of the municipal 
governments are the primary counterparts and implementing 
agencies for tile project. -
A tec~nical assistance contract was sianed on May 9. 1982 with 
Hil btlr Smith Associ ates (WSA) \Iii th -subcontracts \Iii th Pub'l ; c 
Administration Services (PAS) and Engineering and Geological 
Consulting Office (EGCO) to provide technical assistance and 
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consulting services. The contractor maint~i~s an office in 
Cairo and in the three provincial cities. each of which is 
staffed by one Egyptian and one expatriate professional. 
Project activity to date has been directed largely to the 
preparation of master plans for water and wastewater 
infrastructure for the three cities and to the identification 
and implementation CJf urgent subpro"jects. 

This. the first evaluation of the project, was carried out by an 
interdisciplinary team with the participation of the three 
foreign service national engineers who monitor the project. The 
team found that. in the first half of the project, there have 
been a number of achievements: 

Draft master plans have been completed for water and 
wastewater infrastructure in the three cities. 

135 subprojects have been funded and 73 have been 
completed. As of the date of the evaluation. LE 7,532,000 
(Egyptian pounds) have been subobligilted and LE 3,892,000 
expended for subprojects: the procurement of eauipment and 
vehicles (41%); rehabilitation and extension of portions of 
the water and sewer network (20%); initial and interim 
repair and re-eQuipment of treatment plants (29%); road 
construction (6%); and consulting services and other (4%). 

The cities' municipal staffs have moved past the embryonic 
stage of composing wish lists and are, with the help of the 
resident advisors and the project monitoring engineers, 
making bett~r subproject selections and thinking through 
desigri and justifications more carefully. In one city, the 
Elected Council has begun to be involved in subproject 
selection. 

Almost all of th~ contracts for construction and subproject 
consulting services have been awarded to private Egyptian 
firms. The project is beginning to ShO~1 an unanticipated 
positive impact on the operations of some of the private 
sector contractors. 

The project's resident advisors have established offices in 
t~e three provincial cities and have begun to provide 
management and technical advisory services to city staffs. 

As a r~sult of training and subproject implementation, the 
municipalities have improved their procurement processes, 
especially the prepardtion of tender documents for 
subprojects and evaluation of bids. 

To date, a total of 338 municipal employees have been 
trained in 18 training courses. 
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Despite these accomplishments, there are a number of concerns 
which have arisen and the Mission and the project officer are to 
be commended for scheduling an evaluation at this time. 

From~e bp.~qjnninq, the peD project wa~ concpived as a mix of 
capita" and caoacity-buildino con:ponentc;. There have been 
accomplishrr:ents inthe building of '.:apacity, but the emDhasis of 
project ac~ivi ty and AID's manaoement focus have "be12n on the 
.EI.:Q.jcct's capi till components. 

To achievp its caDacity~buildinQ objectives, the project ha~ 

adoptod a str3t"eox of "learnino by dOjnc;," dealino \"ith tasks 
.and probl~ls a~!l}(~Y corne up, orir:.ariJLin the cor~!:g.xt of 
suo:)rojecLs. ~itlat is clear from the project's success in key 
bu tcTrclJrnscri bed area sis thtlt the city bureau crac i es are 
responsive to external assistance. Tho team was struck by the 
fact that, where assistance had been given, city employees had 
improved performance levels and were motivated. Ho~;ever, the 
appr2.c1ch .in and 0.f itself _~nd the current level of effort -are 
not, in the tca:;l'S V1C~' sL'fficl~n".: to caclr[ISs tile verv serious 
dc>fTcTenci es li1-;:;un i C1 Do foTa/ln 1 ~ o"S"rratTOi)sarla-;;8, r:te-~ance, 
contracCman~0rp. erta nucoetand iindnce es tnev rei"c':e--to "-­
\,ratc.rand ~,ast(' ...':~~erTnrrastructure. It is urGent tnat 3n 
impfcn~nt3tionoT3n-for a [It'ooral.1 of t.ecnnicalasslstan:e in 
manaQ0f1lent bE: c3arocd UDon and lr.l~ 1e:'len-tcd-.-if an--expanced 
ruag-C:f71cn-:andsu·pport lYe "tra in i n9 prog-rai11 is not imp 1emented 
inrnediatcly, one cannot be optimisti~ about the achievement of 
the project's capacity building purpose. 

At the same time, many of the problems \'/hich the cities face go 
"lell beyond the purvie~1 of the municipal employees on the 
departmental level. Seve~~.l of the l:ey issues, 1:10st notabl.x 
Jhose related t~ revenue retention, can 0.!!..lLbe resolved in the 
.c antext 0 f nat i 0 11 alp 0 1i c i esand dec i s ion s . 

. 
A series of concerns derive from the fact that, the cost of 
jEP-lcmcntino.J:.!1..£..proposed master Dl~ns far exceeds availab.l~ 
funds. lne oriqinal master plan estimate of $314 million ha~ 

beeil-corrected and adjusted downward in several revisions. The 
magnitude of these costs means that the full systems that were 
originally envisioned, including improved water and wastewater 
treatment and full distribution and collection, can"no lonoer be 
pravi ded \'Ji th authOri zed funds. Addi ti onalfunds must be ~ 
obtained or difficult choices made on priorities and staging of 
infrastructvre investments. 

The team found that, at the time of the evaluation, the GOE and 
the local oov~r-nr"en-::s invol'l6a ha-j not been Droviel-::d with a 
clear-under'staricflnCl O~- the-localinvestrilent or recurrent costs 
re au i r~rnents _-o{ t he-r'e~~r.:~jenaedTl;rrastructure. 

\\)
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Speaking more broadly, the project has not yet beaun to address 
the underlying ouest.ion of the financial yiability of existing 
or planned infrastructure investments. The questions of revenue 
generation and retention were included a5 covenants to the 
Project Agreement. Assistance to the local governments in the 
financial arena was to have been an important part of che 
management advi sory component of the project. The project paper 
recognized that fully achieving financial viability might not be 
possible within the time frame and scope of this project. . 
Nonetheless, it anticipated that the project would teke concrete 
actions to lay the necessary foundation for fin<::rJcia1 
viability. 

ThC' implementation of sub8rojects has been both the incentive 
aiiClthl? r1rJn~ -{or ciJnturi no municiraT-i Ilterest and intrccucinQ 
i ncrfi~rit·t3°·i-cl1aT1G::-as;'-eTrasilCl1re-;;rr.'JPotenti 21 J y rc~1 d ;f:1D2Ct 

o

Oilli7"6;]n-cconornl"c ·,nirestructUre-?ild on the-nriV"atecons it:UCtl on 
tradc:---itl(~Tti~!sareari'tic;pating a rapid-and visibli-impcct 
of-Oi(; project as subprojects come on stream, particularly those 
which extend the distribution and collection network and 
incrcas~ wuter availability. 

It is likely that the peo municipalities ere equipped to assume 
greater re~ponsibi'ity for subproject selection and 
implementation by virtue of their staff and the presence of 
resident advisors. However, because peo w~s originally approved 
separately from the decentralization sector, the reouirements 
for subpr'ojects r,leeting 611A requirements have be~n interpreted 
in a more stringent fonil than has been apnroved and employed in 
the decentralization portfolio as a whole. As a result, AID has 
been involved in a level of subproject review and approval whiCh 
detracts from the decentralization of decision-making in 
addition to occupying three full-time engineers as project 
monitors. If the purpose of decentralization is to be affected, 
the procedures and the way that they are applied need to be more 
consistent with that purpose. 

The tra i n~~pr.Q.~~~er nei!.r:!1 hlo years of i mD '_ementat ion!. 
has had a disCJPpointin8 imoact. ~iuch of the training has been 
-rea-ct iVf:) acaoernr~-a-nd$QITiei:inat unre 1ated to current processes 
and equipment. A serious effort is needed to focus the training 
program to meet the manpOl'/er and training requirements for 
implementing the subprojects and operating the current plants 
and network ~s well as preparing for the requireme~ts of system 
expansion anticiDated under the master plans. 
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The project faces major choices at this point, not only with 
respect to the scooe of the infrastructure it will seek to 
provi de but~~~· wi ttl re spect to the ba 1ante between ~~p ita 1 
investments and decentralized capacity-buildinc. Oecisions need 
to be taken ~s to which should receive major emphasis and which 
should be subordinate and to which set of Qoals and policy 
objectives the project should relate. 

1.2	 SUNW\RY RECO;.u~E NDATIONS 

1)	 The Mission must determine which portfolio the project fits 
withi nand arn..end oroject documents·-and adjust project l1!anagement 
toref1 ec t t his de cis ion. The I~; ss i 011 has t hre e 0 pt ion s: 

Option One 

A~end the proj~ct paner to reflect a shift of the project to one 
\'/hich emphasizes caDital lnrrastructure in water and \'.'astel·/aterwi fi)(luCachITilg-acol t; ana I funds. 

Reconmended Actions: 

1) ~ncnd th0 project purpose, logical framework and 
financial and economic analyses. 

2) Stage i nfl'astructure investments to pennit proceeding on 
priority facilities. 

3) Delete the PCD project from the Decentralization Sector. 

4) Define the objectives of the management advisory 
compon~nt of the project ;n terms of the viability and 
sustainability of existing and planned facilities in water 
and waste...:ater. 

5) Define the relationship of the peD ~roject to other 
water and wastewater ~rojects and to the policy issues in 
that portfolio. 

In the team's view, there are factors which should be considered 
in choosing this option•. The policy i-ssues in the water and 
"'dstel'/ater sector are ill defi ned \'11 th resoect to secondary 
cities and the analytic base for defining them is weak. Without 
a definition of these issues, linking the project to a new 
sector may slow implementation. 

Option Two 

Amend th~ oroject pcorr to r~flect a shift of_ the project to one 
!:hich rr:-:.?f-JesiZ£:SC3:;-it.c.1 infr~strlJ'ctute in .../~:::r and \','~ste'''''3ter, 

\~
 



adding additional funds to fund fuliy the recommendations of the 
master plans. 

Recommended Actions: See Option One 

It should be noted that, in the team's view, it would be 
unwi se to make addit i ana1 major COffi'Tlitments of funds to the 
water and wastewater infr3structure of these three 
provincial cities without a better indication that tHe 
operation and maintenance of thE' new systems:w'i1l be 
assured and that the question of financial viability will 
be addressed. At the same time, the team found that there 
is a willingness to addres~ these issues in the three 
cities, and perhaps an even greater ability to do so than 
in the primate cities of Alexandria and Cairo. 

Redirect project toward orioinal emphasis on decentralization 
anoc-aDilcTt~;'-·blJ·i1di no.• -- ­_____.1.-

Recommended f.,ctions: 

1}	 Stage water/wastewater infrastructure investments in 
plants over time to permit proceeding on priority 
facilities, but retain a siQnificant portion of funds 
and proceed rapidly to impl~ment locally defined 
subprojects in water and wastewater, roads, and solid 
waste. 

2)	 Request USAID Legai Advisor/Egypt to clarify the 
requirements for compl~nnces with 6llA for subprojects 
funded under this project as they relate to procedures 
folloh/cd in the Decentralization Sector Support PAAO 
and, if necessary, amend the project authori zation to 
make the 6llA requirements consistent with that 
document. 

The fo11ol·/ina recommendations pertain no rna.tter which option is 
EurslIed. "- ~ 

2} Review the master plans and develop one or more alternative 
.PI.2pas~.1...? (it:--:';.i-~!!~~n~~stments. A-cl ear'pre sent at ion, in 
Arabic, of the staging options should be presented to 
governorLltebnd city officials. At a minimum, that 
presentation should layout the services that would be provided· 
under various oations·and present ~he assumotions about GOE 

. financi0.9_.E..f invpstment and recurrent costs. 
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3)	 As a follow-on to the master plan activity, the contractor 
should assess the recurrent costs and rnanDower reauirements 
,implicit in the master pians, This should fonn the basis for a 
more realistic unaerstanding by the cities of their own needs, 
improved annual planning, 'programming and budgeting, and for 
planning appropriate training programs. 

4)	 A sco~d environmental asse?sment of the proposed mo~ificotions 
to wastrw~tcr treatm0nt f2cilities and new construction be 
carried out, inc]uJina a consideration o~ the environmental 
'i/iiDads of ditf(?rent imole:;-:entatiol1 Sch2cules and staqino 
~)tToll~~ M 

5)	 TIle team reco~mends using conventional enaineerino services 
first in 1i':.'lI of a desion-"corlstruct dDoroacii to master nlan 
1Ir.[j femcr;f~_i 01':-' ­

6)	 AID should reach ini'ncdiate agreement on objectives for the 
mL1na~ICr'lcnt COr.Jponr.nt of the project and instruct the TP. 
contractor to .!~1s:1e~£.~lt a r.l~.''!.~~E.'m('nt proqrar.J directed at the 
fo11ol'/i 119 priori!Y~0'as.: 

Utility orgilnization and mar:gement 
Financial ffianagcment 
Operation (!nd maintenance 
Contract management (to include construction supervision) 

7) A1~.l._.!l!..~_ TIl cQ'2trcctcr the CiQ~_~nd_th[~ loc~~vern:t;cE'ts n~~~ 
to (J rJ c! res S t n~ c U~) S t i 0 n 0 j- fir,? r: C1 ~ j vi:: :J iIi ~ '" oft r. e p reo:) sed 
·SY5t(-~iS:--As anlr.,[.:ccl~te-rlrst st~p,-t·ri1Sf~res tne 
rc·cor.::;2r;ded ·assessr.:ent of the investment and recurrent cost 
rCQuireffi~nts and af the cities' abilities to meet these costs 
under alternate assumptions about revenue oeneration and 
retention. AID should monitor GOE performance on the covenants 
in the grant agreement which relate to financial viability or 
amrnd thAm to reflect project plans for the achievement of 
financial viability. Other feasible actions include fostering 
awareness on the part of governorate and municipAl officials of 
the magnitude of the financial requirements to operate and 
maintain the system, establishing a cost accounting system and 
strengthening the cities' capacity to collect and retain 
rcvclIues. Financial issues are, of course, tied to national 
decisions and policies. However, if, on the national level, a 
decision were taken to raise tariffs tomorrow and local 
entities were allOl'/ed to retain them, B~?!ni Suef, Fayoum and 
Ninia I'/ould not have ad~qLJate systems in place to collect them. 
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B)	 The TA contractor should review immediately the lessons l~arned 
from the current training program, and develop an 
.implemen!ation plan for traininQ which s~ts priorities and 
measurable targets related to performance and lays out: 

a.	 interim objectives to be accomplished in the next six 
months, and 

b.	 the longer-term role of training in implementing the 
management program, the master plan recommen~ations, and 
the objective of a trained municipal cadre, however 
defined, at the end of the project. 

9)	 The PP recommended a level of technical assistance (TA) which 
",as unrealistically low to achieve the stated purposes. Besed 
on the development of an imple~entation plan for training, 
e~~nd the TA cO~Doncnt of tt1f Dro,;ect to add an additional 
year of a lOflg-tenn training advisor and additional short-tet1Tl 
technical advisory services in such areas as environmental 
engineering, solid waste management and transportation. 

The implementation of SUbprojects has been both the incentive 
and the means for capturing municipal interest, introducing 
incremental change and achieving rapid impact. A ve~ 

substtlntial DrGDorticn of pro.il;~t resources should continue to 
ao to the flinGinG of sutJroiiC:S-. io ccnieve tne potential
vis-ibTHty and- ir:lpact of--tne-~CO project, a substantial 
emphasis will have to be placed on subprojects wnich extend the 
distribution and collection network. Other examples of 
possible subprojects which complement the master plan but are 
either not inc1ud~d or touched only lightly are: expanded 
water metering; sewer cleaning; disposal of excluded wastes; 
improved sebtic haulage; and an experimental revolving loan 
fund fer household service connections. There are also 
opportu;1ities for subprojects which use and support the 
equipment purchases already made. . 

11)	 To the extent prudent and feasible, delegate authority to the 
municipalities for approval of sub-projects. Concurrence by 
the Elected Council may also be desirable. This would 
necessitate developing clear guidelines for acceptable 
subprojects and orienting municipal officials in both technical 
and fina~cia1 guidelines and procedures. 

12)	 AID and the contractor will need to give considerable thought 
to the staff requirements and structuring of an accelerated and 
expanded prvgralTi of subproject implementation including 
providing improved contractor ~urvei1lance and enhan~ement of 

I'
 
I 
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the private sector. One option is to expand the resident 
advisory staffs in each city by one Egyptian advisor. In such 
a case, each city should be staffed by two engineers and one 
management/training specialist. 

13)	 The contract and the annual work plan of the technical 
assistance contractor should be revised to the ext~Dt necessary 
to reflect the Mission's decision on the option to be pursued 
on the above recommendations. In general, annual work plans 
need to be written so as to reflect project objectives more 
closely and to provide a better basis for future evaluation of 
contrClctor pel'fonnance. 

l4}	 AlQ..J1.!oject rnon,1,!.~~ri n~ should Qive oreatel" weicht' to the 
maniloel~lr.nt, triJirlino and technical asoects of the oroiect. To 
pe11TlittllrS:-the contra-c tor i s annuaTWOrk plans shou 1d pi ace 
more emphasis on rlanned accomplishments in these areas, 
particularly in terms of measurable performance standards. 

15}	 Schedule a follow-on evaluation in approximately 12 months to 
eva1ute improvements in management and training components, 
contractor perfonnance and the desirability of additional 
funding. 

\~
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2. THE PROVINCIAL CITIES DEVELOPMENT PROJECT 
'" :. ...... 

2.1 BACKGROUND AND DESCRIPTION OF PROJECT 

The Provincial Cities Development (PCD) project was authorized 
in August 1981 with a grant of $75 million and a total 
life-of-project cost of $100 million. The project is directed 
at the capital cities of the governorates of Ben; Suef, Fayoum 
and Minya, all cities along the Nile with a total population of 
approximately 500,000 (Map I). The purpose of the project is 
to improve and expand the institutional capacity of these three 
mid-Egypt governorates and their capital cities to identify, 
plun for, budget, finance, construct and maintain urban 
infrastructure and services at the municipal level. This 
purpose is intended to (i) strengthen the local governments' 
authority and skills to manage urban growth and provide 
essential public services and (ii) provide local government 
staff with experience in allocating and using resources and in 
developing the finuncial and other mechanisms to carry out 
their infrastructure program. The project was developed to 
support the Government of Egypt's (GOE) policy of 
administrative and financial decentralization on the premise 
that increased local government responsibility for 
infrastructure programs would result in a more equitable, 
self-sustaiQing, and, ho~efully, a more efficient, development 
process relevant to both national and local interests. 

Summary of Project Activities 

Hhen the project \'/as designed, none of the three provincial 
cities had undertaken any long-term comprehensive systems 
planning for their infrastructure needs, p~rticularly as this 
related to water and sanitation, and streets. The operation 
and maintenance of the infrastructure also needed substantial 
improvement. With this recognition, the PCD project financed 
general consJltant and technical assistance, master plan 
development, and provided funds for urgent subprojects and 
water and wastewater infrastructure. 
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The anticipated project outputs are: 

(i)	 improved planning, budgeting, operational management 
sj'stems and procedures for infrastructure for the· :•• ' 
provincial cities; 

(ii)	 the capacity to implement major capital projects; 

(iii)	 the infrastructure in place; 

(iv)	 lona"range capital mvster plans for the three cities; and 

(v)	 a trained cadre of city personnel. 

The PCD Grant Agreement was signed on September 22, 1981 and 
the project assistance completion date is August .30, 1986. 
Conditions precedent to disbursement are: 

(i)	 a written st3tement on the procedures and criteria for 
disbursing funds, includir.g capital maintenance and 
operational cost; 

(i i) designating a steering corrrnittee with the necessary 
authority and responsibility to coordinate PCD 
activities;' 

(i i i) establishing procedures for approving subprojects and 
for obtaining their financing from USAID; and 

(iv)	 establishing a special account for maintenance and a 
statement of operating and'maintenance procedures. 

Special covenants include: 

(i)	 . planning, instituting, and maintaining' a plan for 
adequate local revenue-generation that would cause or 
sustain the financial viability of the sewer and water 
projects supported by PCD; ~nd 

(ii)	 developing?s a best efforts a system of revenue 
retention for potable water for each of the th~ee 
governorates; 

At the Stt'ring Committee meeting on March 8, 1984, the only 
outstanding C.P., that which established the procedures for the 
maintenance account, was agreed upon. 

\C\ 
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Implement i nq Aqenci_~ 

Various departments of the municipal governments are the 
primary implementing agencies of the project. They include: 
engineering (water, sewerage, and streets), planning, 
budgeting, financial and personnel functions, and the executive 
and e1ecterl councils. Municipal authority for the project lies 
with the chairman of the Executive Committee. The project' 
recognized that the governorate plays a very strong role in 
supervising municipal activities and, in some cases, provides 
staff support. Although initially active, as the project has 
evolved, the governorate has a modest involvement in the 
project. 

At the central government level, there is no active ministerial 
counterpart. The Ministry of Planning is represented at the 
Governorate l~v~l by a regional planning offi~e. ohysica11y 
located in Ninia, which also covers Beni Suef and Fayoum. The 
Ministry of local Government sets general po1)cies and 
guid~lines in line with the national development plans and 
coordinates actions of the local government units with the 
central ministries. 

A Project Steering Committee coordinates activities and 
includes representatives of the Ministries of Planning, Local 
Government, Fintlllce and Investment and International 
Cooperation, the three Gover'nors, the three chairmen of the 
Executive Commitlc2S, and the National Organization for Potable 
Water and Sanitary [Jrainage. The committee meets quarterly and 
is currently chaired by the Governor' of Fayoum. The raporteur 
is the Undersecretary from the Ministry of Local Government. 

Technical Assistance 

On rolay 9, 19132, a direct AID contract was signed \'lith Hilbur 
Smith &Asso~iates (WSA) and its associated firms of Public 
Administration Services (PAS) and Engineering and Geological 
Consulting Office (EGCO). The TA contractor is responsible for 
improving and increasing municipal capability to develop and 
implement pl~sical infrastructure, including treating and 
distributing potable water and collecting and treating 
\'/astE:Hilter. The municipalities ate expected to contract \'/ith 
local firms for designing and supervising the construction of 
the physical infrastructure. It was expected that major works 
"/ould be constructE:d by an off-shore contractor. The contract 
provided for: 
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(a)	 54 man-months of technical staff time in developing 
long-term water and wastewater master plans; 

(b)	 Two resident advisors (one Egyptian and one American) in 
each of the three cities responsible for water and 
wastewater system planning, construction, operation, and 
maintenance and in providing related management and 
operational assistance; ..•..•' 

(c)	 Technical assistance in training local personnel through 
96 man-months (72 Egyptian and 24 expatr'iate) of 
long-term advisory assistance and 96 man-months of 
short-term [gypti~n. assistance for training; and 

(d)	 24 man-months of financial and general management 
assistance. 

The contract, which will expire in 26 months, provides 
specialized technical assistance and on-the-job training to the 
three cit ies and governorates. The two res ident advi sors in 
each city (one specializing in management and one in engineering) 
are exprcted to be gener'alists. Short-terr.l specialized 
assistance is also provided in the co~tract. The contract has 
been amended five times to add additional Egyptian pounds (LE) 
and dollars to cover a data collection effort, add a short-term 
procurement specialist, cover additional costs and edjustments to 
sub-contractor fringe benefit and overhead rates. 

2.2 PROJECJ OPER.!\ TIOriS AllO PROCE OURES 

The thl"el\ cities have primary responsibility for implementing 
subproject activities. Subprojects which meet the following 
criteria are approved on a quart~rly basis: 

(a)	 Subprojects include urban infrastructure in the areas of 
potable water, sewerage and street paving, and equipment 
procurement. With the a9reement of the steering 
committee and AID, other areas maybe inc 1uded. 

(b)	 AID funding of subproject cost cover material and labor 
costs. The GOE is responsible for land acquisition, 
rights-of-way, Egyptian salaries, incentives, fees and 
taxes. OSlr·j recurrent costs normally are the 
responsibility of the GOE. AID funds may be used to 
finance initial capital costs associated with 
non-personnel O&M. 



~
 

-15­

(c)	 AID provides 66 percent and the GOE provides 34 percent 
of subprojects costs. 

(d)	 Foreign currency procurement is AID funded. 

The approach taken to fundi ng and contracti ng subprojects has 
evolved in the context of GOE regulations, AID regulatio~s and 
USAID procedures. A subpl'oject justification form was instituted 
a$ ~ control mechanism as well as a means for the city to 
conceptualize a subproject. For subprojects exceeding LE 
100,000, information is supposed to vary according to the 
complexity of the activity, but the following are the basic 
re qui rements: 

(~)	 A description of the activity, including defining
 
design, construction, rehabilitation, equipment
 
purchase, and procurement of services;
 

(b)	 A discussion of the problem the activity will address 
and how it will address it; 

(c)	 Atechnical analysis which should include, as 
appropriate, specifications, designs, drawings, studies, 
performance criteria dnd data; 

(d)	 An economic analysis discussing the proposed cost, a 
schEdr.:le of expenditures, end econo~ic impact analysis, 
and, for subprojects ~:hich do not generate revenue, a 
least-cost or cost-effectiveness analysis; 

(e)	 An implementation plan including a schedule for
 
completing the activity covering as appropriate
 
procurement and construction; and


Of) A statement of cash needs should accompa~y the request~ 

A list of subprojects, their justifications and a cash-flow 
statement al'c fon-Iarded to the Steering Cor.r.nittee as a package ­
for review and onward transmittal to AID. According to the grant 
agre~llIr.ntt the Steering Committee is to have such authorities and 
responsibilities which would enable it to coordinate PCD 
activities and allocate funds. The Steering Committee usually 
does not review individual subprojects and their justifications 
but passes on the package which AID finally approves, disapproves 
or requests more infonnation on individual subprojects. 
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AID funds are obligated quarterly to the governorates which 
subobligate to special accounts in each of the three cities. 
This transfer of funds» referred to as tranches, is done after 
AID approves a list of subprojects and a cash-flow statement 
for a three-month period of time for each of the three cities. 
The cities are supposed to stay three months ahead of their 
cash needs. 

Upon AID approval a voucher is signed for subobligatingoney 
to the governorate. The Governor retains control of financial 
disbursements at this point. The governorate maintains three 
peo accounts: one each for USAID and GOE checks which comprise 
66 percent and 34 percent of subproject costs respectively, and 
one for the project account which combines the two 
contri butions. The governorate issues a check to the 
municipality and the municipal bookkeeper maintains the 
financial records. The governorate li1aintains another set of 
project records. A similar procedure has just been agreed upon 
by the Stecl'ing Committee for OM1. 

2.3 EVALUATION 

The	 project paper proposed evaluating the following areas: 

(a) the	 impact of the project on its primary and secondary 
beneficiaries; 

(b)	 the nature and degree of beneficiary participation in 
subproject selection, planning and implementation; 

(c)	 the impact on ~he planning and imDlementation capability 
and productivity of the governorates and the cities; and 

(d)	 the changes resulting from decentralization in the 
delegation of authority, resp(\()sibility and resources by 
the central ministries and the governorates to the 
muni~i pa 1iti es. 

Under the evaluation line item of the project, USAID hired 
three FSN engineers to monitor project activities in the three 
cities as well as being a liaison between the resident advisors 
and the USAID project officer. They are responsible directly 
to the project officer. 

~his, the first eva~uation of the PCD project, was carried out 
from February 2l-March 18, 1984 by a four-pe~son 
interdisciplinary team ~lith participation of the three AID 
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project monitors. The team vi~ited ~ach of the three cities in 
which the project is being implemented and interviewed 
governorate and ,'lUnicipal officials, met with elected 
officials, visited the sites of subproject activity and 
interviewed private sector contractors. In each city, the team 
met with the resident advisors and reviewed project files, 
subproject documentati on, inc 1udi ng justificati ons and tender 
documents, and such engineering studies as were available • 

.., :." '.~ 

The team also met with the technical assistance contractor's 
Cairo staff, with reference to project management, training and 
master plan developr:lc'nt and informally reviewed training 
manuals and draft documents. 

The team was handicapped in evaluating this project by 1) the 
emphasis in the proje:ct paperls evaluation plan on project 
impacts rather than indicators of proc.,ess and performance; 2) 
the inadequacy of the annual work plani as standards against 
which to r.leasure contractor performance and 3) the lack of 
baseline data. In addition to considering impacts to the 
degree possible this early in project implementation, the team 
considered the: following issues: 

lntcsration of capacity building components and capital 
inputs and their mix. 

Sufficiency end appropriateness of training efforts. 

Utili7.ation to-date of project funding. 

Eff2ctiveness and efficiency of procedures in contracting, 
local currency financing and subproject approvals. etc. 

local contracting and the involvement of the private sector 

Relative contributions of AID, the contractor"and GOE 
central and local entities•. 
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3. STATUS OF PROJECT COMPONENTS 

3.1 J~lPROVED LEVELS OF INFRASTRUCTURE AND EQUIPMENT (SUBPROJECTS) 

3.1.1 StlltuS 

Significant results have been achieved in procurement of badly 
needed equipment and improvement to infrastructure in the 
three cities (Table 1). The needs addressed are similar in 
each of the cities and can be generally categorized as follows: 

-- Procurement of construction and maintenance equipment, 

-- Expansion of water and sewerage into unserved areas, 

-- Improvements to operating reliability of pumping and 
treatme~t facilities, 

-- Road and street improvements, and 

-~ Procurement of office equipment. 

The total a~ount of funds is lE 7,532,000 subobligated, of 
which 3,892,000 h?s been actually expended. 
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TABLE 1: Provincial Cities Development Project 
A110lmt Expended on Subprojects in LE 

City 

Fayollrn 

Tota 1 Value 
of LE ex­
pended 

1,168,000 

,. 
Total V~lue 

of LE Sub-
Obligated 

3,061,000 

Water ~~ain 

Impro yemen ts 
Extension$ 

212,000 
18X 

Sewer 
Ir.:pro vemen t s, 
Extensions 

135,000 
12~ 

Pump Station Roads 
&Treatment Construction 

Plants 
Irnprovemen·cs 

194,000 105,000 
17% 9% 

Trai ni ng Equipment 
& ConslJ It­

i ng Super­
vision 

41,000 468,000 
4% 40% 

Minia 1,530,000 2,576,000 225,000 
15% 

82,000 
&;Cl'
..IN 

624,000 
41% 

139,000 
9% 

21,000 
2% 

440,000 
28% 

Beni Suef 1,194,000 1,895,000 113,000 
10% ° 301,000 

25% 
0 76,000 

6% 
704,000 

59% 

Totals 3,892,000 7,532,000 550,000 217 ,000 1,119,000 244,000 138,000 1,612,000 

Percentage of Total 14% 6% 29% 6% 
u 

4% 41% 
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3.1.2 Observations 

Initially, in all three cities. local officials campaigned 
heavily for si~nificant procurement of construction and 
meintenance equlpment. This to a high degree explains the 
current imbalance towards equipment procurement which is very 
evident from Table 1. In addition AID agreed to waive source 
and origin requirements thus freeing the cities to purchase the 
equipment locally. This allowed for faster than usual 
procurement. The sUbprojects now underway and being planned 
contain significant amounts of water main and sewer extensions 
which should help to correct the current imbalance. 

In curre nt subproject~, success in provi di ng i ncre ased water 
service and sewerage into unserved areas has been low. To the 
best of the tCdrnls kI101~ledge, no households have been connected 
to ne\~ ~/iJter mains or se~iers to date. HO\,/ever, a ~igr1ificant 

nllmber of subprojects, part icularly those \'Ihich address 
extension of water and sewerage, will be underway in the near 
future. Great rressure is being applied by officials in all 
cities to extend waleI' service into unserved ~reas without equal 
push for concurrent sf:'\'lerage extension. Sub~rojects to date 
huve been succf:ssfu1, for the most part, in II wa lking a tight 
r0r'c- 1I and avoiding extr'nsiofl of water into urtseh'cred areas. On 
the other hund, significant areas of the cities already are 
served by ~ater and are unsewered. 

fxccpt for new intake works co~p1eted in Minia, the impact on 
~/ at cr QUC' Ii t ity t 0 date has been mill i r.J a1• I r. both 0 f the 
rc~~ining cities .improvements to raw water intakes are in the 
planning stage. Treatment at all fzcilities is virtually 
uncont.rolled due to the lack of flow liletering, chemical dosing 
controls and laboratory capability. These matters are being 
addre:;sed in current and pl anned subprojects. Some improvements 
have been made to pumping equipment. with more imminent. 
flrctrical sf:.'rvice interruptions'. which are frequent in all 
cities, have Leen addressed on two fronts. The procurement of 
standby generator sets has been completed and some work has been 
done on provision of new power lines. A public sector 
proc urE'ment prob 1em has ha/llpered actua 1 i nsta 11 at i on of these 
lilies. 

Each city has also embarked upon a program of distribution
 
~ystem valve location, rehabilitation and provision of valve
 
chamber5. This is essential as a basis for any leakage

detection work.
 

The wastewater treatment plants in each city have had, or are' 
still undergoing, some general repairs under the subprojects. 
Nonetheless, all three plants the primary sedimentation basins 
were septic with considerable floating sludge. It appears that 
tne sluoge removal systems are grossly lnaaequate ana are tne 
cause of these conditions. It is doubtful (supported by the 
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limited sampling and testing done as part of the master plan data 
collection) thot any removal of pollution is occurring at these 
plants. The conditions observed in the primary tanks more than 
likely are the main cause of this lack of removal. 

The construction and maintenance equipment purchased is for the 
most part appropriate for road work. Since very little road work 
is now underway in any of the cities, this equipment is largely 
underutilized and in some instances being misapplied. Selection 
of equipment should have been more oriented towards construction 
of water mains Jnd sewer laterals in narrow streets. Such 
equipment would be suitable to construction of water mains and 
trunk SCI'lers in less congested streets. 

Each city has been provided a new sewer jet cleaning machine for 
which manufactur"ers representative training is scheduled soon. 
All of the cities already have at least one other similar piece 
of equipment I'Jhich appr.ar to be in poor condition. How this 
older' equipment is lIsed is not clear; however, a coordinated 
program of routine sewer cleaning does not seem to be in place. 

As is indicated in Appendix F, the impact of many of these 
sul>;>rojects is dep·::ndcnt upon adequate O~.~:. This aspect should 
be c.onsiderecl in selecting and designing future subprojects and 
in designing O~M training programs around them. Manufacturers' 
training progr~ms for equipment operation/maintenance have not 
been suffici(~nt to ensure proper application and use of the 
cQuip::-lent. ~.'ith th~ ar;lOunt of equipment pur'chased, there should 
tJe the develop::lcnt <;Jf complementary training activities and 
programs for use and apclication. Specific instances are street 
maintenance and sewer cleaning (see Report by Zane Young for 
street mainter,unce),. Il.dditional short tenn TA may be needed to 
develop the ncc·~ssary activities to complement these procurements 
and sub;Jrojects. 

Currently, all cities have subprojects \"lhich involve metering of 
house service connections. The scope ranges from minimal in one 
city to fairly ambitious in another. 

Data reported by the cities, supported by the team's observations 
show that water metering is adequate and few water meters are 
operating. Since, demand is great and, apparently only one 
mil itery factory makes \'1 atel' meters v deli veri es are slow and 
unreliable. The TA contractor should seek out other sources 
since this will be a constraint as the distribution system
exp,)nds. 
looked at only one 'appeared to be working. Albeit a very small 
sollJpling, "it does support data available that a very high 
percentage of meters are inoperable. The provision of meter 
repair facilities in each city are very worthwhile subprojects.' 
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263.1.3 Visibility and Project Impact 

As subprojects are completed and infrastructure components
 
realized, the potential visibility and impact of the PCD project
 
on the residents of the three cities is marked. The municipal
 
staffs and elected responsibilities are supportive of the project
 
and are anticipating an increasing impact as system improvements
 
and extensions are made. Since the first subprojects are now
 
just being completed, initial impach on beneficiaries al'"e"
 
largely limited to the municipal workers who have benefitted from
 
training and to private sector contracto"s who are carrying them
 
out.
 

As the distribution and collection network is expanded, actual
 
benefits and the visibility associated with those benefits will
 
depend upon secondary mains and laterals and on service
 
connections. lhe city councils will be expected to bear the
 
costs and provide most of the labor for small mains and laterals
 
and in most cases provide labor to make service connections. The
 
mayors and the technical steff are hazy about the magnitude of
 
the work that ~ill be entailed. There needs to be an assessment
 
of the cost5, equipment, mani/OI'/er, and organization which will be
 
required. To ta~e one cxarnole, household connections, municipal
 
staff in Beni Suef make the connections with the customer paying
 
the municipality on a pC'r fileter basis for labor and materials.
 
As tile netr/ork expands, municipal steff ~rill need to expand its
 
operations or sub-contract for household connections. The Beni
 
Su~f filunicipal staff has seventy laborers who perform network
 
m3intC'nance and rnke Cvn~ct ions at a current rate of an
 
estimated 80-100 water connections a month and 60-85 sewer
 
conn(!ctions in 1923. h'hen current subprojects are completed,
 
there will be a sici~ific~nt increase in demand for connections.
 
Unless this ~roblr.nl in enticipated, connections will be delayed
 
or \'Ii 11 be made iit til'? expense of neh.'ork mAintenance.
 

hl (' (I Uate datad 0 not ex i ston the il bi 1ity 0 f poor h0 usehold s t 0 

connect to the system. Given the cost of new water and sewer 
service connections, even hOllseholds with an average income may 
have difficulty to pay this fee. '·lunicipal employees estimated 
the costs of sCller connetions to range from LE 100-lE 150 (LE 
15-20/meter, LE 50-70/required inspection vault). Hater 
connections are estimated to range from LE 80-LE 100 (LE
 
lO/mcter, I.E 30/'.':ater meter, ~,ith a LE 50 mi nimum). In both
 
Minia and Fayoum, city engineers indicated that there is a 
waitjng list of people who are unable to afford to connect and
 
who have applied for public assistance for service connections.
 
In Fayouol, public funds are so restricted that from a waiting
 
list of an estimated 1000 for new connections, 5 free connections 
havt:' been mude this year. The project could have a highly 
visible impact by identifying ways to facilitate service 
connect ions. 

• I " \\ 
", 

II 
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The efforts of the resident advisors in ~eni Suef to infonn and 
involve the elected council are commendable. They have met with 
the council to explain the project and have provided them with a 
map showing the location of subprojects. As a result t the 
Elected Council is now involved in selection of "popular" 
subprojects, those that extend distribution and collection 
lines. They are generally aware of but not involved in 
improvements to facilities and master plan recommendatio~s. 

3.1.4 Impact on the Private Sector 

Although unforeseen in the project paper t the PCD project has had 
a positive effect on the private sector of the three provincial 
cities through the implementation of subprojects. The large 
number of relatively small. i.e. low-value, SUbprojects in the 
three provincial cities has made it possible to retain local 
contractors under AID-approved bidding procedures. The impact of 
improved municipal bidding proce~ures developed by PCD is 
supported by private contractors as both clearer and fairer. 
Interviews with successful contractors suggest that PCD's funding 
and tcchnic~l assistance efforts have begun a trend in motion, 
which could have a ~ajor imoact on the construition industry in 
the provincial citi~st if properly reinforced. 

Governorate Construction Cooneratives 

~:ilny small contractors in the governorates are affiliated with 
local building societies, ....·hich were chartered in 1963 by 
Presidential decree !s jurisdictionally limited, nonprofit t 
self-help orgJnizations. Each governorate has such a 
cooperative, son:~ of which are more active than others. 
Cooperatives ere considered, and officially classified, as 
private sector enterprises. They have been actively pursuing and 
succeeded in obtaining contracts to implement PeD-funded 
subprojects in all three cities.)n bidding on government sector 
contracts, all ben~fit from some preferential treatment with 
regard to allocation of materials and equipment. The 
cooperatives arc prohibited from bidding ~r accepting contracts 
from public sector companies and from interfering with their 
members' rights to seek out private sector or governmental 
contracts independently from the cooperative's efforts. 

The Beni Suef Local Construction Society, for instance, provides 
an umbrella for 35 independent companies and 250 individuals, who 
share in the !lcllef"its of the cooperative's activities. The 
executive and clerical steff provides a variety of services, 
ranging from intelligence gilthering and marketing, engineer·ing 
and design services, cost estimating, bid preparation, 
construction monitoring, quality control and limited liability 
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insurance. TIle cooperative also provides storage and 
transportation of materials, inventory control and transportation 
of personnel. Its professional staff includes 7 engineers and 
architects. The annual volume of ccnstruction is estimated to 
range between LE 1 and 3 million, of public housing and 
infrastructure projects. 

The team did not have the opportunity to probe the deg: ~e of 
influence or rate of success of the cooperatives in Fayoum'~nd 
Minia, but, according to the Execu~ive Director of the Beni Suef 
Cvoperative Construction Society, the organization in the 
respective cities is very active. The nldjor problem he 
identified is the difficulty of obtaining capital resources for 
this organization and its individual members in order to speed up 
mechanization of the construction process and to improve the 
productivity of the work force. Each one of his member companies 
has a long list of equipment needs, ranging from basic hand tools 
to the hecvy duty trucks, bulldozers, diggers, scrapers, loaders, 
lifts, compressors, etc. 

J.e~sin9 of Const~uction a.~cL~!aintenance EauipmCJnt 

Contractol's on municipill funded subprojects are currently able to 
rent some equipment and tools from the municipal equipment pool, 
some of which have been procured with AID funding. Apparently, 
this practice offers the only opportunity for small contractors 
to bid on the largcr construction jobs. The charges are fixec by 
municip~l government officials ane are not based on a detailed 
cost accounting, maintenance and depreciation schedules. 

tbwever, AID-funded equipment procurements have been father 
limited so far, and the existing equipment pcol is insufficient 
to meet a growing demand. Most of the smaller contractors 
continue to rent equipment from other contractors, wherever and 
whenever available. According to the Executive Director, the 
charges levied by private contractors for the use of their 
equipment are generally lower than those fixed by the cities' 
motor pool. The lack of equipment and the use of inappropriate 
equipment is one factor contributing to the low productivity of 
small contractors. 

Governorate officials and contractors viewed the mechanization of 
construction activities as a critical goal to attain. This may 
offer an opportunity for private sector entrepreneurs to set up 
equipment-leasing operation on a local, regional or national 
scale. The high cost and specialized nature of construction 
equipment make it almost impossible for many small contractors to 
purchase such equipment and to utilize it in the most 
cost-effective manner. 
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Shortage of Skilled Labor 

Interviews of government officials and contractors revealed a 
significant concern about the lack of skilled technicians and 
laborers which, in some areas, takes on a critical diJTi~nsion. The 
problems are exacerbated at the local level by the phenomenal growth 
of the construction sector nationally and throughout the Middle 
Eastern Countries. Since the mid-60s an ever-increasing .number of 
Egyptian construction workers have gravitated from the provincial 
rural and urban communities to the primnry centers of economic 
activities and to work in the oil-rich countries. 

t~terial Sup~ly Short~ges and latent Demand 

Shortag~s in construction materials such as cement, reinforcement 
steel for concrete structures, asphaltic materials, etc. are endemic 
and partially a result of the inefficiency of the national 
allocation policies and process. It would be difficult to assess the 
impact of the material shortages or bottlenecks on the PCD 
subprojects. It wi 11 become a more significc:nt problem for the 
larger projects identified in the master plan, and should be taken 
into consideration \o/her! prepari ng implernentat ion schedules. 

Business Manaoement 
-----~--

M,st contractors intervi0wed by the team seem~d to have only a 
rudimentary understanding of business management practices and 
showed 1HUe concern abollt the introduction of modern methods as a 
means of improving their firm's competitiveness. A few indicated a 
desire to s~nd their sons to a business management sChool, if such 
W~~re available. I::>oe of the governorate universities/colleqes in 
Ninia and Beni Suef include a business management program i~ their 
curriculum at this time. 

3.1.5 RECOMMENDATIONS 

1)	 The implementation of subprojects has been both the incentive 
and the means for capturing municipal interest, introducing 
incremental change, and achieving rapid imract. A very 
substantial proportion of project resources should continue 
to go to the funding of subprojects. 

2)	 The ongoing subprojects could and should address more 
aggressively wastewater collection in unserved areas, 
particularly those already served with water. Such 
expansions do not need to wait for completion of the master 
plans. In areas of existing housing, the location of 
laterals and bri~ch sewers is primari ly determined by 
topography and location of buildings. Both are beyond 
influence of the master plan. 

\ \' 
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3)	 The resident advisors should be taking a strong role in 
directing improvements in/around subproject activities. The 
following are but two small examples of what can be done to 
improve the facilities installed under current and future 
projects. The cost is minimal but the potential improvements 
in product are great. 

-- The subprojects already underway which address improvement 
to water treatment plants are consistent and appropriate. 
Every effort should be made to expedite completion of the 
laboratory facilities, alum-feed systems and chlorine 
facilities. Completion of the labs will 3llow for routine 
testing of raw and treated wilter which \... ill be essential 
to the designers of new or expanded facilities. The alum­
feed systems working in concert with lab data will allow 
for more effective use of alum which is an imported 
com~odity. Conceivably it may even result in less alum 
being consumed. Current conditions at all plants are 
cxtrrmely hazardous regarding handllng and storage of ton 
chlorine cylind~rs. Accidental release of chlorine gas 
will have a disastrous effect upon a wide area adjacent to 
the plants. Furthermore, improved dosing equipment along 
with operating labs will allow for more efficient use of 
Chlorine. 

-- Ob~.ervation of the limited nur:lber of active construction 
projects indicated considerable room for improvement in 
construction techniques end dtte~tion to details. 
Con~rcte i5 still being mixed by hand with qu~stionable 

control over mix contents. Provision of small Cil'2chanical 
f111xers plus' uttcntion to batching requirements would 
I'csult in a far superior grade of concrete. Attention to 
construction joints of concrete manholes would result in 
less infiltration into the already hydraulically 
overloaded sewer system. . 

4)	 As was mention~d above, it appears that little, if any, 
mellningful trratrnent is taking place at the \'lastewater 
treatment plClnts in spite of completed or ongoing 
improvemQnts to the trickling filters and other units. It 
is strong'/y recommended that subprojects be undertaken 
immediately to correct the inadequate sludge removal 
system 'in the primary clarifiers. This will result in a 
significant improvement in removals of pollution rapidly 
at a modest cost ind is not in conflict with the master 
pl an. 
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5)	 The project should assist the municipalities to assess the 
manpower, financial and equipment requirements of the 
extension of the secondary mains and laterals and of 
performing household connections. Consider developing a 
service connection component to the project, i~proving the 
capacity of the municipality to make connections or to 
contract for them. 

0_.:':' 'Ill" 

6)	 Assess the degree to \'t'hich households are currently unable 
tO'make service connections and consider developing, on a 
pilot ba3is, a revolving loan fund for service connections. 

7)	 TIle Resident Advisors should continue and expand the 
awareness llnd involvement of elected councils in project 
activities. 

8)	 In strllcturi 119 the subproject cOfolponent, consideraL ion 
should be given to \'lays to enhance the project's impact on 
the privllte sector. 

9)	 t'1anufacturers' training is not sufficient to insure that 
equipment is appropl'iate1y and effectively applied. In 
key areas, such as sewer cleaning, this should be 
supplemented I'lith a more comprehensive program. 

~l.2 ~:ASTER Pl.M~S 

3.2.1	 Status 

Master plans cuvering water and wastewater for each city have 
been dcveloprd and preliminary drafts submitted to USAID in 
December 1983. Tile capital costs of the recommendations far 
exceed those anticipated in the project paper. In order to 
reduce the cost of recommendations for the stage-one works, 
considerable revisions are being made, primarily to the 
treatment and reticulation components of the plans. 

1\ revie\'l of the final recommendations regarding the major 
cclpital \'lOrks is currentl,}' lInden/ay at t:he steering committee 
level. . The CLwrent emphasis is on providing treatment 
fucilities with available foreign exchange and relying on 
current and future GOl financing fot' distribution and 
collection system expansions. . 

The scope of master plans \'las limited to be conceptual with 
order of magnitude costs developed. This is quite clear in 
the contract and \'las further reinforced in the \'lark plans. 

( 

)\. 
) 
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3.2.2 Ohservations 

As instructed by the Mission, the team did not review the· 
master plans in any depth. particulary where recommended 
criteria and system configuration are concerned. The approach 
to the preparation of the master plans was reviewed in 
somewhat more detail. Overall the master plans are structured 
in such a way as to successfully touch upon the key components 
at a level of detail consistent with USAID's direction and the 
\'lork p1ilns. Hith the exception of O&N. discussed be10\'I. all 
key areas seem to have been addressed. 

TIle major concern of the team was the absence of any material 
related to O&M of the recommended facilities. The team was 
advised that such was not in the scope of work of th( TA 
contractor as part of its master planning effort~. Regardless 
of contr<1ctua1 considerations, such information is critical 
for the municipalities to deve16p realistic OpNdti()n~ budgets 
and to train sufficient staff to levels consistent with the 
needs of ti,e expancl'!d facilities. 

local consultants have been engaged to do design studies. 
final design and c(lnstruction surveillance for most of the 
more complicated projects. The less compliceted projects are 
being pre:pared by municipal personnel with close supervision 
by the resident advisors and AID engineers. 

Since the cost of the ma')ter plan recor.Jlllendations far exceeds 
available funds, th~ choice'and staging of investments will 
affect the nature and timing of the benefits ~.o be expected. 
If sufficient funds (Ire not ava; laDle to finance the 
distribution and c'ollection systems. the benefits of plant 
impr(lve;"cnts \-:1 11 be reduced and the cost-beneri t ratio 
affected adversely. A review of trends in the investment 
budgets allocated to water and sewage investments in the three 
cities does not encourage optimism on this point. According 
to feasibility studies by P. B. Sabbaur. between 1977-1980, of 
the I.E 1,837.000 proposed by Beni Suef governorate. primari ly 
for investll:ents in sC\'/age collection, none \/as approved (P.B. 
Sabbour). I,lore recent figures sho\'1 similar trends. 

It appears. bosed on discussions with the master plan team, 
that considerable responsibility regarding planning of the 

. treatment and storage facilities will be pa~sed to a design 
phase. At the present time. consideration is being given 
to undertaking construction of the master-plan recommended 
treatment storage and pumping facilities by means of a 
single design-construct contract. The major advantage of 
design-construct will be completion of the facilities in a· 

) \. I 
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considerably shorter period of time. On the other hand, 
preparation of the bidding documents for such a contract 
will be very difficult, and given the conditions of the 
existing facilities, even a well-thought-through contract 
will be highly susceptible to claims for extra 
compensution. There are several reasons: 

~o	 Three cities are involved in the project ...~ ~ .. 
o	 Conditions of existing facilities al'e largely unknown L. 

o	 Lack of raw water Quality data 

o	 Relative geogl'aphic remotr.neS$ of \'lOrk from other project L 
sites 

o	 Need to maintain full operation of facilities during new l 
construct iun. 

Another opticn \':ould be to proceed in the conventional method, 
namely engage an engineering firm to do the design and prepare 
the construction documents. This \-/ould al101" for time to make 
detailed investigations into the structural and 
electrical-mechanical conditions of the existing facilities, 
perforiT: pilot testing so as to detennine the llIost suitable 
process f 01' tre atr.!ent plants and to perform more cJeta i led 
hydraulic anc1lysis on the Hater systems. itle design 
consultant could also prepare detailed operation and 
milintenance b::~g'::ts vinen tile ot'signs of the new and expanded 
facilities are near cOr.Jpletioil. Ad hce plant operating advice 
could be includ':!d in the services:- "'lnis \-/ould result in early 
improvt:r.rent in plant operation and some technology transfer to 
plant personnel. 

Another area of technical concerl) is the apparent lack of 
nehiol'k tlnalY3is on the existing water distribution systems. 
The approilch tllken is, in the team's opinion, inadequate to 
develop system expansion. Field measurements were limited to 
static pressure readings at various points in the systems and 
fl 01" tes t s I'/ere not perf ormed. 

Finally, the team is concerned about the apparent lack of 
significant involvement of the municipalities in the 
developl:Jont of the master plans and, particularly, in their 
subsequent revision and staging. As originally envisioned, 
the muster plans ~lolJld have been prepared in cl way \'lhich would 
be understandable to the Elected Councils as well as to the 
municipal officials and staff. While that may ultimately be • 
don!:, it has not been the case for the documents which layout 

I 
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the cities' options and on which the cities have been asked to 
make decisions. The draft summary of the recommended options 
which was presented to the cities and the Steering Committee 
for action is confusing, poorly translated into Arabic (at 
least one city refused to review it on that basis until it was 
corrected), does not include a full discussion of GOE costs 
(investment or recurrent) nor staffing and training 
implications, and does not clearly layout the impact o~the 

various options on service levels in the cities. 

3.2.3 Environmental Concerns 

The initial environmental examination (Project Paper, Annex H) 
concluded that, because watrr and wastel'/ater systems are 
operating at less than optimum effectiveness with resulting 
deleterious effects, the avera 11 project impact wi 11 be to 
improve the environment and human health. 

nle project \':as givcn a positive determination in compliance 
with the requirements of 22 CFR 216, "AID Environmental 
Procedures," because of the possible effects of wasteweter 
disposa1. Th~ ac.tion recoi:::j1~nc'2d \'105 that "a scoped 
environmental assessment of the effects of wastew~ter disposal 
be conduct~d prior to initieting djsbursem~nt for the 
construction or fjwterial modifications of \",'astev/ater plants" 
(Proj~ct Paper, Annex tI, p2). 

The subprojects funded and initiated to date have not 
constructed or m~terially altered wastewater olants. The 
draft master pl~ns. how~ver, do include construction of a new 
tl'icklin9 filtet' treatment oliJ!,t at 8eni Sud and the 
introduction of we~tcwatcr treatm~nt bas~d on stabilization 
ponds at /·1ini2 end the Fayou:;i. Each of these interventions or 
any other rroposed r.~odifjcat ion to sewage treatment \'/i 11 
require a scopod envi ronment a1 assessment \';l1i ch should be 
carried out before initiating of ' U.S. funding. 

In addition, when the project paper was reviewed for its 
envircHlmenta 1 ir.Jracts, it I'las anticipated that the fundino 
availabl~ was sufficient to fully fund complete systems, . 
including water and wastewater treatment as well as full 
distribution and collection systems for a 1990 population. 
With the cost estimates exceeding available funds, priorities 
must be established as to which works should be built 
soonest. Different implementation schedules represent 
different altern3tives which may have significantly different 
crtvironr.Jenta 1 impac t s. 

AID should be aware that there is a high level of local 
awareness and concern in the Fayoum about the environmental 
problems relating to drainage into Lake Oarcon. These 
prohlc';ls and tr.c ccr,:ern surrounding it should be considered 
in planning the scoping approach for the environmental 
asse:;snJcnt. ./\
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3.2.4 RECQf·!t·:ENDATIONS 

1)	 A scoped environmental assessment of the proposed 
modifications to sewage treatment facilities be carried 
out, including a consider&tion of the environmental impacts 
of different staging or implementation schedules. 

2)	 The team recom;nends that the more vi ab 1e alternat i veo is to 
go to conventional engineering services first and not to 
utilize a design-construct approach. In the event that 
USAJD/Cairo opts for design-construct, the team highly 
recorTIrTIC!nds that the TA consultant be assisted in document 
preparation by an organization 01' persons experienced in 
execution of process-oriented. design-construct projects. 
S'lch exp(~ricnce I,'i 11 be difficult to find; however, it 
should be sousht Ol/t. A c1aim-ri dden project will sure ly 
make completion of the badly needed facilities a 
long-drawn-out affair and most likely result in severe cost 
overruns. . 

3)	 The TA consultant needs to pay considerably more attention 
to the hydraulics of the distribution systems before 
finalizirn reco;.J;'lcndctions for expansion and lovpino • 
•!el1-('stahli~hcd methods are availllble for such anaiysis.
 
Cuncurrent \'lith this analysis, selected municipal
 
engineers should be trained in the basics of such methods
 
of distribution syslem an2ly~is.
 

4)	 1110 tear.1 strongly urgeS thilt, as soon as final agreement 
has been reached regaroin,::! treatment options, a 
cor,lpr(lh~nsiv'e study be mc10e ddOrE'ssing ~yst('m-wide 
operatiorJ end /flJinlenancc (both treatment and 
reticulation). If such is not in the TA contractor's scope 
of work, AID should find the means to have this work 
undertllken. The following 1s a list of the minimum items 
to be addressed: 

o Staffing	 needs by type, skill and number
 
_. -­

o [)evrloprllent of pOI'ler ane! chemical requirements 

o Maintenance equipment needs 

o Annual equipment and facility replacement needs. 

Following establishment of the above needs, annual costs to
 
providf.l for them can be developed. These costs must then
 
be incorpnratcd into the management systems component of
 
the project.
 

C: 
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Identification of staffing needs will be required by the TA 
and municipal staff responsible for training, not only to 
undertake the necessary training but also to allow for 
budgeting for such training and to anticipate future, 
recurrent training needs. 

LastlYt development of these O&M budgets should closely 
involve the resident advisors and key municipal staff. 

5)	 A clear presentation t in Arabic t of the staging options 
proposed should be presented to governorate and city 
officials. At a minimum, that presentation should layout 
the plants which will be built, the impact on urban 
services under various options and the assumptions about 
GOE (1I0PI1ASO/C-IJvernorate/I·1unicipal)financing of investment 
and recurrent costs. 

3.3 mrfwnn r·:urn CI P(\L CAPAC TTY: HiTROOUCTlON 

The stated purpos~ of this project is to improv~ and expand the 
institutional capacity of the three cities of BeniSuef, Fayoum 
and Minia, to identify, plan for, budget, finance, construct and 
maintain urhan infrastructure. The project paper anticipated 
that the resid'2nt advisors, svpple:r.ented by short-term technical 
as istance arId supported by the training prograr.1s. would provide 
advisory services to strengthen rr.unicipal capabilities in these 
key areas. It'2ithcr the rwoject paper nor the TA contract 
specifies \-,'hat activities will be performca or \-:hat stilndards 
~!ill he c1chi~ved. tior, apart from annual \'lOrk plans, does the 
contract call fOf, the imp1Gnentation plans in the manager.;ent 
area as proposed in the PP and \':hi ch mi ght have he lped to better 
define directions. As a result, almost two years after the 
arrival of the TA contrilctor, there is still no agreement as to 
the appropriate level of effort or scope for this key area of 
institutional ccpacity. 

Both	 the first and second work plans have tied activities in 
~anagement advisory services to basic reconnaissance reports and 
to the developm2nt and acceptance of implementation plans. One 
report, completed in July 1983, has been reviewed but has not 
been	 accepted by AID. A second amendment to it has just been 
requested following a meeting between USAID and the pen staff. 
Training activities, which s~ould be an integral part of and 
support to institutional developr.1ent have preceded clear 
understanding of needs and objectives on an agreement on how 
training would contribute to project objectives. As such, the 
activities have been ad hoc, reactive and have, to date, made 
only	 modest contributTejn-st"o the overall capacity-building • 
objectives of the project. (Table 2). 
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This is not to say that nothing has been accomplished. The 
project has adopted a strategy of "learning by doing," dealing 
with tasks and problems as they come up, primarily in the 
context of subprojects. To a large extent this approach has had 
an impact where it has been applied. There are, for example, 
significant improvements in the cities' procedures for 
procurement of goods and services. The quality of bid documents 
is significantly improved and technical criteria are being­
established and used for the first time in bid evaluation. 
~~wever, the team considers the approach in and of itself and 
the current level of effort are not sufficient to address the 
very seriolls deficiencies in municipal planning, operations and 
maintenance, contract management, budget and finance as they 
relate to urhan infrastructure. The team has several overall 
concerns with this as the sole approach: 

It is effective but labor intensive and therefore slow. 

It is directed at individuals who may not remain after 
rece h'i 119 on-the-job trai ni ng. 

Some' proble~s dCi.:and solutions ~:hich are beyond the scope 
of an individual's job. 

rhes~ rcscrvat ions do not suggest a 1ad of support for the 
concept of on-the-job training or learning-by- doing. They 
are an integr"al part. of a capacity-building approach which 
emphasizes rractical, realistic ctlanyes in incremental ste~s 

that peo;lle can see tlnd understand. However, if this approach 
is pursucc l ad hoc as the only ap~lroc:h, the total progress in 
car>acity··bl1"fl"cTri~ \:i 11 continue to be s 10\'i, institutionalization 
of challSic 1'1111 be ·difficult alld major areas may not be 
address0d. Tnc level of progress with respect to 
capacity··bui1ding, in large part, can be attributed to the 
strengths and limitations of thi~ approach. 

What is also clear from the project's success in key but 
circlI:iiscr1brd areas is that the city bureaucracies are 
responsive to cxtcr/)(]l assisttlrlce. The team was struck by the 
feet that, Hhe:rc assistance had been given, city employees had 
improved pi;rf ormi'lncc 1eV(ll sand I'/crc mot iva ted • These 
improverl,:!l1ls have taken place hefore the dis~rH)Ution of any 
incentives although several emrl(1yr~s did rais(~ the incentive 
Question I'/ith us, including several those \o/lio \'Iere putting in 
unpaid overtime on project-related activitie~. 

Although impact in the institutional capacity of the cities has 
been limit~d, it has hec1 sufficient to J~monstrate the 
flexibility and ..... i11 on the municipal level to I:Itlke changes. 
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The , imits of th at wi 11 and flex i bil ity ha ve not yet been 
tested. The team believes t on the basis of discussions with the 
municipal officials and the resident advisors that, even with 
the two years remaining in the project, significant progress 
could be made in the institutional capacity of these cities if 
immediate steps are taken to reach agreement on and implement 
the scope of the management program and the supportive training 
activities. By contrast t if an expanded, targeted management 
and training program is not implemented immediatelYt the project 
purpose cannot be achieved. It is critical to reach closure on 
the scope of the activities required, to agree upon an 
implementation plan and to clearly agree that the TA contractor 
"/i 11 impl ement it. 

It is difficult to evaluate an activity which has no agreed-upon 
scope or standards as objectives. As a result t the team has 
taken the somewhat legalistic approach of reverting to the 
wording of the project authorization as a statement, however 
nOll-specific, of overall objectives (Table 3). Specific 
components are discussed in the sections which follow. 

•
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TABLE 3: Improvement ir: Cities' Capacity with Respe<:.t 
to Urban Infrastructure tlnd Ser~ices 

Beni Suef Fuyoum .Minia 

Identify 3 3 3 
....,: l'''' 

Plan 2 2 2 

Budgets 1 1 1 

Finance 1 1 1 

Des i gn 3 2 2 

Cons truct (implement) 3 2 2 

'·lai nta i n 1 1 1 

AllocaUon 2 2 2 

Ut i1 i zat ion 0 f resources 2 2 2 

loca 1 cantri hution of O&~: 1 1 1 

Tot d 1$ lY 17 17 

Source: List of indicators is draloJn from the Project Authorization. 
Ranking is average of ranking by individual team members. 

Scale: 1 (low); 2 (below average); 3 (moderate); 4 (above average); 
5 (high) 

"\, \ " 
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TABLE 2: Courses Offered in Relation to 
Objectives of Provincial Cities Development Project 

Project Objectives Courses Offered Number of Trainees ... 
C~pita 1 Proj ect liquid and Gas 8 
Ident ifi cat i on Pi pc 1i ne NeblOrk 
and [).~s i gn Des i gn 

Planning, Budgeting 
and Fi nanee 

Construction 
J:anagcf7lent 

President's Program 2 
Public Adminis­
tration 3 

'5 

Procurement and 
Contract ing 55 
Project Controlling 
and ~:onitori ng 38 

9T 
---- .._----_._-_.
 
Operat ion and 
t:d i ntcntlnee 

Pumps and ~X:ltors 51 
Heavy EQuip~lcnt OE-I11 B 

'Chlorination 40 
Diesel Engines 18 
Fluid Systems 7 

124 
-------------------------_._-----

Other English Training 106 

Training and Trainers 2 

108 

TOTAL 338
 

Source: Hilbur Smith AS50CirJtcs t 
March 1984. 

Summary of Training Activities, 

._r!. 
. I i .... ,

, 
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Some agreement exists between USAID and the TA contractor on the 
following priority areas for current emphasis: organization and 
management for water and sewer services; financial management; 
contract management; and O&M. Issues which need resolution are: 

-- The relative emphasis on analytic work resulting in job 
descriptions and organizational manuals versus implementation 
and experience based on learning. In the team's view).~his 
should not be seen as an either/or issue but a question of 
what the fJl'oper mix and timing should be. 

ll)e ,"ole of the resident advisors in implementing the 
program. particularly in view of their continued role in 
subproject implementation and difficulties in communication. 

--	The need for expatriate short/long term technical assistance. 

-- The need for coordination/ilQreerncnt \'/ith GOE officials on the 
national level to sanction any proposed changes or pilot 
act ivities. 

RE cor·:~·f. rID ,a, TIO /;S : 

1)	 That AID and the lA contractor agree that the following are 
the priority breas for ~anagement and training interventions: 

1) Organiz2tion and manase~ent of water and sewer services 
2} Financi (j 1 ~:,~nogem·:nt 
3) Contract Manaoement 
4) Operations ~na ~aintcnance. 

2)	 That an implementation plan for a management progrC'm be 
presented by the contractor at a formal meeting \'/ith USAID 
staff and agreed upon within ~O days. 

3)	 lhat consideration be given to adding one Egyptian 
profess iona1 to each city staff to reduce the burden that 
subprojects place on the resident advisors and permit them to 
focus morc of their efforts on implementation of an expanded 
management program. 

4)	 That additional and improved translation services be found 
for the r,11erican resident advisors to pennit them to function 
more effectively and to reduce the use of ~gyptian advisors 
as translators. 
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3.3.1 Planning, Budqet and Finance• t _. 

3.3.11 Status 

In fannal terms, these a~pects of the peD project have 
received little attention from the training program (Table 2), 
short term technical assistance or, according to the annual 
\'/ork plans, from the Resident Advisors. Generally the' 
Resident Advisors have surveyed the organizational structures 
and processes of municipal department functions and have 
tested (in at le~st one specific case) the ability and 
willingness of municipal leaders to make minor modifications 
to lines-of-authority in order to bring about a more effective 
and efficient organization. 

Due to other pressures and priorities, little has been 
attempted or accomplishe( in the arena of buc::et or finance to 
d,lte. rovenants in the project agreement Cil 11 for a GOt" plan 
for revenue generation and best efforts to'o'Icrd developing a 
system of re'lenu(! retention. This is the time to decide how 
to approach the rE-venue Question I'lithin the context of the peD 
project. In the current organizdtional context, the 
appropriate focus on budgetary Questions on the municipal 
level appears to be on estimating costs of operations and 
maintenancc and dcvelouing justification techniques and 
management approaches for use in the bud~et process. 

On the r€'venue side, ~h(,t'e is interest and there are 
sub~rojccts to i~prove water revenue collection by purchasing 
~/ater r;letCr"S •. In one city, a study is unclen/ay by a local 
consulting engineer to serve as the basis for a program to 
improve water meter repair and calibration. However, one can 
question the incentive to collect revenues more aggressively 
in the absence of the ability to retain them. 

3.3.12 Observation 

The performance of municipal planning. budgeting and finance 
and local aclifdnistrative activities is controlled rather 
pervasively through central authorities (Appendix C). The 
influence of central agencies over internal departmental 
affairs is equally pervasive. This project represents an 
attempt to increase the participation in that process by the 
lowest levels of provincial municipal government. 

, 
/ 
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The influence 0; the central government shows weaknesses in 
certain critical areas, which offer unique opportunities for 
project intervention, such as in the training of personnel and 
the streamlining of organizational administrative functions to 
achieve labor productivity and organizational effectiveness. 
The structure and pr9cess of departmental management and 
administration is largely determined by the Central Agency for 
Organization and Administratior. (CAOA). Among other guidelines, 
the agency prepares and issues prescriptive job descfi~tions for 
local emoloj~ent and assigns positions or classes of positions 
to the nationally applicable pay structure and oversees other 
aspects of personnel management. Subject to review and 
adjustm0nt by the Ministry of Finance, the CAOA has jurisdiction 
over budget requ0sts for all personnel services (Bab I). 

The Ministry of Finance is responsible for the review and 
approval of requC'sts for materials, supply and Ot<~' services (Bab 
II) and carital invC'strlcnts for all infrastructure (Bab 111). 
In addition, the t':inistry prescrib~s policies and procedures for 
revenue udr:Jinistration, fo,' recording and l"eporting of 
collections and for accounting of disbursements. The Dub1ic 
\'lOrk!; d~p(jrtfllents generally have no direct respon~ibility for 
nor influence over the local budgetary decision process, but 
they can and should be prepared to justify their Bab I, 11 and 
111 funding requ~sts with facts, logic and persuasiveness. The 
USAID focus~d sul~roject justification process may be ~ good 
basis for discussing the peculiar needs of the local and 
national budget reauest justification process. However, the 
requirc::lents 2nd procedur'2S ~:hich have been developed to n~12et 

AID reauircmonts are not necessarily suiteble for the Egyptian 
programming an9 budgeting process. 

Other standards and procedures of importance to the water and 
sewer program in municipalities are those set by the Ministry of 
Health, as regards enforcing bacteriological and chemical 
standards for potable water. ,he tlational Orqanization for 
Potable 1·later and Sanitary Drainage (NO?HASD) responsibilities 
range from fonnulating policy, constructing facilities, 
researching and settling standards and procedures, and providing 
technical advice and training for the 0&/·1 of water and sewer 
facilities, after OI'lI1ership has been transferred to the 
municipalities or governorates. 

As is cormlOnly the case with centrally-administered 
policirs and prccedures, the design and approach reflects 
the vie\':point and need of the national administrative units 
and not necessarily the needs of local administrators. The 

I \r
L\· 
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administrative framework designed by CAOA and others could 
be characterized as the "l owes t common denominator" in 
order to accommodate the large variety of local units of 
government. The restrictions on deviating from the norm 
are not really found in administrative law as much as in 
fiscal realities, i.e. the force of budgetary constraints 
and the lack of incentives to bring about change. AID's 
decision to intervene at the departmental level may bear 
fruit because of the magnitude of financial incentives. 
offered to the three provincial cities. 'Whether the" . 
results could be transferred to other cities not 
benefitting froOl the fina~cial incentives remains to be 
seen. But, in any event, it would require the cooperation 
of the respective national organizations, and presumc1bly 
the provision of additional resources. 

Discussions with local government officials in the three 
cities clarified that adjust~ents to the CADA prescribed 
organizational/administrative structures can and have been 
made. The organization charts of the municipalities and 
govcrnoretes arE' similar in content and in relationship of 
municipal functions to the responsibilities of the 
('xecutive iJnd legislative branches of govern:;Jcnt as defined 
in niltional 1a...:. Tile vJriations in the: arranGement of 
functions G~ld lin0S of authority seem to be reflective of 
thc rcrs.onal relationships within the municipal leadership 
group as ..... ~ll as the de~Jree of oolitical control exercised 
over the disbursem9nt cf funes and the collection and 
record~tion of revenues. 

Tire ca;lllcity of provincial cities to fund O&M activities 
for thC'ir respective \'/ater and sewer systems is closely 
related to si¢nificant financial constraints described 
abovE.', i.e., the dependency on central government subsidies 
and grants-i~-aid, and the limitations on and reluctance to 
raising local revenues. Past expenditures for W/S capital 
invi:'strncllts and Ol~r,; activities have been clearly 
insufficient to :,Jeet the local needs, and current 
HpC'nditlJres. ~!hat ~:ill happen after tile system 
improvements have been implemented and require heavier 
outlays for O&M activities should be of concern to all 
involved. ­

NOPl-!/\SD, under the direction of the Ministry for 
Development, is responsible for all water and sewer 
i nves tlllent act i vit ies throughout the country--e xcept for 
those activities in Cairo and Alexandria: Local 
governments have resprnsibility only for the O&M 0f 

, 
..... 

\" 
I 
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existing systems. Budget allocations for both Bah II, i.e. 
O&M expenditures, and Bab I I i.e., Investments, are 
influenced, if not determined by NOPWASD's priorities, and 
are only parLiJlly responsive to the locally identified 
needs. HO\-Iever, it is difficult to say just \'/hat the local 
O&M needs are and what they will be once the new systems 
are in place. Standards have not yet been determined ard 
cost estimates have not yet been prepared. Consequently, 
it is important to determine \'/hat Orl~l requirements are ," 
currently and what they will be under the proposed plaos. 

Several institutional/organizational options have been 
advanced which would insulate the water and sewer system 
funding needs from the vicissitudes of the perennial budget 
battles. These options include the establishment in fach 
city of a: 

o Water and Wastewater Authority, or a 
o Hater and rtast('~;ater Compllny, 0/4 a 
o D~partment of Water and Wastewater 
o Other variants. 

While an independent entity would theoretically provide a 
greater autono~y in the collection, retention and 
cxpellditurt's of user cherges, th~ latter aims at 
strengthening the existing public works departments, 
particularly with re;3rd to their technical, managerial and 
finJncidl capabilities vis-a-vis the local and nationc.l 
decision makErS. 

Each governor and mayor we spoke to openly discussed issues 
related to tariffs and retaining revenues and were oware at 
least of lhe ootion of ~stablishing independent water 
companies. They ",'ere complt" :ely una~/are, hOI-lever, of the 
magnitude of costs required on a recurrent basis to operate 
and maintain either the current system or the proposed 
expansion under the master plan. In addition, they \'Iere 
understandingly reluctant to me;ke chc1ng2s \'l'h,ich might have 
the rffect of reducing the budget subsidies they currently 
rely upon. They also related their ability to in~rease 
revcnues to ir.lproved servi ces. It shou 1d be rl?cogn i zed 
that the program in the provincial cities is planned to 
have an important dnd visible impact on the level of 
service s. It may be pass i b1e to see movement on the 
revenue question in this situation much more readily than 
in the more politically visible primate cities. 

n 
i ')
\ 
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One TA contractor report notes that CADA job descriptions 
appear to be much less detailed and thus less confining, 
with respect to the duties and responsibilities of the 
technical personnel than of the general administrative 
staff. Thus, latitude exists for assigning responsibilities 
in response to local juagments about specific local needs. 
This finding presents an "open door" through which a 
variety of changes could be introduced dealing with 
specific job description and performance expectations, 
training requirements, promotion opportunities, pay sc~les 

and incentive systems. 

3.3. 13 

Despite the lack of a guarantEe that the objective will be 
achieved during the life of thi!:. project or by its direct 
action, it is possible and necessary to take concrete 
actions ~hich will lay the necessary foundation for 
financiill vi~bi1ity. 

1)	 The first step is to create a"/areness on the part of 
governorate and municipal officials of the magnitUde of the 
financial require~cnts they fa:e to operate and maintain 
the sj'stem. 

Assess the O&M of current facilities and the 
impl ications of the ir.ltJ1e;I'~lltation of the master plan 
and present thes"! to the md)'ors and governors 
(requested by the Mayor of Fayoum). 

With the municipalities, establish a cost accounting 
system so theft they have the capacity to assess their 
requirernent5 on i1n on-goi/lg basis. 

K:1I:e 9rcatcr and more effective use of hilerican 
long-term advi ~Ol's ai1d i ntenilittent short term 
advisors to respond to ci.t)' needs in thi s area and to 
stimulate interest and action on the part of city 
officials. 

2)	 The second step is to strengthen the cities' capacity to 
collect revenues. Even today, water reVEnues constitute 
tho single largest source of revenue which the cities 
collect and retain and subsequently pass on to the national 
treasury. In cilrh city, 'fIe heard about i nadequac i es of the 
\-/ater nlot (lri ng sys tl:fl1, broken water meters, inadequate 
numbers of and unmotivated meter readers. If tariffs were 
raised tomorrow, Beni Suef, Fayoum and Minia would not have 
the systems in place to collect them. 

I I 
l.. \ 
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3.3.2 Operation and Maintenance 

3.3.21 Status 
. 

In all cities a "paper" organization is in place which is 
charged with O&M of both the water and sewerage systems. 
Budgets for maintenance are merely a token amount of what 
is actually needed. Staff is thin and needs intensive 
"hands-on" training consistent and concurrent with .' 
subproject improvements and planned as part of the master 
plan recommendations. 

More than a third of municipal employees trained under this 
project have received training in 0&1>1. HmJever, this 
training appears to have had a negligible effect on actual 
O&M of existing facilities. Officials in each of the 
cities adnor/ledge the importance of 0&1·1 but have only a 
vogue "otion of what is needed both in human resources and 
fiscally. Until a more systematic approach as a part of a 
management program is implemented, as required by this 
project, the above situation will continue. 

3.3.22 Observations 

All water treatment plants suffer from lack of suitable 
m~ans of process control. No raw water or product water 
Quality test;n~ is br.ing perforrred. Chemic~ls (f\lu~ and 
Chlorine) are being auplied without any knowledge of dosage 
.'cQu;rcments. Procf2Ss units are essentially flow-througn 
devices. HJW much trcat~ent is taking place under such 
conditions is unknown. The quantity of water being treated 
is also unknc,dn beyond a rough estimation. 

Nost of the above c.on~l!ents a1so apply to the wastewater 
treatment facilities. 

. 
Based upon discussions \'/ith assigned municipal staff and 
casulIl field observations, current maintenance of the water 
and SC\1er pipe systcr.ls appears minimal and totally 
inadequate. /·:aintcnance is limited to repairs to ruptured 
or badly leakirlg wi)ter mains and random cleaning of sewers 
(probably driven by problems resulting from serious 
hloctages). All cities have some sewer cleaning equipment, 
hoth old and recent U5AID-furnished. The new USAID 
equipment has been hardly used and the rcsirlent advisors 
are awaiting training from equipment factory 
representatives for city operating personnel. 
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In spite of the above, it should be pointed out that no 
leaking mains or sewage surcharging onto streets was 
observed in any of the districts visited in the cities. 
However, not all districts of the cities were visited. 

One particular point of concern is the lack of safety 
regarding handling of chlorine gas cylinders at all 
treatment facil ities. In every case these faeil itiesare 
very near the center of the city (particularly the Minia 
and Beni Suef water plants). Rupture of a cylinder or 
valve malfunction will have disastrous results on 
populations locatedl::Tthi n a I-/ide radius of these pl ants. 

All three \'lastel-/atcr treatment plants appear to be 
accomplishing little removal of solids and BOD (verified by 
limited testing data in the data gathering reports). In 

"all plants, the primary clarifiers arc septic and covered 
with sludge blankets. Downstream aerobic treatment may be 
a futi le effort. Current subprojects do not address steps 
for resolving this prOblem. 

Brief conversations with water plant operations staff 
indicate a general understanding of what is needed to bring 
their plants und~r control. The "'a,;te...'aLr treatment plant 
operators appear to be content that sewage is passing 
throllS:-t their plant without any concern over ..... hether or not 
any meaningful treatment is happening. 

~lair,tC'nance of both the treatment facilities and 
distributic~-colle:tion nctwork~ is virtually nonexistent. 
This is to a larg~ degree caused by lack of bUdget coupled 
with operating ~ersonnel untrained in routine maintenance. 

1}	 Implement the management systems component of this project 
tlith priority to at/-I. t1Jdify training programs as 
discussed in Section 3.4. 

2}	 As the more comprehensive au·, program is being developed, 
there are many opportunities for resident advisors and 
short-term consultants to provide uhands-on" training. In 
doing so, they can contribute to improved operations of 
systems, enhanced capacity to operate, better understandi ng 
of what is needed to operate water and seweraoe facilities 
and increased morale resulting from the knowl~dge that one 
is running a viable and effective system. Furthermore, 
these steps can be achieved quickly, at reasonable cost an6 
",ith avai lable TA consultant resources. The "hands-on" 
aspects will very effectively supplement the more 
comprehensive training and management components of this 
project. 
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The most important single effort of the resident advisors 
regarding O&M will be to instill an understanding in 
appropriate municipal personnel of the value and need for 
sound O&M. This can best be achieved by frequent 
discussions and development of simple and appropriate 
procedures. Also, who are the appropriate municipal 
personnel requires definition. More ambitious programs 
will be the responsibility of the management development 
component of this project, but the simple day-to-day 
procedures above will provide a sound foundation for 
implem~ntation of whatever procedures come forth from the 
management program. 

The recommendations which follow are offered as samples of 
types of activities which can be undertaken immediately and 
do net i nvo 1vr. any sign ifi cant cost commitments. 

A program of daily raw and product water sampling and 
testifi9 of a minimum amount of parameters should be 
established im~ediately. This will reouire exoediting 
the purchase of certain lab equipment \"/hich is 
scheduled under the subproject program. Furthermore, 
it will require some training and monitoring of plant 
personnel chargecl ...lith pcrfoming these tests. A 
system of careful recording of all data should be 
established ane carefully ~dintained. In addition to 
tightening up plant operation, these data will be 
essential to the designers of the plant expansions. 

This program should be looked upon as an interim, even 
emergency, slep and not in conflict with the longer 
range plant operation training program and manuals now 
being dcvelop~d by the TA contractor. In actual fact 
this program can be readily integrated into, the larger. 
more f or:~J lone. 

Development of this interim program should be a joint 
effort of the resident ad'/isors and the blO expatriate 
trainers. The trainers would be responsible for 
outl~ning the technical elements and the resident 
advisors for implementi~n and monitoring. 
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-- The water distribution systems are currently undergoing a 
program of valve location and valve chamber installation. 
Aprogram should be developed by the resident advisors 
which addresses the items listed below. This will initiate 
a significant stal't on routine distribution system 
maintenance. In addition it would establish information 
which will be essential to execution of the leak detection 
programs recommended by the master plans. . .• ' 

Water Distribution Svstem Maintenance Prooram. "'-­

-- locate all existing hydrants and valves greater than 4 
inches. 

-- Operate each valve and hydrants. Check for problems. 

-- Hake repairs 0" identify as inoperable and mat'k for future 
repl acement. 

-- Upgrade existing maps and provide specific locations (ties) 
for each va he. 

-- Develop a cat~ file system which indicates valve 
condition-type date of last operation. 

-- Cor.clence a 1imited but systematic program of flushing 
m~ins. (Du~ to current water shortage, this should be 
limited to knOl'm problem areas.) 

-- Each city now has at least one sewer jet cleaning machine. 
As mentioned ea~lier, training by a representative of the 
manufacturer in the usc of the machine is forthcoming. In 
addition to that, development of a systematic cleaning 
program should be established. This could be done by the 
resident advisors with minimum outside help. Similar 
programs established in Cairo and Alexandria can be drawn 
upon with visits to counterparts in those cities by 
selected municipal personnel. 

3.3.3 ~er.lgntation o~ital Projects 

3.3.31 Status 

The resident advisors along with the AID engineers very early 
in the project addressed the need to improve the ability of 



-47­

the cities to procure goods and services necessary to maintain 
and expand their infrastructures. The result has been a 
significant improvement not only in procurement documents but 
also in methods of evaluation of bids leading to award. 

At pre~ent all cities are utilizing the services of local 
engineering consultants to prepare reports and designs. 

Municipal capacity to inspect construction works is quite·poor 
and needs significant help. 

3.3.32 Observations 

The greatest success to elate is in the area of procurement 
procedures. All cities now have personnel who understand and, 
most importantly, believe in the nevI procedures. Discussion 
~/ith local contractOl'S reveal s unanimous support of the more 
stringent, but clearer and more fair, procedures. No apparent 
adverse effect hus developed \there contractor pricing is 
concerned. 

New project monitoring methods are in all cities largely based 
upon the traini"9 (Ollt·S~ given under the project. However, 
there ~,ec:ms to be some divergence of eppl icalion. One major 
QIf (' :; ti (t II i n G11 cit i esis yo' hethe r 0 r not the ne\'J method s are 
in fact catching on in the municipalities. Currently the 
r('sid~>nt advisors and I\ID engineers (:rc taking the lead in 
project monitori n9. J\noU:cr QUt?st ion is the adequacy of the 
nlethods reguGins the reliabiiity of infonnation used. 

The tram revic''r'fl:d sa~;plcs of various types of procurement, 
cvaluJtion and ri1onitoring documents. Follol'ting is a sur.rnary 
of observations regJrd ing these documents • 

.fs~!l~~_~_r!~_~l~i'rlenJ".: Samples of the very simplistic 
clocurficnts \'lliiOI I'ler!: utilized pri,or to the project I'/ere seen. 
TIley usually consisted of a few general paragraphs. The 
current docurrl':'nts \'/ere vcry dotai led and easy to interpret. 
l1JeY ~/('re a vas t irnpr0vCHlent and need very 1itt 1e further 
i mpro v('me nt • 

Construction: Previous practice was to tender pipeline 
construct ion r/ith only a rudimentary location sketch and 
minimum technical specifications. Payment methods "/ere 
confused and overly sililplistic. Documents now being prepared 
sl1ol'/ a very 9reat improvement. Pl ws shor/ing locat ion of the 

/ 
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new work include information pertaining to location of 
existing utilities which will be encountered. Talks with 
contractors indicated that crossings of water pipes was the 
greatest cause of problems in the past. These are now 
indicated on construction documents. The technical 
specifications and ~boiler plate~ are quite complete and more 
clear ly es tab 1ish the contractors respons i bil it i es. Payments 
based unit pri:cs established in the bid are clear and easy to 
follow. . ... 

In addition, similar documents prepared by a local consultant, 
A. Harith, Cairo, \'lere revi£~\\'ecJ. These I'lere for more complex 
works which arc beyond the present capability of the 
municiptllitics to tilke on. The documents \'1ere superior' Clnd at 
tl level one \'o'olild expect frOI71 an expatriate firm. 

Bid Fvalui'ltion Proced:!res: Prior to rco, bid evaluCltions 
llSu-ii·fi);-l:o-n-;'Tst.·c-T()F-::In~l1cti on i nvo 1vi n9 those who put in 
bids. A,':iJrd 11,1(1 little rcllltionship to the technical bids and 
ah:ay:> \'f lJ S bas cdon tile 10 II' est lJ I' icc ~l ith0 ut c3 nyc OilS ide I' at ion 
gi\'C'n to r:O,:;p0tf.'l1~e. 

Currcnt cvalud ior, procedures are ir::proved and more closely 
(0110 ...: rfquin':~cnts and procedures established in thc bid 
dOcuf';unts. Qualificlltions and experience weigh more heavi ly 
ill (l;.:urtJ decisions. The tea;:] hilS told of several instances 
tlher£' il 101': biddr-r- ~'a5 pesscd over due to past poor 
pcrfor,i1ance or iad: of capiicity to do the work. 

Pr(lClll't'I;~'rl~ of 1.(1::,'1 Con~,lIltiro:: Enoin':('rir,c Services: In the 
pa-~oCli'(:r~e-o:-~r~i~'(-j-t 1:: Stla2- il rl)' r,wa-rllng1urex perl encOc i n 
sC!lectif"~! and cr:9f.\ging consultir,g t?flgineers. The TA 
consult~nt, Hitl1 considerable assistance by the AID engineers, 
tus developed ancJ testecJ d process ~lhich Harks extremely 
well. Several contracts have been signed and others soon to 
be pursued. 

The process is vcry much in line \':ith AID's, namely a two­
envclope system cOlllprisNf of a technical proposal and a cost 
proposal. The first-ranked tecnniciJl proposal is invited to 
negotiate based upon costs included in his second 
envelope-cost proposal. 

A review of design reports and construction documents prepared 
by a local consulting engineer showed excellent and very 
professional work. This same consultant is involved in work 
in two of the cities. In one of the cities sewer plans and 
profiles prepared by the municipal staff were reviewed. 
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They were a great improvement over pre-PCO drawings, but were 
still inferior to those prepared by the Cairo-based 
consul tanto 

Construction Monitorinq: Procedures for monitoring 
cons tl'uct i on lJ~o9rem/ere a1so developed joi nt 1y by the 
resident advisors and the USAID engineers. Before this, such 
procedures were unknown. These procedures were initially 
transfened to nlunicipa1 person:1e) in truining seminars in' 
which one USAID engineer assisted. The team saw examples of 
these proc(>dut·c~) being applied in each of the cities. The 
procedures include progress bar charts and cash-floh' 
monitori ng I·,ith careful documenti'ltion of all key actions and 
milc~t()ne5, 

Thrsc procedures ilre I':ell conceived and appCi1r effectively 
used ill \111 cities. HOI·:ever t t.hey are elltirely dependent upon 
r'e1iilble infon;;ation cO~:lirl~ in fror;; the field. ltlis point 
requires particul<Jr c:7ll)hilsis since indications, based upon 
discussions ~:ith ttl': resident advisor:;t arE' that this 
info!1;i<Jt ion is riot re1iiltJle. This is one crea ~:hich requires 
ur~('nt att~nt ion 2nd nreds ceJrefully designed and sequenced 
trainirlg pr()~r·(l~IS. 

COrt$trllctioll at tlli s t ir.;c is 1ir.Jited to s::lall pipc1 inc 
installation (both Sc.:',i·':fS anG ...·Her mains), minor civil works 
irrprovu:1C'lts all·j 011(' si:lc11 sC'~:cg(: lift station. Casual 
obs(>rva~ion indicated UllJt substantial irq:wovcl'lent ;s nEeded 
regarding attrntion to details. An exa~p1e is very poor 
le\'eli/19 and finishing of t.lle concrete $liJbs cast for setting 
of n('l'i gC(l!:.'r?tc'l' S!?ts. The s l.::/:;s y,'Cft? rC:cJscncJb1y well fonned 
but the sl1rfr.;c~~ la;./:cd scrrenin9 and ~:ere covcred with foot 
prints. T\oicnty minutes of attr?ntion plus aoe'lucte protection 
during curing ~(l111d have resulted in a far better final 
product. lhe municipal inspectors need a great deal of 
guidance from the res idcnt advi sor.s regardi ng attent iorl to 
deta i1 s. 

~lorc significant improvements in construction surveillance and 
monitori n9 are nceded and shaul d be an irnportMlt part of the 
management improvement program and its related training 
activities. 

3.3.33 RE CO I'~:':': NDAT 10 lIS 

1)	 As was discussed above, the municipal construction 
inspectors appear to be deficient in enforcing the 
contractors to pay attention to d~tails. Current works 
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are small and unsophisticated. When larger and more 
complex works are commenced t such lack of attention to 
detail will result in poor construction. ' 

2)	 Continuation of the use of local consultants to undertake 
studies and prepare documents will most likely continue 
well into the future. Municipal staff should be closely 
integrated into these projects t and where practical t.,., 
secunded to the consultant. The use of well-qualified 
local (generally Cairo-based) consultants presents 
opportunities for the transfer of skills and technology 
to provincial staffs. In two cities a construction 
surveillance contract to a local consultant is planned in 
the very ncar future. 

3)	 The resident advisors should take a much stronger role in 
coaching cllHI guiding municipal inspectors in proper 
attention to construction detail. If good habits are 
instilled on the current small projects t they ..... ill be 
enhanced i:S more complex projects are undertakrn. 

4)	 Gradual lessening of the role of the AID engineers and 
the resident advisors in the actual monitoring of 
projects should be started. Their·involvement should be 
limited to spot checking and coaching municipal personnel. 

3.4.1 Status 

10 date t a total of 338 people have been trained in 18 
traini ng courses conducted under the reo project (see f\ppendix 
0). Of these courses t five have been done in-house: an 
orientation semin~rt an introduction to pumps and motors t a 
chlorination workshop, a procuremcint and contracting course, 
and a project controlling and monitoring courses. Training 
manuals were prepared for the 1ast three. The follmdng 
courses are being designed and manuals developed in-house: 
prevent ive rna i ntenance t project eva 1uat i on t 
training-of-trainers, wastewater treatment plant operators t 
wastewater collection system O&M training t wastewater 
distribution networks operator training t water treatment plant 
operator training. Other accomplishments include: 

identifying local training programs and matching tllose to 
urgent-need training, 

establishing a job description for and selecting muncipal' 
training coordinators 
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with the help of the municipal training coordinators, 
conducting a job classification survey in Beni Suef and 
Fayoum, 

conducting a walk through assessment of two water 
treatment plants in Minia 

developing an Arabic translation of key water and ., :,'.' 
sewerage technical terms. 

The purpose of the project is to improve and expand the 
capacity of the three governorates and their capital cities to 
identify, plan for, budget, finance, design, construct and 
maintain urban infrastructure and services at the municipal 
staff level. II cadre of trained municipal staff is an 
important indicator of this capacity-building purpose. To 
achieve this trained cadre, the project paper proposed 
diagnosing the financial management practices and procedures, 
the budgeting and planning process, the organization and 
OIanagcril0ilt ill:llJding personnel functions, and the OU1 
functions. This would lead into the training program and 
specialized short-term assistance. This strategy was carried 
over into the TA proposal. This approach changed in the TA 
contract which specified that the advisors will not be 
expected to perform a detailed diagnostic review. 

The contract specified five training tasks: 

(Ji. )	 aS5essir,g nlunicipal training needs; 
(B)	 identifying local training programs; 
(C)	 identifying a~propriate international training programs, 

including long- and short-term training; 
(0)	 establishing in-country programs: 

a.	 training of key managers 
b.	 traini~g of-trainers 
c.	 on-tile-job trai ni n9 
d.	 5pecial skills training 
e.	 developing training Gourse materials. 

3.4.11 The Role of the TA Contractor 

Tra ining is one of three major areas in the TA contract. The 
Contract provides for two years of an expatriate training 
advisor to establish the program and 2 Egyp~ian trainers for 
the life of the program to carry it on. In addition, there 
are 96 man-months to provide local short-term specialized 
training. The contract does not provide for. overseas 
training. The resident advisors are the key personnel around 
whom all project activities in the cities take place. In this· 
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role, they have been charged with identifying special or 
urgent trainin) needs. 

3.4.12 r'lunicipal Tr~inin.9..Structure 

Apart from the project training coordinators, designated in 
mid-1983 at PCD's request, municipalities have neither staff 
nol' budget for training. Fayoum is a very recent exceptio~. ,to 
this as a new training section has been added to the cities' 
organizational chart. As yet it docs not have budget and is 
not staffed beyond the coordinator. There is no training 
counterpart at the ministerial level. The governorate 
training section and the Project Steering Committee so far 
have not been involved in training decisions. 
Currently the average municipal staff of the three cities is 
1900 and the average water and sewerage staff is 372. Because 
of ci:lplo'yillcnt rJolicics, a person's ilcademic qualifications may 
not relate to his job responsibilities. Based on discu5~1ons 

~lith municipal staff, formal training occured vc'y 
infrequently before PCD. The size of the municipal staffs 
COl/pled \'1ith current cmploy;;Jerlt practices strongly suggest 
that the design of an appropriate PCD training program should 
have been based on identifying who rilakes critical decisions 
and \-/ho performs key activities for water and sewerage 
infrastructure. 

lhe first annual Hork plan er.l;>hasi2'cd surveying r.1unieipal 
s~rvices to identify (i) a stratified profile of the 
education~l, training and E'xrerience level of potential 
municipal trainees and (ii) in-country and international 
training prog:-arrls. The end product "las to be the master 
training program. The ','Iork plan recognized that a trained 
municipal cadre is an important objective of the project. 
Developing training manu~ls ond gui'des and translating them 
into Arabic was deemed as a first step in achieving this 
objective. 

The second annual ...:ork pl an did not evaluate aecompl ishr,lcnts 
against the first-year targets. The first-year targets were 
cited as too ambitious for reasons "'/hich included: a hiatus in 
hiring'one of the Egyptian training essistants; a long lead 
time in getting established and oriented; the language barrier 
and the need for Arabic translations; delay in establishing 
the resident advisors in the cities; and internal contractor 
coordination problems. Many of the first-year tasks were 
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linked to the survey which did not occur. Much of what did 
occur was in the area o~ urgent-need training as requested by 
the resident advisors. Eight local training centers were 
contacted of which three were used to conduct training 
programs: AUC t Caire UniversitYt and Ml\NTRAC. 

Nonetheless t the 1983-84 workplan did not establish measurable 
priorities, objectives or realistic plans for implementation: 
Instead, the plan set out as "objectives" the following list 
of COUI'Scs: 

(a) chlorine workshop; 
(b)	 project contracting seminar; 
(c) project supervising seminar; 
(d)	 training for designing, constructing t and maintaining 

streets; 
(e)	 prClcure;;1(:nt procedllr~s and practices; 
(f)	 preventive maintenance for water/waste~,ater plants; 
(g)	 water treatment plant operator training; 
(h)	 I',aste\l;atrr treatment plant operator training; 
(i) train-thc·-trainers COl/iS£?; 

(j)	 managc~cnt training; 
(k)	 training fer operating and maintaining water distribution 

and wastewater collection systems; 
(1)	 English training; and 
(m)	 Urgent-need training. 

As of this point in the year, most of the courses described 
hav~ been ~liY('n, are under development or about to be given. 

3.4.2 Observations. 

3.4.21 TriJininq Procedures

For each training cou)'se, a summary-is prepared outlining a 
description, the objectives, who should attend, and the main 
topics covered. This sum:r,ary is sent to the resident advisors 
~/ho give it to the municipal project coordinators in their 
cHies. TIle municipal project and training coordinators 
detcrnrine the training selection which the r'layor authorizes. 
This list consisting of names and designations is returned to 
the TA training section preparatory to conducting each 
cour!;e. At the conclusion of a training program, the trainees 
fill out a course evaluation consisting of a checklist of 
about 10 Questions. 

Discussions with municipal staff indicated room for improving 
these procedures. Because there was little attempt to meet 



-54­

with municipal staff before designing the course content, the 
courses were designed generically and may not meet the special 
needs of each city. For some courses, the amount of 
infol~ation provided in the course summary was felt inadequate 
for selecting the appropriate trainees. The description of 
\'/ho should attend a course assumed homogeneity of supervisors 
and technicians whose education and experience vary widely. 
lhe list of trainees and job titles provided no further basis 
on \1hich to determine the level of education and experience' 
for molding a training course. The extent to which a 
checklist fonn provides sufficient feed-back for evaluating a 
course is doubtful. and so far the results of these course 
e\'aluation~ have not been shared with the municipalities. 
Although it is in the ,iob description of the training 
coordinator. there are no procedures for follow-up to see if 
trainees are applying I·:hat the.\' learned. 

Modifying procedures is fairly uncontroversial and offers the 
pos~ibility of greatly improving the training program. The 
importance of getting on with the job and achieving an 
iOlf:lediate imp,lct in the initial stage of the training program 
must nO'o'/ be reassc;ssed in order to institute procedures which 
treat tho ~unicipality as a partner in this training effort. 

Unlike t~chnic~l factors which are more easy to isolate and 
identify, training is less visible, more mundane, and has less 
political rPPt:al than infrastructure develoPr:ient. fI.ppropriate 
training t2k£s ti8C to lnstitute and produce an effect. For 
the reD pruj~ct, it dcp~nds on (i) correctly identifying where 
existing r.:ajor s!lortcc;;!ings lif! in the water and sewerage 
facilities; (ii) anticipJting the needs (technical and 
administrative) of future facilities and (iii) assessing the 
actual and potential Quality of the municipal staff for O&M 
for existing and future facilities •. 

Whatever form this assessment takes--and the long-debated 
question over whether to conduct a diagnostic survey seems to 
have bccor.le a red herring--a basic. first step is· 
understanding what exists before suggesting ho~ things might 
be changed. This step has not occurred and is the missing 
foundation on which a training program should be developed. 
Also, it is linked to the team's recommendation on the urgent 
need for introducing a management program. This program would 
give a firm foundation on which to develop a carefully 
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targeted and properly seouenced training effort. Together, 
the quality of the management and training efforts will 
significantly influence achieving the capacity-building 
object ives. 

So far there is a vel~ positive effect in the municipalities: 
people want training. As the project is instituting change, 
the municipalities are changing. People no longer want to be 
passive recirients of infonnation. The chairman of one ci.ty 
council concluded that lithe peD project is a golden 
opportunity" for his staff since, he observed, it offers 
tra i ni ng \'/hi eh is never offered in GOE programs. Thi s 
.'epresents a significant, positive momentum on 1',"11ch the 
project should capitil 1i ze over the next two years and suggests 
strong grounds for training opportunities. HCJlvever, the 
orientation of the training needs to change dramatically from 
a theoretical, top-aO\\'n approach to a hands-on, bottom-up 
approach. l,lld it ncccls tile right sllpport and priority. 

Appropriiltc training is a SlOI'I, incremental process. By 
contr<:st., a lot of ~:od: has occurred in a relatively short 
time span: a variety of t.cchnical--and, to some extent, 
general--collrses have been taught and training r.lanuals have 
boen ilnd ilrc being developed. Ttlis point :leeds espe(:ially 
strong c:r;,pllasis. HOh'cvcr, of the rlearly 350 people trained so 
far, there is no bJsis on 'rIhich to detcnnine (i) its effect on 
the actual end potential qUcility of the trainees, (in its 
effect (;n the exislinq and planned ~Iater and s~werace 
f ec il it iu., and (i i i) . 1'1 hct pere ert tao C 0fat r a i ned r.l Uni c ; pal 
cadre that fi~ure n.'rJre<jont~. \o.'ith·onlya little over hiO 

years rr.r.1uining in tl1(> Tr~ contract, the inability to quantify 
what constitutes ~ train~d municipal cadre is a very 
fundan:cntu 1 ~/cakncss i 11 the tra i ni n9 cOr:lponent of thi s project. 

Hithin the TIl team, there is an evident gap in communications 
between the engineering and trai~ing disciplines. To a great 
degree the project. scorns dominated by an engineering focus, 
although once agtdn this is sOf!1c\\'hat of a red herring. It 
cloaks the difficulties that the TA staff hus ~:orking together 
as a tealll and tOl'/Jrd achieving a comrT:On goal. f..s such, the 
dcpartDcntalism of the training section has been a function of 
both decisions by and for it. Although much of the remedy is 
internal to the TA staff, team work also requires the strong 
support of USA 10. 

I
 

I, ('I V 
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3.4.23 Assessment of the Training Program 

The foregoing paragraphs have suggested probable reasons for 
success and shortcomings for the training component of the 
project. These broad observations are supplemented below by 
assessing the five training tasks outlined in the contract: 

(a) flssessing ~lLJnicipal Training Needs 

A significant proportion of infonnation on municipal training 
needs has come in the form of "shopping lists" i'lhich indicate 
generic headings of possible training programs. The question 
is ~Ihcther such lists allow adjustm~nts for reflecting the 
causes of municipal training needs and their appropriate 
training design. ~:anlJg!:?r.1ent has been th£' missing linl~ which 
should have supplied corE infonnation on the municipal 
strengths and \:et!1:n!:?sses for developing a master training 
program. Added to this hcs beEn the corls:ious focus on 
"ul-,gcnt-necd tl'cdning". 111i$ focus seems to enforce a notion 
that training success is rn('csur~d in terms of the numbers of 
training progri:i:1 S conducted, manuals developed, and people 
trained, irrcspccth'c of its appropriateness. Ranging 
training programs agilinst progrcHiI Objectives, Table 4. shows 
that there is a lack of balance between the various program 
cornponr~n t s. 

(b) IrJentifvinn local TraininG PrOGrams.- ....__.---- _._-- -- _.. __._--_._---
The training section has idcntifed approxir.1ately eight local 
training or9C1niZ?tion~. of \·:hich three have been used for a 
total of tr:el\'c courses. HOI': dr/propri ate rEadjTIlade training 
programs aI'£' for ach i evi rig the object ives of the project needs 
carc·ful assessrm'nt \·:hich should be done on a case-by-case 
basis. SOrlie probler,lS associated Hith local prograr.1s included 
a too-ucadcmic approach and i:1 foCllS on a level of technology 
not existing in the municip,dities. 

The training program should take steps also to benefit from 
substantial trainina efforts under the aegis of the 
decentralization se~tor. 

(c) Identi!yin9 Anpropri ote International Training Programs 

Due to pressures of time or other priorities. this area has so 
far not been explored. Yet international training programs 
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could have an important effect on the incentives and 
motivation of the municipal staff. The municipalities have a 
wealth of. for the most part, untapped human resources whose 
low W30e scale remove much incentive to perform efficiently. 
By conirast, international training programs could have a 
marked influence on the attitudes and motivation of key 
muni ci r>a 1 managers. They have been used succes sfu lly in the 
DDI end BVS projects and their application to peD should be 
considered. To what extent flexibility exists in the project 
budget for fin~ncing trainees La international programs would 
need assessment. 

(d) Est~bli~hino In-Countrv Proqrams .• ---1>1 __---.. _~.. -

~~~~.1al_~~:LU_~}r~~in?-:_ The emphasis of all training to date 
ha~ bC'Pll on special s,~ills training. English training is the 
most p('pulur but its effect on the objectives of the project 
are douhUu 1. The in-house project contract i ng and 
controning and rnoliitoring courses have been the most 
successful. The focus of the courses ~/as sper:ific, they met a 
fe1t-ne~'d of the trainees, one FSr~ e:ngineer pMticipilted in 
develo~dnq and tcactlinq the coursr:s, and all three FSN 
engineers"and the rC5i~cnt advisors aided in follow-up. These 
courses dc:::onsti'iltcd a good team effort bell-/cen the resident 
advi!".ol~~., tile FSI, engi/leers and the training section. 

On-lhp-~bb Trainina: As the necd arises, particularly \'/ith 
idD-requTr-e~-!.'·nts -ai,ci pro cedure s, the re 5 i dent cJ dvi Sal's execute 
infor.1liJl C'n-the-jelb training in the IIl~t1rning by doing ll mode 
espollsed by the proj[<::t. Thi s approach has haa an init ial 
impact i'in:J municipal perfor.ncn~e, "'here the approach has been 
appliec!, has ir.lpro':'C'cl. HOI'/ever. some limitations include: 
(i) a liJck of intC'grc:d.ing the increasingly cor:lplex demands of
 
implcm0nting the master plans with on-tho-job training needs;
 
(ii) insufficient li\ staff to h2ndle both accelerated 
subproj~ct implementation and informal training; (iii) an 
undefined universe for \'/ho requires such training; and (iv) an 
inability to say \':hat indicates \'Ihen this training \·li11 be 
complE!ted. These limitations are not insurmountable and 
should be addressed as part of refocusing and reclarifying the 
training effort. 

TraininCl-of-Trainers: Tl'lo of the three municipal training 
coordlrl~tors attended a four-day training-of-trainers 
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course. A similar course is being developed for municipal· 
staff, and a manual has been prepared in draft. This course 
is vital to the success of the project, and a substantial 
planning period should be allowed before introducing it into a 
municipal structure. Training is an incremental process and 
where in the sequence of training programs this course should 
fall n~eds careful assessment. Also, the objective of a 
trained cadre at the end of the project does not mean that the 
training function ends there. The ranks of the municipal. ' 
staff grow each year, and refresher training of existing ~faff 
will be a continuing need. fhe existing training needs will 
91'0\'1 in complexity oS the master plan is implemented. Also, 
lessons may be learned from the large BVS training-of-trainers 
effort. 

Trainin~ of Key r~ilrl<1Q('rs: To ~/hat degree key managers have 
IweilTraTri·c;a--cJe·pencfs on-who has been identified as key 
managers Clnd ~Ihllt OW;" training needs (technical, management 
or othC'nlisc) here perceived as. Uo clear anaiysis has been 
donQ on the key positions for water and sewerage 
i nfras tructure. 

(c) Dc\'rl(l~dna Trainin~ Course ~'at('rials---_.__.>._-----------------
A substantial portion of the training staffs' time has gone 
into this area. as it was seen as ~nd is a necessary precursor 
to achirvi~g a trllin~d municipal cadre. Several points are 
worth noting her~. In a rclativ0ly short SDcn of time, a 
substant.ic:l volume' of training rnunuals has bC'fl1 produced. 
Priority .,..'as given to having as riluch instructional material in 
pl~ce before the expatriete training position ends in three 
rlionths' tir:!f~. The t11i10 (lnd resources of all three trainers as 
~/e 11 c:s a short-term tra i ner have been consumed by thi s 
writing activity. 

A final puint is the timing of this effort. The expatriate 
trainer is a valuable r(:sourcc \':hose position ends half-\'/ay 
through the TA contruct. As such, the Question of how his time 
should be spent is of paramount importance to the project. His 
long exp('r';ence ill operating se~!er treatment plants could 
provide invaluable hands-on training to the municipalities •. 
Such training teaches bJsic job skills and prepares people for 
being able to apply manuals. . 

Careful attention has been given to developing the technical 
manuals, and information has been used from such sources as the 
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hlerican Water 110rks Association. Care must be exercised that 
the techni ca 1 standards are appropri ate for the 1eve 1 of 
municipal interest, experience, education, and available 
technology. In order to ensure this quality control, manuals 
should have a technical review and should be field tested 
before they are finalized. 

3.4.3 Conclusions 

It has been clear from discussions and reviewing documentation 
that \oJeaknesses existed in the perfonnance of training for 
reasons \·:hi ch are attri butable to many factors. These 
weaknesses do not suggest throwing the baby out with the bath 
water, and special attention has been given to describing how 
they have resulted from the ront.ext ill which training 
occurred. The training tasks discussed above did not provide 
stc:ndurds a9ainst ~:hich prouress could be measlIreo •. Also, the 
trailling and management objectives of the TA contract should 
hove l'IOI'keel hand-in-glove with the other. Instead, management 
urgently n('cds to catch LIp to trllining. The most effective 
trainin9 to date has Leen "'lien the mantlgrment need was clearly 
defined and reinforced. The project consciously decided to 
emphasize urger:t-need training over training linked to capacity 
building obje-ctives, \','hich is substantially more difficlJ1t to 
define, develop, and lTieasure. Critical decision points, 
working relationships, training leadership and contractor and 
USAID priorities have all had a co~bined, cumulative influence 
on the I'leak perfoti/lance of the training function. But, 
opportunitic's exist. r'~:Jnicipal enthusiasm for training is 
high. Training has made an initial impact. The city council 
chairmen are not only ~lil1 ing to accept training, they ",ant 
tl'iJining. Training has been slO1'1 to start but--and thi~ point 
requires strong cmphasis--~:ith the right focus and support. it 
is ready to take off. 

3.4.4 REcor';V~rmATIONS 

1)	 The TA contractor should review immediately the . lessons 
learned from the current traini 

. 

ng program. and develop an 
implementation plan which sets priorities and lays out: 



-60­

a.	 interim objectives to be accomplished in the next six 
month s. 

b.	 the role of training in implementing the management 
program and the master plan recommendations. 

2)	 Assess the human resource implications of the master plans 
with a c~ear idea of implications for training. Include 
discussion of human (and financial) resource requirements 
on the agenda in discussions of the master plan. 

3)	 The training manuals developed to date and all future 
manuals require field testing and technical review. This 
should include review of tne relevance of the manuals to 
the processes, equipment and skills available in the 
municipalities. 

4)	 Annulll training \':ork pl21IlS should not be, as has been the 
case, a list of courses, but should outline priorities, 
describe progress in ~chieving and sustaining a trained 
municipal cadre, what remains to be done dnd how the plan 
"Ii 11 contri blltf~ to the acni e'/eli~ent of those object i veSt It 
should set out a scou~nce for achieving a trained r.1Unicipal 
cadre. The pl?n should be discussed in draft with the 
municipal coordinators, mayors and resident advisors. The 
training section should consider leading a 1-2 workshop to 
review work to date and to review the proposed 1984-85 work 
plan and to clarify coordination, cor;:munication, 
responsibilities and pro:edures. 

5)	 The training progt'am should focus on the priority) 
cClpacity-building objectives of the pro~:ram. As the 
management prograM develops, the training program should be 
integrally related to it. This will entail weeding out 
such admittedly popular programs as English language 
training. 

6)	 As part of the review of relevant training opportunities, 
tile training section should investigate 1) the experienct::s 
with local and international training programs under 001 
and BVS; 2) programs and materials developed by other AID 
projects in the water and wastewater program; 3) training 
plans and programs of the Ministry of Local Government, 
including the Sakkara Training Center; and 4) NOPWASO and 
governorate-level training plans. 

( 



7}	 Institute vigorous follow-up and evaluation of training 
programs. 

8)	 Additional expatriate training expertise will be necessary 
to implement the needed program and the TA contract should 
be amended accordingly. A lot of assistance will be needed 
to achieve in two years time the capacity-building .. 
objectiv0.s of ",hich training is the foundation. This will 
require leadc:ship, team building, coordination, 
well-thought-out priorities, and a proper sequencing of 
event s. 

/.1­
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4. CONCLUSIONS 

The reo project was originally conceived as a mix between 
c~pital and capacity-building components. It was intended that 
throUQh providing technical assistance and capital for urban 
infra~tructure, the project would improve and expand the 
institutional capacity of the three governorates and their 
capital cities. 

.. 
The project pacer was in several ways, overly ambitious in 

~ 

terms of its broad institutional goals, in the time frame it 
proposcd, and in the r(lngt~ of infrastructure it considered. 
Each subsequE'nt doclll~lent has, in SOrTie ~{ay, modified or narrowed 
the scope of project act i vHy. 

llle first cleat chan?c in direction took place ~{ith the l'/ording 
of the scopt: of 1'.'01'1' f or the Ttl contractor, a draft vel'S i on of 
Hhich had bcen included in the project J-laper. The contract 
focused contre.ctor activity on a n~rrower and more realistic 
scope. In so doinq, lhe eri1phasis of the technical assistance 
shifted fro~ gen~r~1, functional and en~inecring advisory 
services to program and project man3gement assistance. 
[liaonostic t'E~vi':'~:s of r,lu:licipal op\:'ra~ions end procedures "..ere 
deleted. includin? tht.' evaluiltion of present city $taff 
capahilities, staffing !leeds of the proposed program and the 
analysis of finc;ncial constraints, as was the stipulation 
r~Quiring the develoVl~n~ cf implern:2ntation plans for 
mana9c~ent issues, in:l~~ing oDcrations and maintenance, 
erig i neer i 119 "lid project r.,onagej:-:en t reo:J1 r(!r.-,cnts. 

To accel('r~t(: 1lldster plan develop:nent, the "bells and Io.'histles" 
\'1£'1'(' ren~()\\,(j frcf:~ the sp'~cificalion$, including economic 
fCllsibility end erlv1'!'cdi!:l-2ntal studies. The dc:sign horizon was 
shifted fro;,:: 1990 to 2020. The locus of juogr.ient about the 
short- and long-tem p1arls became the appropriate r.:unicipal 
authorities and the contractor instead of the Elected Council. 
In preparing the master plans, the tontractor was instructed to 
"understand that the' pt"imary objective (If this task is the 
rapid development of conceptual plans that will allow the 
cities to proceed Quickly Hith design and construction. II 

Similarly, the annual I'lork plans, particularly tIle most recent 
one, have further narrowed the Ttl contractor's-rolc to three 
primary functions: preparing master plans, implementing 
subprojects, and conducting specific training courses. 

This shift has occurred for a number of reasons. Onc, as 
indicated, the scope in the PP was broad and non-specific. It 
was intended to be flexible and as project implementation 

( ,
\r··\' 
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progressed J it was clearly necessary to focus on a realistic 
agenda. Two J both AID and J at AID's direction, the contractor 
have responded to th~ pressure to obligate and disburse funds. 
AID made commitments to subprojects before the contractor ~."as 

in the country. After the TA contractor's at'rival, their 
efforts were directed primarily to~ard the capital components 
of the project, the subprojects and the development of the 
master plans on which an accelerated rate of disbursement was 
based. The project paper had underestimated how demant:i n9 the 
implementation of sub~rojects would be and overestimated th~ . 
amount of data available for master plan preparation. A data 
collection phase was added whi~h pushed master plan preparation 
to the second year. A third factor contributing to the 
direction the project has taken has to do with contractor 
personnel. The contractor fielded a team rapidlYJ but the team 
faced considerable difficulty getting established in the 
provincial capitah-. The contractor also suffered from a 
period of personnel turnover and the lack of key expertise. 
Apart froill the tr-ainino edvisor J there Has, for €~.:!~ple, no 
sanitary engineer on tile staff until April 1983, clmost a year 
after tile T/\ team arrived. 

Finally, a conscious decision was taken to adopt an approach 
dt?sc.l'ib~d by the PdD project r.lana9~r as "iC'cnling tlY doing" to 
the vcry key c6pacity-building aspects of the project. The 
strate9Y ~:t:s to d::al ,:ith tasks and problems as they ca:J12 UPJ 
primari 1.1' in the cont€:xt of sutDr0jects. ih~ i::itJlt::r.l('ntatcn of 
subprojects \,'2$ pldrlrl!?':! to br,! both the incen'.:.iv~ and the 1I.('ans 
for capturing r.:uniri~dl inte"Est and introducing incremental 
changr:. 

TherE' are c rWL'ber of func:;i.1cntal r£:3sons \I,'l1y this epproa:h 
made sense. lhe crrdibili~y of the peD proj~ct an~ its staff 
need(0 d t 0 b2 est ab1ishcdin c it i ~ s ~; i t h n0 0 t. hcr denGr c. ct i vity 
and in/[II: nic i pel s t rue t ures un 1I S~'d toext ern a1 advi $ 0 r s • 
Change is difficult in any bun:aucr'atic setting; in Egypt it 
has proved to be particulariy difficult when it is presented as 
such. Change is niucll r,lore readi 1.1' assessed and accepted on its 
merits ~:hcrl it is acror.lpJniEd by tangible r~warcis for the 
employees as well ~s for the cities more broadly. 

Having said this, in th0 team's view this strategy 1) has not 
been fully implemented and 2) is no longr.r sufficient to 
achieve the project's purposes. lhere is no question that this 
approach has bec-n succ(·ssful in the process of subproject 
justification J the procurement of goods and services, in 
monitoring rontract activity and meeting AID's and the 
governorates' reporting reauirements. At the sa~e time J 
opportunities to achieve early improvements in both facility 

~ h~~J.l \. 
~~..Ju. 1<1 ~n- ' 
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operation and construction methods have not been utilized. The 
TA contractor has e~pended considerable amounts of time on 
basic sY5tem data gathering, facility evaluation and 
observation, developing subprojects and observing actual 
construction. Yet, these have not been used as opportunities 
for informal training and have not resulted in improved 
training pro~rams ~r significant operational improvements. As 
a second example, the cities do not appear to have been 
significantly involved in master plan preparation and decisions 
apart from supplying data. They do not seem to have been .. ,. 
actively educated about the options, impacts or costs entailed 
in ~:hat is probably the largest single infrastrflcture 
investr:ient decision the cities have been aSKe(, :0 consider for 
many years. 

NOI-t as the project enters a nel't phase, this "learning by doing" 
approach is no lO~lgel' sufficient. As the scope of the project 
'" i dC' ns , it loJi 11 b(l II ecessary to ident ifj' and f 0 cuson prior i t Y 
problpf;ls to avoid dissipating efforts unprodu:::tively. As the 
SystU;IS becorre rnore co~rlex, planning and sequencing of 
act i vit i os becorlt£! more key. 

FUI'thermore, many of the problems ~:hich the cities face go well 
be,yond the purvi~~J of the r,lunicipal employees on the 
depilrtllicntalll:vcl. Several of the key issues, most notably 
that I'elated to revenue retention, can only be addressed in the 
context of natienal policies and decisions. 

A necescury clc~cnt for increased local ca~acity is to foster 
genuine p2r~icip~~ion and responsibility in the process of 
subrroj['ct s(~lr.ct i00 and ir;lpl(:i.lentation. The cities' municipal 
staffs have moved pas.t the embryoni::: stage of corr;posin~ wish 
lists and are, ~,oj th the help of the resident advisors and the 
project f1lOnitori rJg eng i fleers, rna~i n9 bette-I' subproject 
selrctions ilnd thinking through design and justifications more 
carefully. In part that thinking p~ocess is bein~ driven 
simply by the availability of funds. One of the project 
coordinators pointed out that there was little point in 
planning and d~signing projects if only a small fraction was 
approved. In one city, the Elected Council has begun to be 
involved in subproject selection. 

The USAID Decentralization Portfolio, as a whole has m~t with 
considcriible succrss in decentralizino decision-makinl' on 
individual subprojects. peD munilip~iities are bette~ equipped 
than rural villages to assume that responsibility by virtue of 
their staff and the presence of resident advisors. At the 

\
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beginning of the project, the administrative capacity and the 
lack of skilled manpower in the municipality limited the extent 
to which planning and management responsibilities could be 
delegated to the municipal level. However, through the work of 
peD: conditions are beginning to change in the municipalities. 
trow may be the right time to make adjustments in these 
procedures to reflect this changing environment. 

Because peD was originally approved separately from the 
decentralization sector, compliance to 6llA criteria has been 
interpreted differently than in projects in the rest of the 
sector portfolio. As a result, AID has been involved in a 
level of subproject review and approval which detracts from the 
decentralization of decision-making, in addition to occupying 
three engineers full-time as project monitors. There is little 
Question that the project monitors have done an outstanding job 
tracking project expenditures and even providing training to 
the lIlunicipalities in project monitoring and procurement. 
Ibwever, if the purpose of decentralization is to be effected, 
the procedures and the WilY that they are applied need to be 
more consistent with that purpose. 

The project faccs major choices at this point with respect to 
capital investments and capacity-building. The choice at this 
point is ..... hic:h should receive the major er.lphasis o!nd which 
should be subordinate. lhere are, in the team1s view, 
sufficient chang€:S to warrant a revision of the project purpose 
and portions of the project paper if the r.l('lre capital intensive 
path ~/lJich the project has taken is ratified. If for no other 
reason, this is nec~ssary because the magnitude of the costs 
means that the full syste~s that were planned, inclUding water 
and wastewater tre~t~ent and full distribution and collection 
SystCIllS, can no longer qe funded. The magnitude of the costs 
also thr"c)'t' the original econor.lic and financial analyses into 
Qucstion. If, on the other hand, the original purpose of 
decentralized capacity building is to be emphasized, the 
project will nepd substantial refocusing and adjustments in 
procedures, and work plan documents. 

4.1 RECOlI,~'lErmATIOrlS 

The IHssion must determin<~ I'/hicll portfolio the project fits 
I'lit/iTri CJnd amend project do-c~ts and adjust orcject 
manaqflrlent to reflect this deciCjion. The Mission has three
---:-r.L. ._.~-.;...;...-..:.-~~---.;-..:.~
optlOns: 
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Option One 

Amend the project paper to reflect a shift of ~he project to 
one which emphasizes capital infrastructure in water and 
wastewater without adding additional funds. 

Recommended Actions: 

1) Amend the project purpose, logical 
financial and economic analyses. 

fr~mework and 
.... .:. ~ .,,' 

2) 5t age i nfras tructure investments to permit procee
on priority facilities. 

di n9 

3) Delete the PCD 
Sector. 

project from the Decentralization 

4)	 De-fine th~ object ives of the management ad\'isory 
component of the project in terms of the viability and 
sustain~bility of existing and planned facilities in 
water and vastewater. 

5)	 Define thr relationship of the peD project to other 
water ~nd wastewater projects and to the policy issues 
in that portfolio. 

Option Tile

h~cnd th~ proj~ct pacer to reflect a shift of the project to 
one which emphasizes caDil~l infrastructure in water and 
~:as t E'\'/(i t£.f-!- 2 de i n,;' ac~Ifi."0;a l_Iur.c s. - -- ­

Rccorr:lroendcd t,e t i oilS: See Opt i on One 

N.B. The team be~ieves that it would be unwise to make 
additionc:l r.:ajOI" commitrrcnts of funds to the ""cter and 
wastewater infrastructure of these three provincial cities 
without a better indication that the operation and 
maintenance of the new systems will be assured and that the 
question of financial viability will be addressed. At the 
same time, the team believes that there is a willingness to 
address these issues in the three cities, and perhaps an 
even greater ability to do so than in the primate cities of 
Alexandria and Cairo. 

.',,') 
\ 
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Opt i on Three 

Redirect project toward original emphasis on decentralization 
and capaci.t.v building with capital components focused on 
investments in water and wastewater. 

.... .; _ 'It~Recommended Actions: 

1)	 Stage ~,'ater iwaste\'later infrastructure investments in 
plants over time to permit pl'oceeding on priority 
fdcilitics, but retain a significant portion of funds 
for locally defined subprojects in water and wastewater, 
roads, and solid waste. 

2)	 R(>Que~t US/dD I.egal t~dvisor/[gypt to clarify the 
reauirements for compliances with 6llA for subprojects 
funded under this project as they relate to procedures 
followed in the Oecentrelization Sector Sucport PAAO 
ilnd, if ne-ccssary, ilmenc! the project authori zation to 
make the 6llA requirements consistent \oli th that 
docu:Tient. 

3)	 To the extent prudent and feasible, delegate authority 
to the municipalities for approval of sub-projects. 
Concurrence by the Elected Council may also be 
desirable. This would necessitate developing clear 
guid~li~es for acceptaDle su~rroj~cts and orienting 
municipal officials in both technical and financial 
guidelines and procedures. 

The other recof":nendations ;'n the body of the text apply to \i'hichever 
option the Mission becides to pursue. 
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~mNICIPAL PLANNING, BUDGETING AND FINANCE ISSUES 
IN PROVINCIAL CITIES 

1. Planning,: 

Planning for the provincial cities, to the extent it exists, is 
still vcr)' much a " top-do\,fn" exercise, rather than an effective 
interplay of lccal and national concerns based on a well defined 
cost effective and comprehensive agenda. The legal fra~ework for 
such an interactive process is in place. The practical application, 
however, leaves much to be desired. A brief description of the 
process and the actors seems appropriate. A more detailed 
explanation is contained in the 1981 Sabbour Report on Basic 
Inf!-<l5trllclllt"(! r,ecds for P)"ovinci.11 Cities, the 1983 Special 
A~C;-S~~CI)t-O-CTt~IJl~Cf'nt!".11i.7..1l10nof Loc.i! Govern:nent in E~.,.nt, as __--,.__ _._Il..A...J._ 

well uS variolls ~:orld ;;.-ll1k studies and the 1983 Nation,11 Urban----,­
Poli.~y S £..l"\~~~ 

At the center e,f the planning process are the principal national 
institution: the Hinistries of Local GO'Jcrnment, Fin.:lnce, }Ianpower, 
Plillmint:, Dl'vclopt:lCnt, lnv('c.~r.l~nt Clnd 1nternation.:ll Cooperation, 
'rr;;n~;(,ort,!tiotl, l!ollf.inf" the Central A[;cncy for Organization and 
Arlmini~trRtion, and the Local Government Coc~jttcc of the People's 
A~,sciiibly. Other ir:;port3:1~ ;;:inistries that ha\'~ ;:. significant 
iuflu'2ncc over local affairs, ,He tile C1ini~tries of Coa'::nu~ication, 

tlcctricity and Power, Indust:y and Mineral Resources, Education, 
f!eC11th, To'.:ris:i1, /.~ri~1Jlture and 1r::ig.1tion as well as public 
lluthoritie;; such as th·:: N.1tional Orr,.1nization for Pot.1ble Wate:: and 
S,~nitnry D.""illc1ee, flo ..:i:laily under the Hinisr,ry of Development. 

I'll c ~l in i s try 0 f PI.:> nn i n r, is cha r r (' d I.: ith t bc in t e grat ion 0 f the 
various sectoral ,plans prepared by the functional cinistries a~d 

with the preparation of a cOQprehensive national plan, projecting 
the country's needs within .:l S-ycar framework, which is updated 
ennua]]y. Its responsibility includes the review of the annual 
plans subL1i.ttcd by the governorates and the setting of priorities 
and budget ~onstraints. The Ninlstry plays a dominant role in 
determinins the structure, priorities and amounts of centrally 
controlled investment funds to be allocated to local units of 
government. 
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'fhe Hinistry of Development through its General Organization for 
Re~ional Planning is charged with the responsibility to prepare 
structureJ plans for cities, towns and villages and to assist the 
governorates in coping with the problems of urban growth. On a 
parallel track within the Ministry of Development, the Central 
Agency for Reconstruction studies und implements reconstruction 
projects thrnui;hout the country, while the Ne ...· Urbiln Conl11unities 
Atlthol'ity is cha.:ged ",ith the task of devclopinS ne~l urban 
communities, i;'\cluding the proposals for the new towns o"f'Minia and 
Heni ~uef. 

The coordination function is vested in the 8 rep,ional planning 
offices, \:hieh have jurisdiction over several eovernoratcs. F.'l)'OUlD, 

Beni Suef and Mi.nie1 arc f,crved by the PI.:J.nninz Hinir.try's branch 
office in Minia, and arc staffed by central Ministry personnel. The 
Hinin branch office consists of an Under-Secretary of State, his 
deputy <Iud t.,,'o assistants. None have had any releynnt trai.ning in 
compl"~hellSiv(· !,lanning ,1nd cconol:lics, and adr.lit freely that they .:ire 
ill preparc"d to L1<l1lc1ge the task of planning ~.'i.thin the constraint.s 
of fiscal di~ci?line and political pressure from the local and 
national intcr~st groups. Projects arc initiated in response to the 
perceived r.('cds as cxpr(,5s~d by the representJtives of thC:! popular 
co U II C i 1S J the bra n C' h (1 f [ ice ft' p r (' $ C 1I tat i ve s 0 f the va rio II s 
functi.onal ninir,tri.;,f" ;llId other political actors. and are compiled 
in to a ' ..,is!:'·l is t I for fur ther rev ie .... by the nat iona I plann ins sta f f. 

In the Minia J Ecni Suef and FJyoum Planning Region, the project 
initiation and selection process is carried out without the benefit 
of a cor..prehCl'.sive lOrle-lange phy!'ici',l and ec.onor.1ic developr:lent plan 
Clnd .... ithout ,HI (,x~llicit set of policy and pr0r.rCJI.1 objectives [nat 
hnvc been approved" uy the local governing councils. There i:,. little 
cv idence, 0.1 :;ed on obs en'a t ions and discus s i OilS wi th the pI iJ nni ne 
officials, council representatives and municipal/governorate 
dcvelop~~nl heads, th~t the current process contributes to the 
deccntrnlization objcctiv~ or fosters a greater degree of 
independent thinking, or encourat~es a trend tOlmrd greate~' 

sclf-relinl1cc i.e. fiscal independence from central government 
grants-in-aid. The attitudes about the effectiveness of t~c 

planning process, a~ expressed by the local officials interviewed, 
ranged from a benign skepticism to outright scorn. 
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The process of budgeting is closely related to planning, but is by 
no means a substitute function. Program and project implementation 
depend on the availability of budgeted resources, and the planning 
process assures that there is a balance between available resou~ces 

and needs, and identifies ways and means of obtaining or mobilizing 
additional resources. Budgeting is a secondary function,. 
constrained by the relative effectiveness of the planning proce$s 
and the extent of actually and potentially available financing. As 
in the planning process, budgeting is also a 'top-down' excercisc, 
witll central government ministries controlling or influencing the 
allocation of investment, ObM and salary funds to the local units or 
governmcnt. 

Bascd on the total national investment budget prepared by the 
Hinisll"y of rill'll)(.C, the Hinistry of l'L1nning provides prelirnin<!ry 
llllocat.ions to th~ functional IJlnistrics and governorates in the 
context of the priorities spelled out in the annually updated 
Five-Year Plan. The tentative distribution of funds is di~cussed 

individually \:itll the various ~1ini5ters and Governors and 
collcctively dth the respective Council of ~!ir,istcrs and Coun:il of 
Goverl\ors. The f,lIidelincs rer.arding potentially available iunc!inb 
nrc then subt:li.ttcd to the locill units in l·larcil/,\pd.l of each )'car, 
\lhich leaves approx. 2 month for the reconci.liation p:-ocess, before 
the budgds are .1p?t"oved in June of e,lch year. 

At the local level, the budr,eting process runs in a parallel course 
and is usually initi~ted by the executive councils passed through 
the elected p0?ul~r councils and coordinated by the respective 
plannin~ officer rc~~onsible for the functional areas such as 
watCt-isC"ll'r l lr,fIl~;r('o:-t<ttion, housing, education etc. The popular 
cOlillcilr, usually <lttcm;.>t to assure that all projects and service 
needs as perceived and expressed by local interest croups are 
properly rccord.::d, even though the funding guidelines frum the 
ministries I repr!~sellt.1tives may have clearly sit:;nualled the 
unrcDslistic n~[urc of some of the funding requests. According to 
SOlllC of th~ local officinls i.ntervic;'led, the elected councils are ' 
nei ther \.:i lling nor interested in engaging in 2. technically more 
sophisticated budr,ct' ey.ccrcise l but are quiTe insistant in 
c>:prcf,sing their views and hopes for larger alloations through the 
mediuli\ of the budget. The budget document, even though it is very 
ruditncnt,wy and lacks the detailed funding justifications, is the 
main avenue Ly which the relatively modest expressions of peoples' 
needs can find their way to the halls of the decision makers in 
Cairo. 
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.Consequently, the budget documents, at least from the local 
perspective, is not only an administrative doculuent, but also a 
politici'l statement and a medium through which one can send the 
perennial cry for help. From the national perspective, the budget 
i~ used for control and accountability purposes, rather than as a 
tool for project evaluation, monitoring and resource ~llocation. 

The two purposes are not necessarily inconsistent and could provide 
the hasis for a contructivc interplay of the local and national 
interest groups, if the local (dement could be s trengthe.n~d. 

However, for that to happen, three conditions must be established 
1): thn presence of nn effective local planning process 2) a degree 
of control over sources of revenue and 3) an adequate level of 
untied national grants-in-aid. 

The pcn project c~n do little to strengthen the locRI budgeting 
process without addressing the conditions that would justify a more 
effcctive and efficient budgeting exercise. peD could focus 
attention and tcchnical llssi:;tance on the need for cor.t accounting, 
pricing .:md cost p:.tilOlating ,1S a preli:nillary step toward iJili)ro\'ing 
the cOlllrilllnication and negoti.:ttion process between the various levels 
o r ~:nvc rUlnen t. 

Financing urban in!rastructure improvements and service needs 
represents the third leg of the stool which provides il stable basis 
fOT 1.1unicipal nl<ln.l~·el~cnt. It is the critical clement th.:lt 
dctcrr.Jines a lou,) unit's C<lp.1Clty to govern its DIm affairs. 
lo.'ithout adequiltc rC'sources at its dispos,11 cor.:aunity gro..... th <l:1d 
dcvrlop~cnt ~ould be stynicd and public anj private sector 
initiativ(;s wOlilei ,1!:rophe. The success of the' decentr,11i.~,1ti.on 

objectives tlust br: l:lcasured ar,ninst the rate of local rcv(:nuc: 
ccner,lt ion and c~:f'cnc.!iturcs, independent of cen~r<11 govern:nent 
5ubr.idi.es .:md r,r<1nts-in-aid. 

It if, evident from .:t review of the budgets of the provincial cities 
tlHlt the 8vail,dJ1c resources ,1re'~nsufficiel1t to meet even basic 
local needs. TIlis h~s broucht about a SCVL~e dependency 
relation!jhip bet\-I('(:il the lo\:aL uoits of government, the governorates 
llnd the centr.:!l f;oJI/crQent enti.ties, \o.·hich is further exacerbated by 
the restrictions imposed by n.:ttioll.J1 law on the IOC,11 generation and 
uses of revellUCS. Legislati(111 enacted i.n 1960 o a...: 12!.) as amended 
in 1981 (law 50) provides a number of revenue sources to the cities 
and to'l-ms as listed in T.:ble 1. Governorates, Districts al.d 
Vi.llages Zorc somc\o.'hat mnrC! restricted wiLh regard to the sources 
they can tap. The collectioll of taxes, fees and drClnges 15 strictly 
tied to the jurisdicational boundaries. 
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Even though the list seems comprehensive, by comparison with the 
revenue sources of cities of similar size in the US, the rates and 
assessments are low and the collection hapha~ard and inefficient. 
The extremely low value of economic activity sets an upper limit on 
the collection of revenue. The entries in the respective column for 
the three·provincial cities were taken from the FY 83/84 budget of 
the respective cities. The lack of amounts was indicated that the 
City has not levied any charges or fees, or that it may be recorded 
in other public documents kept at the governorate and dtsfrict 
level, or recorded in various 'Miscellaneous' categories. A 
detailed description of the various revenue sources are contained in 
Lm.'s 124 and 50. 

Tax nssessmpnt, setting of fees, fines and char~cs is the 
prerogative of the local popular councils. In discussions with 
representatives of the councils and department heads, it became 
npparcnt that the councils r,enerally are very sensitive to the 
blJr'd~:l imposed on the property 0~1cr and consumers and tend to rely 
on central government contributions rather than on self-help 
mea~urcs. The fact that all locally collected revenues have to 
devolve to the National Treasury for recordation does not provide an 
incentive for local sacrifice. 

Based all tbe' limited discussions with local iinnncc offici.1is there 
seem not be been any efforts made to analyze the potential for 
raising the taxes, ch.:!:-gcs, fees and fiaes and to evalu.:ltc the 
impact on the affected interest groups. PCD may want ~a co~sider 

providing some technical assistance to the respective provincial 
d.ties in order to test the 101l[; standing assumption that the <lClOunt 
of local revcn~cs raised would only cause a co~p.:lrable reductinn in 
central govern~ent grants-in-aid. There is so~e evidence supporting 
this contention, p.:lrticularly .... ith rcg.:lrd to the investnl':!nt fund 
(Bab III), which has been reduced over the past several years not 
only in relation to the incrensed revenue collections, but perhaps 
even m0re so in respO'1se to the PCD project investments. 

There is a strongly held perception among local government officials 
that local revenues only reduce central ~overnmcnt transfer, but do 
not influC'nce expenditures, and that the cc·;rununity at large \o,'ould be 
better (lff with n:aintaining a low tax base and collection effort 
then to raise it to its wn::imum capacity. If this perception can be 
empirically verified, it would provide a solid base for discussing 
changes to the national tax laws with the affected authorities at 
the local and central governmclt le'cl. 
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SOURCES OF LOCAL REVSNUES 
(L2w 124/1960 ~nd Law 50/1981 

RC:icnuc Sources	 Fayoum Beni Suef Hinia 

1.	 Prope:'ty Tax on Buildings and on .. ..:. :."... 
Land (75:0 

2.	 En t crta i 1lI:1cn t T,1X 

3.	 Contributio:1$ from Governorate 
ta>:es licences, fecs. c.g. 
carE:, motorbi.kes, bo<.'ts pets, etc. 3100. - 3240.- 3220.­

4.	 Speci D 1 Ilene[ i t ASSCSSI:1ents as a result 
of infra"tructu:-c i.r.iP r o\'cmc 1\ t s 
public utiliti.es, pI aIming activities, etc. 

--
5. Ch<:recs l,~vied by Pop. Council on 

- I;irth and DCuth certificates 1900.- 2010.- 6830.-
Other hea 1th regulations 
rir,hts for qu~rrYlng, 8500.­

--

-
tll.nl.olr. , h'~n~ing, etc. 
bui1ciing pcn;:i ts 12200.- 13920.- 21440.­

- rOud occup':ll1cy 
- public park usage 

usc of public cs tab 1i shro':!nts 
surcharge: on ind~~~trial and 48t~5.-

cc:n:\;erc ial activitit~s 2320.- 166;.- 4000.­
- cattle 5 1aug ~I t c r i n f, 8520.- 3610.- 12000.­.. operation of p:-ivate r.-:.:ltr:ets 23500.- 18"00.- 3L,OOO.­

- use (If lak~ bt~Jchc:s and river ban~' s 
- eli sec 11 aneou;; 30700.- 19170.- 32000.­
- surch.ngc on housing (L,% ) rents 
- otbers 13655 

6.	 Pub} i.e utility Charges 
- water 60000.- 108560.- 80000.­
- electricity 
- others 2570 1175.­

7.	 Ren tf; from vacant st<!te prosperities 
(rescn'':!d for city lise) ­

8.	 Rent Revenues from profitable 
City investments e.g. 
- m.:nkets '13300.­

9.	 i.nternational sources 
10.	 Voluntary Contributions . cash or 

- in-kind 
11.	 I.oc a1 Dev. and Service Fund 18000.­
12.	 Cleansing Fund 14300.­
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Little can be said about the expenditure levels in the three 
provincial cities, except to reiterate the common claim that the 
expenditures are inadequate to meet the needs. Table 2 summarizes 
the major expenditure categories for the respective cities. 

Of particular concern may be the expenditure trend overtime, in 
relation to the revenue generation effort. Adequate fiscal trend" 
data was not obtained from the local financial offices, however, an 
earlier AID sector assessment of the decentralization progtam 
provided some revealing insight into th~ revenue and expenditure 
patterns of the three cities. The data applies to the respective 
governorates in which the cities are the dominant element. However, 
there is no reason to doubt that the fiscal trends for the capital 
cities nre similar to tho~e of the govcrnorates of which they are a 
part. Table 3 compares thc per capita revenues w~th the per capita 
expenditures in the three cities over a period from 1976 to 1983. It 
shows that in 1976 the revenues collected in Fayou~, for examplc, 
represented 14% of the actual expenditures. By 1983 th~t ratio has 
become even smaller, when per capita revenues represented only 10% of 
the tol~J. expc,iditures. The trend linc is the sa:ne for Beni Suef 
(14.4% in 1976, 12% in 1983) and in Minia (16.3% in 1976 and 12.8% in 
1983). The ~,1me trend can be observed n.1 tiona lly ..-here local rev~nue 

collectec! in 1976 accounted for 21.5~ of local expenditures ""hilt~ in 
1983 the rc'1tio had dropped to 17.44. Thesc trends raise serious 
question about the fiscal viability of the mUllici?a1ities in the face 
of increasing demands for services. 
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PROVINCIAL CITIES DEVELOP~1ENT PROJECT 
STATUS OF TRAI~~n:G PROGRA."1 

FEB. 29 t 1984 

The following is a brief report of the status of the training program 
for the PCD project: 

A. TRAI~I~G ACTIVITIES COHPLETED 

1.	 COURSE: "President Prograt:! for Top Hanagers" 
conducted by the American University in 
Cairo (AUC) 

.ATTENDENCE :	 Chairman of Fayoum City Council 
November 6-11, 1982 
Deputy Secretary General of Fayou~ 

Governorate January 15-20, 1983. 

PURPOSF.:	 Prograt:! dcsi.gned to (:leet top t:'..1nagcn~nt heeds 
in c~nagerial techniques directed throug~ a 
mDcro point of view and related to the econo­
mic and social devclopcent of the environ­
tlent. 

LA.'{GUAGE:	 Lecture H.:lterial 

Arabic and En~lish	 English 

2.	 COURSE: Phase I, English Training 
CClnducted by the American Univcl."'sity in Cairo 
(AUC) 

ATTF.:mE~lCE :	 ~~enty employees of :ayou~ City Council 
Novembcr 28 - Deceober 30, 1982 
~~enty ecpljces of Beni Suef City Staff 
December 6 - January 18, 1983 

PURPOSE:	 The English language training desiEneJ to 
help the trainees understand th~ technical 
language within the peD project ~?ecifi~ally, 

the reading, writing and understanding of 
technical data and reports. 

LANGUAGE:	 Lecture Material 

English	 English 

,f) 
! . i 

'"i i~ 

/ 
lJ 

l



3.	 COURSE: 

ATTENDENCE: 

PURPOSE: 

LANGUAGE: 

COURSr: : 

ATTENDENCE: 

PURPOSE: 

LANGUAGr;: 

5.	 COURSE: 

A'rn:NDE~~CE : 

PURPOSE:
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"Liquid and Gas Pipline and Network Design
 
&Operation" conducted by the "Center for
 
Advancement of Post-Graduate Studies in
 
Engineering Sciences" Cairo University.
 

Three engineers of Fayoun City Staff.
 
(Two newly assigned engineers and older
 
engineer) December 11, 1982 - January 18, 1983.
 

This course designed to stud)' the. design,
 
operation and maintenance of tlie'distribution
 
and collection net~orks.
 

Lecture	 Halerial
 

Arabic	 English
 

"Public Adcinistration"
 
Conducted by the (AUC)
 

City Planner/Project Coordinator, Engineer in
 
Chal"gc of the SC\.,IC rs and the Er,yptian Resident
 
Advisor Dccc~ber 8 - D~cenber ~5, 1982.
 

To «quaint the trainees, with the b.:!.sic t:1ana­

gcrnent principles and tools used in public
 
adcinistration particularly as applied to the
 
dcvelop~cnt process. 

Lecture	 }fatcrial 

English &Arahic	 English 

"First Session of Pu:nps and :-Iotors"
 
Conducted by rCD Training Section.
 

Five cn&ineers and one technician from Fayouc
 
City St<lff.
 
January 25, 1983 Four-hour Workshop.
 

ApproxirJCltely thirty engineers of }U.:1'~a City
 
Staff February 9, 1983.
 

Six engineers and four technicians of Beni
 
Su~f City Staff February 15, 1983
 

This \lorkshop is designed to ~_~inforce the
 
traineen knowledge 8nd skills in the area of
 
Pucps and Motors.
 

/\
l' 

.
, 

j 



LANGUAGE: 

9.	 COURSE: 

ATTENDENCE: 

PURPOSE:
 

LANGUAGE:
 

10.	 COURSE: 

ATl'ENUENCr: : 

PURPOSE: 

LAllGUAGE: 

11.	 COURSE: 

ATTErmtmCE: 

PURPOSE:
 

LANGUAGE:
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Lecture Material 

English English 

Training the Trainers" 
conducted by the American University in Cairo 

Two Training Coordinators from Fayoum and Beni 
Suef and one Training Advisor pcn Projec't Advtsor 
for about 40 hours. May 22 - 25. 

This course will increase the capacity building 
capability for the training coordinators. 

Lecture Material 

English Engllsh 

"Chlorination" 
Conducted by thn peD Training Section
 

23 Engineers. 14 Technicians and 2 chenists from
 
the Water and Waste~ater facilities at the three
 
cities.
 
Frol!l Scpo 13 to Sept 29, 1983.
 

Thi.s course des igned to increase the trainees
 
kno~ledge in the field of ~ater and ~astewatcr
 

disinfection, chlorinators Gnd the safe handling
 
of chlorine.
 

Lecture Material
 

Arabic English and Arabic
 

"Operation and ~L'lintenance of the Heavy Equipt:lcnt"
 
conducted "Caterpiller Training Center"
 

One Engineer and Seven Technicians from Fayoum
 
city.
 
April 3-6. 1983.
 

Same as item 7. 

Lecture Materilll 

Arabic Arabic 

( t"\ 

, j 



LANGUAGE: 

6. COURSE: 

.... 
AITENDENCE: 

PURPOSE: 

LANGUAGE: 

7. COURSE: 

AT1'ENDE::C:: 

P'JRl'OSE: 

LA,'.;'GU c\G E: 

8. COURSE: 

ATTENDENCE: 

PURPOSE: 
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Lecture Haterial 

English & Arabic English 

Diagnostic Tests for English Training conducted by 
the American University in Cairo • 

Sixteen key members of ~linia City Staff: January 
31, 1983. ... .:.;. '-" 

To detcnninc the exact extent of training nceds to 
proceed with English Language Training. 

LccLucc Material 

English English 

"Operation and Haintcn.1ncc of Heavy Equipment con­
ducted b}' II Caterpiller Training Center: 1 at 
Aneria ncar Alexandria. 

One Engineer, three Operators and four Technicians 
Xarch 7-10, 1983 ;ro~ :ayou~ City. 

This training course will increase the knowledge 
of the trainees in the area of operation und oain­
tenance of the heavy cquipnent. 

Lecture l1aterial 

Arabic Arabic 

Phase 2 English iraining 
Conducted by the Mnerican University in Cairo 
(AUC) 

1".... ent)' cnpJ.oyces of Bent Suef City staff (froa 
phaGe 1 course) Harch 7, 1983 for 30 hours. 

Approxbatcly t·....enty el:Jployees of Fayouill City 
(froc Phase 1 course) 
March 8, 1983 for 30 hours. 

1'0 reinforce the trainees' English Language and to 
re31iz~ the most possible benefit of the English 
Training. 



12.	 COURSE: 

ATTENDENCE: 

LANGUAGE: 

13.	 COURSE: 

ATTENDE:\CE: 

}'UJU>OSE: 

LANGUAGE: 

1/,.	 COURSi':: 

ATn::mENCE: 

PURPOSE 

LANGUAGE: 
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Phase I English Training at Minia City conducted 
by pcn Training Section using (AUC) Haterials and 
an American English Teacher hired from }linia to 
conduct this course. 

15 employees of Minia city (for 30 hours) 
Starting in April, 1983 

Lecture Haterial 

English	 English 

Basic Diesel Engines
 
Conducted by " Caterpillcr Training Center"
 
at AmeLia ncar Alexandria.
 

8 Engineers and 12 Technicians from the three 
cities.
 
May 22-27, 1983.
 
and May 29 to June. 2, 1983.
 

nli~ course was conducted to increase the
 
knowled~e of the tr~i~ccs 1n the area of operation
 
and oaintcnance of the Diesel Engines.
 

Lecture	 Haterial 

Arable	 Arabic 

Phase III Enclish Training at Fayouc and Beni-Suef 
conducted by (AUC). 

IS e~ployces of Beni-Suef City council 
Sept 13, 1983 (for 30 hours) 
15 employees of Fayouo city council 
Se:>. IS, 1983 (fot' 30 hours) 

Mere e.d\'ancc~d Training on Reading and writing 
Technical Reports 

Lecture	 Hateria"l 

English	 English 



15.	 COURSE: 

PURPOSE: 

ATTi':UDENCE: 

LANGUAGE: 

16.	 COURSE: 

ATTE~m:::~~c:: : 

}'Ur..!:'OSE: 

LANGUAGE: 

17.	 COURSE: 

Al'TF.NDEi'CE: 
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Procurement and contracting Training Course con­
ducted by pcn Training Section. 

This	 course is designed fOl: individuals who are
 
assuming the responsibilities of procuring
 
materials and supplies and contracting on local
 
projects.
 

Procunnent and Contracting Dept. heads and this
 
subordiratcs.
 
- En~ineers who have certain roles 1n project
 

contracting. 
Oct.	 17, 1983 - nov. 3, 1983 for the three 
cities it is four days course. 

Lecture	 Haterial 

Arabic	 Arabic & Englich 

Fluid	 Systet:1s in Water & U.]stewater Drainage 
Schen~s 

Conducted by the Center of Engineering Research 
and TrainIng - Cairo University. 

SeVf'n Engineers (three frot:t Beni Suef and two 
fron each of other citics) 
Ocl. 29, 83 - ~ov. 2[1, 83 

The	 course designed to increase the knowledge of 
the traLlccs in the areas of pi?e lines and pipe 
rlt:~l.:o·d~s, rLl~ps and ?u::lpin~ stations, ',:at-cr treat­
n~nt plnllt~J se~ag~ treat~cnt plants anc! cocpact 
units (water trcat~cnt and sewage trcatcent). 

Lecture	 Material 

Arabic	 English 

Project Controlling and :10nit(lring conductf'd by 
rCD Training Section. 

TIlirty eight engineers in charge of supe~vising 

public worr.s contracts in the three cities. 
From ~ov. 28, 83 till Dec. 12, 83 it was three 
days course. 

(\1
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PURPOSE: Upon completion of this course the trainees using 
two managcment supporting systems and through 
application of time-control techniques should be 
able to supervise the execution of the local pro­
jects. 

LANGUAGE: Lecture Material 

Arabic h ~;·Arabic 

18. COURSE: Liquid and ~as Pipelines and Networks Design and 
Operation. 
Conducted by tl~e Center of Engineering Research 
and Training - Cairo University. 

ATTENDENCE: five engineers (onc engineer froo Beni - Suef and 
l'WO enbinecrs fro;u e ..lch of t.he othel' t ..... o citi'2S) 
Nov. 26, [\3 Dec. 21,1983 

PURPOSE: A ('.ourse dcsi~ncd to increcl5C the knowledge of 
trajl1l}('s in the area ot desii::1 aspects of single 
pipelines (carriers), desien aspects of rifle net­
work", valves, con::ols, ~onito~i~g projection 
devices, and installation and operation. 

LANli(JAGE: l.ecturc Haterial 

Arabic English 

19. COURSE Oiling "nd Greasinf; technology and i.t s Econo::U.ces 
tonductcd by International Consulting Center for 
Research (DAS) 

ATn:~lDE1:CF. : Three encineers (one froo each city) 
Feb. 25 t 811 - ~!n r ch 19, 84 

PURPOSE: A course designed to help in setting up a 
procrao for achieving the ~ost economic way to 
operate and maintain nachi:1C5 and equipoents. 

LANGUAGE: l.ecture ttatcrial 

Arabic Arabic 

,. \' 
\, \ 
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COURSE:	 Preventive Maintenance
 
conducted by PCD Training Section
 

ATTENDENCE:	 The Operating and l1aintenance Staffs in the three 
cities March and April 1984. 

PURPOSE:	 The course designed to help operating personnal to 
keep equipment in satisfactory operating condition 
and to guide them in systematically delecting and 
correcting incipient failures before they occur or 
develop fnto major defects. 

LAHGllAGE:	 l.ecture Material 

Arabic	 Arabic and English 

COlIRS}: :	 Project Evaluation. 

ATTE:mF.:;CE:	 A course dc~i£ncd for individuals ·...ho are 
assut:lin!; th~ rcs?onsibilicies of planni:1f, pen 
sub-projects 3S ~ell as local projects in the 
th: '~e cities. 
During ~~rch Jnd April. 1984. 

l'URPOSE. :	 To provide the trainees ~lth basic concepts and 
techniques of project analysis 3~d to improve 
their skills of application in project evaluation 
techniques. 

l.A~CUAGE:	 Lectunl Haterial 

Arabic	 Arabic and English 

3. Train The Tn-li.ners 

Conducted by the PCD Training Section. 

ATTENDENCE:	 TI,e expected trainers in the different activities 
in the three ci ties. 
Durinu :-Lay 1984 

PUlU'OS1': :	 To prepare the trainers in each of the three 
cities to work for the project to train their 

" \ /
\ 

,", 
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· 6 - COURSE: Water Distribution Networks Operator Training. 
Conducted by the PCD Training Section. 

ATTENDENCE: \.[ater Distribution NetOlorks Engineers and Operators 
During the second quarter of 1984 - 1985 annual 
work plan. 

PURPOSE: To Provide the Water Distribution Network Operator 
with skills and knowledge to apply water-distribu­
tion techniques necessary to provide the consumer 
with adequnte quantities of sare potable ~later for 
human consur:lption at adequate prc<Jsure. 

LANGUAGE: Lecture Haterial 

Arabic Arabic and English 

COURSE: \0.'.1 tcr Trca t::lent Plant Opera tor Tra ining 
Cond'lcted by the PCD Training Sccti.on. 

A"J..j'ENDEHC:: : Wat~r Treat~cnt Pl~nt Engineers and Operators 
During the third quarter of 1ge~ - 1985 annual 
""ork plan 

PURPOSE: To provide the ~~ater Treat::1p.nt Plant of era tors 
with bosic stills and ~~owledge to operate ~nd 

D!aintain his ..·.1ter treat:"1cnt plant ir:. ::­..'lnn('r so as 
to produce a s~lfe, potilole d:-inkin~ I.·atcr Iolhich 
~cets ~stdblished standards as effective a~cl effe­
ciently ~5 possible. 

LANGUAGE Lecture ~fa t«:: ria1 

Arabic AraLic and English 
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MUNICIPAL COMMCNTS ON TRAINING 

Discussions with the municipal staff in each of the three cities 
included technicians, supervisors, department heads, the project and 
training cool"clinators, and the Mayors. Their comments as well as 
observations based on these discussions fo110\11 on selected trainil"B 
programs. 

fn~lish Training 

Tllis course is extremf:lly popular in all thr~e cities. 

Even ~Ji th tr'aining, the )l!vel .of English for many is so limited 
thut it is unlikely the purpose of readil"B' writir-g, and 
uilderstcndin~ technicc31 datu and reports will be achieved. 

Pumps and tlC'tor's Tra~ 

DiSSJtisract:~n w~s expressed that this course did not address 
munic.ipi11 p:'oblems: thQY hcJve obsolete equipment ~Ihereas the 
cOlll'se lIsed new equipment. 

The coul"~e L<JJ~ dl?emed ilcadcmic tlnd Cl major' weakness was no 
hands-on training on eKtual equiprr,ent. 

/,lthough the lecture was in Arabic, the trainin3 aids ,,"'ere in 
English which was deemed incJppropriate for a mix of trainees 
inc lucfinJ C!r1~lineers, opef'ators, an::l' tcchnici ans. 

Tllis eWet1 rE'quires on-the-job training. Our site visits 
indicc1ted ~ot:le misuse of heavy equipment. Operators may 
understand only how to push the r~9ht levers and buttons, but 
not the function of the equipm(!nt. Moreov€?r., sup~rvisors 

lacked un unde:--standing of ,scheduling equipment uses and 
routine maintenunce. 

,Tl'ai n1 no-the-T"ili n~rs 

80th tho lecture and training aids were in English which may 
have be~n inappropriate for the English proficiency of one 
training coordinator. 
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It provided the fundamentals of t~aining. 

Two municipal training coordinators would like more training of 
this nature and they would like training books to use for their 
I/Iork. 

Chlorination b1orkshop 

The approach was academic and trainees expressed a need for
 
hands-on training. .~.'
 

There lIJas some increased consciousness of safety and procedures.
 

The theoretical approach was probcJbly not uppropriate for cJnyone
 
b~low the engineering level· 

Procurement c1nd_~ontrclctinq }"raini!J.1 

Municipal stDff gave this course very high marks. 

TrainQes see~ed well selected and i~dicatcd thsy learned a lot 
from the course· It gave them an ideu of what thC!y felt USAID 
required.
 

There lIIcJS interest in repeatirg the course an:! that it was too
 
short for ,}hat it had to cover.
 

E!:9i:-'ct Contra11 i n9 and Moni tori m (ourse 

This course also receive:! high marks. 

"raining selection c1p::>cured good but, in some cases, staff were 
not c1ble to'apply the techniques thG course till/ght. 

Again therQ was interest in having this course repeated. 

~rCll Municip.01 Comments on Trainir9. 

Th8 logistics of conjucting trainirB varied widely between 
cities. One training coordinator emphasized releasing people 
froo their jobs for training and conducting the training 
off-site as an incentive to people; whereas another coordinator 
strCln.J ly emphasized holding trainirg after working hours and in 
the city itself. 
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Inc~ntives were a common conCQrn· Givire certificates for each 
course and a question regarding the adequacy of the per diem for 
off-site training were raised. 

There was general agreement (including all three Mayors) that so 
far the training has had a very narrow focus. 

Releasing people from their jobs for training is not a problem. 
One person ccmmented that someone can always fill her position. 
However ... tr'aining programs requiri F"B heavy attendanc::e from one 
departrnQnt should conduct more than one session so attendance is 
stu9gered . 

All courses and training aids for all levels should be in Arabic. 

Manuals ",Iith Arabic and English side-by-side give an opportunity 
to leul'll mor--e English. 

lhe:"'C! ~JCJS interest in on-the-job trainil'l9 and havirg someone 
work wi th them. 

knon] lh~ municipc11 project und trainir-g coordinators ... there was 
general agreement that they would like to be more involved in 
trainirl9 decisions. 

Am(lilC~ the municipal staff ... the....e "Jas a gener'al thirst for 
knowledge and interest in training, particularly of the more 
practiced nhand~-onn kind. 

Staff also wet'£' intet'ested in visitirg project sites, an idea 
that h~s already been successfully tested by the Beni Suef 
resid~nt advisers. As a follow-up to the chlorination course, a 
1t"lr'g£! contil'8ent of municipal staff were taken to visi t plant 
facilities at Port Said. As a result of seeing equipment in use 
at Port. Said, oile plant operator said he cleaned his plan 
chlod nators. 
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13ENEFICIAJ\¥ l ..ssu~prIO~S 'TO 
POPUlATION ACHIEVE INPAcr 

SUBPIDJEC'I' BRI~" 

# DESClUPTICN 

DS\v-04.4 ditto 

l3.9...1-o4 •5 ditto 

BS\'l-04 .6 ditto .. 
BSW-04.7 Pipe Pror_"Urement 

3000m -4in. 

~~-04.8 Pipe Installation 
(Unserved Areas) 

BStv-oS.l Replacement of pipes 

BSW-oS.2 Replacement of pipes 

Procurement of 
11,25Orn -4hl 

New Laboratory at water 
'lreatment Plant 

S"I'l...'I\.iS 

\vork just 

ditto 

ditto 

Bid 
r::ocurr.ents 
U:1ceI.­
Preparat­
ion 

No Action 

46% 
Completed 

~~2iting 

Bid 
Docuxer.t 
Prepara­
tio:l 

ditto 

62% 
Completed 

ditto 

ditto 

ditto 

Ditto 

Ditto 

Irnprovc~ Service 

Ditto 

ditto 

l)I~proved water 
quality 
2 ) _. .. . ., 

.Po::cn~la... re­
duced US? of 
chemicals 

ditto 

ditto 

ditto 

District 
(4000­
5000 
persons) 

District 

District 
(15, 000­
lA,GOO) 
persons 

CitY~';ide 

ditto 
I 

ditto 

ditto 

l)Installation of pipes 
2) Pr.ocureliicnt of val yes 
and fittings 
3)Scrvice Connections 
4)Adequate water supply 

i 
l)~nL~uate Supply 
2)Service Cor~ections 

l)P~equate to Supply 
2 )Tra."1sfer of Service 
<bnnections 

ditto 

1) Installation of pipes 
2)Prccurement of valves 
and fittings 
3)J~equate water supply 
4)Service <bnnections 

l)Trained technicians 
2 )~.lI'P 0&.;."1 improvenents 
3 )l....d€·quate water source 
supply . 
4)Adequate budget for 
lab. 

FJEr...D
 
OB...SrmVATIONS
 

None
 

None
 

None
 

None
 

None 

Site Visi1: 

None 

None 

Visit Lab 
Site 
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SUBPRQ)"Err 
Jt 

.:!. 

BRIEF 
DESCRIPTION 

srNl'US Ii"iPACr DENf::PICIAHY 
POPUU\TION 

I,SSUMP'I'ICNS TO 
J'.ClIIl:.VE IHPJ\C1' 

FIELJ) 
onSEINA'l'IONS 

BSW-06.2 Ne­.... workshop-at Water 
Treatment Plant 

Awaiting 
Bid 
Loclm:ent 
Preparat­
iO:1 

Improved maint­
enance capability 

ditto I)Tr~ined tec~~icians 

2}Adequate Maintenance 
budget 

Visited Site 

ESW-07 

,. 
I~~rovements at old 
Water Treatment Plant 

~.:·:a i ting 
justifica­
tion 

Improved 
operations and 
quality of water 

ditto l}Trained operators 
2)Adequate maintenance 
budget 

Visit Plant 

~.pproval 

!3S-1-G8.l 

BSWr-08.2 Improve house metering ditto l}Improved water 
revenues 
2)Dc-creased waste­
age:. 

City-Wide l}Delivery of new 
meters 
2)Collection 

None 

BSW-C9 Inprove chlorination 
systems at old water 
treatment plant 

h-laiting 
Bid 
documents 

1 )'dc1ter quali ty 
safety 
2)Plant ar~ surr­
oullding area 
sattcy. 

City-Wide l}Tt'aining 
2)Maintenance budget 

Observed 
Current unsafe 
concH tions. 

BSW-IO Provide Construction 
vehicles and ~juir~ent 

(forklift, compressor, 
trucks & nDbile cra~e) 

Procurred Increased ability 
to construct ar~ 

repair facilitiec 

City-vlide 1 )Proper use cf equip­
ment training 
2}~aintenance budget 

Saw equipment 
at control 
storage de,[X)t. 

asw-ll Consultant engineering 
services to design raw 
water intake improve­
ments 

60% 
Completed 

J)Increoscd raw 
W<l ter cape,ci ty to 
roth pl<1nts 
2)Private sector 
v.'ork. 

City-Wide Tra:1sferred tec~~ical 

know4:ow municipal 
engineers 

Revie\oJed Pro­
, curement 
Docum~nts 

BSW-12 Provide standby 
electrical supply (gen~ 

sets) for water treat­
ment plant 

Procurr-=d Elirroination of 
service disrup­
tions caused by 
power utages 

Ci ty-\'lide l)Proper installation 
2)Proper Iroaintenance 

Observed gen­
sets stored at 
site 
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SUI3PRa:JOCT BRIEF STATUS niPlcr BENEFIC1AR'1 ASSUHPTJONS 'ro I"TELD 
# DESCRIPTICN POPULATION AO!l1:.VE H1PAcr OBSEI'V.n:rIONS 

~Atension of sewer 43'(. Elimination of l)Routine sewer Observed at 
laterals in Dallala Completed sewage porxHng Iraintenance site 
area near apartIr.ents 2).Adequate capacity 

in connecting trunk 
sewers. 

SSS-Q4.2 Extension of sewer Award of ditto ditto None 
laterals in unserved construct­
areas tion 

contruct 
pcndir~ 

ESS-05 ~£dification of Orabi 1U~aiting 

St. lift station to main cecisioa 
lift station. on justi­

fication 

Improved 
syste;n operation 

CitY-\'/ide l)Integration into 
master plan scheme for 
expanded sewerage 
2)Bydraulic analysis 

Visited 
PUlr.p Stations 

BSS-06.1 New underground 
electric cables to 
serve sewerage 
facilities 

P.waiting 
USAID 
\vaiver 
on public 
sector 
CO:1strue­
tion. 

Improved 
Reliability 

City-Wide None None 

BSS-06.2 ditto ditto ditto ditto ditto 
u 

ditto 

BSS-Q6.3 

BSS-06.4 

ditto 
I, 
i 

ditto 

ditto 

ditto 

citto 

ditto 

ditto 

ditto 

ditto 

ditto 

ditto 

ditto 

BSS-Q6.5 ditto ditto ditto ditto ditto ditto 

BSS-06.6 ditto ditto ditto ditto ditto ditto 

BSS-Q7.1 

--::. 
0' -, 

...._-----

Civil \vorks improve­
ments to slift stations 

A,;:aiting 
preparat­
tic:1 of 
Bid 
Docu.·uents 

.In;proved 
c~ration 

City-Wide l)Developffient of 
ccntinuir.g rraintenance 
program and allocations 
of suitable budget. 

None 
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SUI3PlnJl-XI' 
Jl, 

~ 

BHIEF 
DESCRIPTION 

£n'A'IUS IMPACT BENEFICIll..qy 
POPULATICN 

l\SSUHP'rIO~S TO 
P.CHIl:.VE IHPAcr 

FIELD 
OBSERVATIONS 

BSS-OS Improve fl o~v 

measurement and 
sewage treatrr~nt plant 

Awaiting 
USAID 
approval 
of justi ­
i='_lca ..... .. lon 

Improved 
operation 

Dolf:nstream None 
of plant 
discharge 
Crural) 

None 

BSS-09.I Improvements t9 
sewe<lge plant 
chlorination facilities 

AI....aiting 
preparat­
tion of 
bid 
docu.::cmts 

l)Impruvcd 
disinfection 
2)Control of 
chemicals 

ditto 1 H·1ust improve 
overall plant operation 
to n~ke their effective 
~)Training of staff 

None 

BSS-09.2 Improvements to chlorine 
storage at sewage 
treatment plant 

ditto Improved plant 
saftey 

local Training tolstaff None 

asS-10	 ~2intenance equip~nt COmpleted Increased car~city City-Wide Proper rraintenance Sa\-I equipment 
procurement (trucks to maintain ~rk use, aM budget at gravey sit~ 

and crane) 

BSS-ll Procurement of 
consulting pngineer 
services for 5-04.2, 
S-05, S-09. 

60% 
COmpleted 

1)E.'{pc:rience in 
enga']Clncnt of 
consultancy 
2 )'l'cchnology 
transfer 

City-Wide Involvement of appro­
priate municipal staff 

Revie.·;ed 
docuJ7.ents 
Prepared by 
consultants 
-Excellent­

ESS-l2 Procurement of gen-sets 
for 4-lift stations 

Cornpleted Improved 
reliability 

Local l)Proper installation 
2)Proper Ir..aintenance 
and allocation of 
budget. 

Saw units 
stored at ~'lr1? 

BSS-12.l Construction of gen-sets 
foundation pads 

20% 
COIt1pleted 

ditto ditto Installation of gon­
sets. 

Smv t\-:o pads 
-"Constructior. 
sloppy" 

BSS-14 

~ 
/;
,,-_.... ,/ 

p;:....-- -

Procurement of sewer 
set cleaner 

COmpletc.-d Improved 
capability to 
cle:an sewer 

City-Wide l)Training in use of 
unit by manufacturers 
rep.
2)I:xwelopm0nt and 
impler.~ntation of 
sew~r cleaning program 

Saw Equipment 
-"unused"­
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SUBPROJECr nRIEF STA'IUS rl-1PACl' B:::r,EFICIARY ASSl.J1'1L~IQ."'JS TO FIElD 
# DESCf<IP1'ICN POPULATION AClITI:.VE IHPACT OBSERVATIONS 

MN-\.,t-Ol	 Expansion and upgrading Complete Greater water N.A. Ibuse110ld connections 
of water network availability and and installed 
(6km of 4,6,8" pipe) increased pressure 

fire protection 

MN-\v-02	 Replace pWlJPS in 2 Complete 
water treatment plants 

r1N-W-03	 Renovation of filters Complete 
in 2 water treotment 
plonts 

~-W-04	 Equiprnen t : Pumps for Complete ., See W-06.·4
'". --. See \'1-06 See W-06 See W-06___~_.· ... .......


Nile & Ibrahi~ia intakes 

L~gineering study and Study	 South Budget will be 
design of distribution	 zone-old, available and 

with severe designs 
problems of iJ!1plemented 
water pre­
ssure and 
availability 

MN-W-06	 Restoration of Nile 80% increase in City-Wide 
intake	 available wa ter
 

to plant: increase
 
in quantit~.' am
 
year round depen­

dability of water
 
supply
 

MN-W-07 ~	 Equipment installation City-Wide SUbstantial operator 
to irrprove water training will be 
treat..'nent plant carried out and result 
processes	 in correct and continued 

use. 
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BRIEF SfA1US rC'i!'l\CI' BF.:'JEFICIAr~ ASSill'JYI'IQ'JS 'ro FIELD 

DESCRIP'l'ION popUU\'l'ImI 1".0 IIE'i.;E _IHPACr OBSERVATIONS 

Expansion and upgrading 
of \\Clter neb-.'Ork in un­
served and undcrserved 

Greater water 
aVuilability and 
increased 

Housel1old connections 
will be installed 

areas pressure, fire 
protection 

Upgrade electrical 
service to 2 \....ater 

City-Wide 

treatment pl~nts 

~N-S-ol Expcmsion of . 
collection system in 
unsewered areas 
(5 km of 7" am 9" 
pipe) 

~:-I-S-02 Installation of 
electric cable 
to sewage treatment 
plant 

Complete City-\vide City Council will 
complete connection 
from transformer to 
panel 

Not yet 
to panel 

~1~S-03 Repair treatment plant 
channels and tanks 

~-S-04 Equipment: Vacuum pump 
trucks ! 

City-wide 

Purchase, install 
electric panel 
at treatment plant 

MN-S-OS Interim repair and 
renovation of treatmc.'1t 
plant 

Dependents up:m 
improved ~anagernent 

a.'1d operational 
tratment plant and 
adequate staffing 

MN-S-Q6 Study and design: 
collection network 
extension 

o 

MN-S-07 ~1gineering study/design Deferred 
Upgrade p~ station 
and force main 



~. Oft 

~UBPRQ.,~ 

1. 

l-N-S-08 

~N-S-09 

l-N-S-IO 

~N-S-ll 

l- N-S-12 

t-'N-S-13 

• 

BruEF SI'P.TUS 
DE....C;CRIPTION 

Engineering study/design Lift 
station and collection 

Engineering sttrlYidesign 
collection ~etwork 

extension 

Replace electrical 
panel and cables: 
4 P1..lIT!P stations 

Interim repair and 
rellOvation of plant . 

·.......-.- • .__~_.~ ~----

.- ._-......	 --I 
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IHP.~	 BENEI:'!CIP.RY l\SSUMP'l'IQ~S TO FIELD
 

FOPULr;rrml ACHIeVE Ir-lPACT OBSERVATICX'1S
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