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The project was designed to improve dnd expand the institutional capacity of the governorates
of Beni Suef, Fayoum, and Minia tn identify, plan, budget, finance, construct, and

maintain u1ban infrastructure at the mmnicipal level.

AUTHGRIZATION CATT AMD U.S. LOP FUKDING AMOUXT | PES NUVBER . |PES DATE PESTTIPE
. Buqust 1981 $100 million 84-9 Tuly 1984 [7) Regular [Jotner (Spectfy)
2STRACT. PREPARED 8Y, DATL ABSTRACT CLEARED 8Y, DATL ” [ spectal
Whalik  W/> JStephenson
July 1984 [ {g [ Terwtnal

¥

Abztract
Thnis midterm evaluation was conducted from Fepruary 21 to March 18, 1484 py a four
porson interdisciplinary team (3 AID/wW and one P3C) with the participation of tne three

FSd enginesrs wno assist in Project monitoring.

The report notes the success to date of the Project's current "learn by doin3" approacn
in the precess of suvprolect justification, the procurement of goois and services,
monitoring contract activity, and ALD's and the governorates reporting requirements. To
address tne lack of planning and maintenante of past infrastructure investments, the
Project has finanzed tecnnical consultants, master plan development, badly needed
equimnent, and urgent subprojects. Project acnicvements include: (a) tne coupletion of
draft master plans for water and wastewater infrastructure in the three cities; (b) 73
sunprojects completed and 135 funded; () a marked improvenznt in tne capaoility of
municipal swalfs to select and design projects and to procure equipment and services;
(@) almost all construction and supproject consulting services contracts awarded to
privere Lyyptian firms; (e) a total of 338 municipal employees trainind in 18 training
COUrsas.

Horever, the cveluation tean finds that tne "learn py doing" approach wiil no longer be
sufficient if th2 project is to achieve its capacity-building and decentralization
opjectives. Part of the problem was caused by an overly ampitious Project design in
terms of its broad institutional goals, its time frame, and the range of infrastructure
it considered. Conseguently, in the course of implementation, the Project's scope has
narrowed and resulted in the current focus on capital components. 71ne Project has not
yet addressed tne question of tne financial viapility of existing or planned
infrastructure investments. USALD has bzen too closely involved in supproject review
‘and approval to achieve the purpose of decentralized decision making. The training
progream snould neet the requirements for implementing subprojects, operating current
plants and networks, and prepare for the requirements of tne system expansion
anticipated undar the master plans. 1ne evaluation's emphasis on improving the
provincial cities' capacity is heignten=d by tne fact that tnhe cost of implementing the
proposed master plans far exceeds available Project funds - i.e. the municipalities will
be lelt to implement the plans with their own resources.

Irssons Iearncd: (1) Capacity-building is a time consuming process that needs to be
carefully planned and monitored. A detailed proygram and phased plan to shift
responsibility for the various project components to the GOS may have been useful. (2)
Financial vianility, wnile preyond the direct control of the Projeoct, needs to be studied
and considered by Project implementors. (3) In decentralization activities, USAILD
monitoring should be selective. (4) Trsining programs snould be practically oriented.
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1.1

1. EXECUTIVE SUMMARY AND RECOMMENDATIONS

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,
Fayoum and Minya, 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. This
purpose is intended to (i) strengthen the local governments'
authority and skills to manage urban arowth and provide
essential public services and (ii) provide lecal government
staff with expcrience in allocating and using resources and in
developing the financial and other mechanisms to carry out their
infrastructure program. The project was developed to support
the Government of Zaqvpt's (GOE) policy cf administrative and
financial decentralization on the premise that increased local
government responsibility for infrastructure programs would
result in a more equiteble, self-sustaining, and, hopefully, &
more efficient, dovelopment process.

A Project Steering Committee coordinates project activities and
includes representatives of the Ministries of Plannina, Local
Covernment, Finence, Investment and Intcrnational Cooperetion,
the tiational Organizetion for Potable Water and Sanitary
Drainage, the three Governors and the three Chairmen of the
cities' Executive Committees. The departments of the municipal
goveirnmants are the primary counterparts and implementing
agencies for the project.

A technical assistance contract was signed on May 9, 1982 with
Wilhur Smith Associates (WSA) with subcontracts with Public
Administration Services (PAS) and Engineering and Geological
Consulting Office (EGCO) to provide technical assistance and
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consulting services. The contractor maintains 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 of urgent subprojects.

e s g”
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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 infrastruciure 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
(Eqyptian pounds) have been subobligated and LE 3,892,000
expended for subprojects: the procurement of equipment and
vehicles (41%); rehabilitation and extension of portions of
the water and sewer network (20%); initial and interim
repsir and re-cquipment 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 better subproject selections and thinking through
design and justifications more carefully. In one city, the
Elected Council has begun to be involved in subproject
selection. .

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

~-- The project's resident advisors have established offices in
the three provincial cities and have begun to provide
management and technical advisory services to city staffs.

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

-~ To date, a total of 338 municipal employees have been
trained in 18 training courses.

A



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 the beainning, the PCD project was conceived as a mix of
capital and capacity-buildina components. There have been
accomplishments in the builoing of capacity, but the emphasis of

project activity and AID's manaaement focus have been on the
projeci's capitael components.

To achieve its capacity-building objectives, the project has
adopted a strateay of “learnina by doing," dealing witn tasks
and problems as they come up, brimarily in the context of
subprojecis. khat is clear from tne project § success in key
but circumscribed areas is that the city bureaucracies are
responsive to external assistance. The team was struck by the
fact that, wherc assistance had been given, city employees had
improved performance levels and were motivated. ﬁghgyer the
approach in and of itself and the current level of eifort are
not, in the team's view suiricient to esdress the verv serious
deficiencies in Aunicizal DIanning, 0Derations ana maintenance,
contract managemant end bucget and vinance és tnev raiate 10
vwater and wastewlter infrasiructure, [t 15 urgent tnat an
implementation plan 7or & oroarén or tecnnical assistance in
managament be agreed udon ang mdlemented., if en expancad
managemnent and supportive training progrem is not implemented
inmediately, one cannot be optimistic about the achievement of
the project's capacity building purpose,

At the same time, many of the problems which the cities face go
rell beyond the purview of the municipal employees on the
departmental level. Several of the key issues, most notably
those related to revenus retention, cen only be resolved in the

context of naticnal policies and decisions..

A scries of concerns derive from the fact that, the cost of
implementing the bdroposed master plans fer exceeds available
funds.  Ine originel master plan estimate of $314 miliion has
been 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 d1er1butlon and collecticn, can-no longer be
provided with aut authorized funds. Additional funds must be
obtained or difficult choices made on priorities and staging of

infrastructure investments.

The team found that, at the time of the evaluation, the GOE and
the local aovernrents invalvea had not been provicdod with a

Clear undersianding ot the local invastment or recurrent costs

reguirements ot the recominendad infrastructure.




Speaking more broadly, the project has not vet beaun to address
the underlyina auestion of the financial viability of existing
or planned infrastructure investments. The questions of revenue
generation and retention were included as covenants to the
Project Agreement. Assistance to the local governments in the
financial arena was to have been an important part of che
management advisory 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 finegncial

viability.

The implementation of suborojects has been both the incentive
and the means fox capturing municipal interest and intrcaucing
incrementail chang 2 as. wnl] as acnievint potentially repid impact

— —a

on urban cconomic inirastructure and on the privete construction

trade. The cities are enticipating a rapid anc visible impect
of the project as subprojects come on stream, particularly those
which extend the distribution and collection network and

increase water availability.

Jt is likely that the PCD municipalities ere equipped to assume
greater responsibility for subproject selection and
implementation by virtue of their staff and the presence of
resident advisors, However, beceuse PCD was originally epproved
separately from the decentralization sector, the reguirements
for subprojects meeting 611A requirements have besn interpreted
in 3 more stringent form than has been approved andg 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 decentrelization is to be affected,
the procedures and the way that they are applied need to be more
consistent with that purpose.

The training program, after nearly two years of implementation,
has had a diseppointing impact. Much of the training has been
reactive, acacemic, and somewnat unrelated to current processes
and equipment. A serious effort is needed to focus the training
program to meet the manpower and training requirements for
implementing the subprojects and operating the current plants
and network &s weil as preparing for the requirements of system
expansion anticipated under the master plans.
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1)

The project faces major choices at this point, not only with
respect to the scope of the infrastructure it will seek to
provide but also with respect to the balance between capital
investments and decentralized caepacity-buildina., Decisicns need
to be taken as to which should receive major emphasis and which
should be subordinate and to which set of qoals and policy
objectives the project should relate,

SUMMARY RECOMMENDATIONS

The Mission must determine which portfolio the project fits
within and amend broject documents and adjust project management
to reflect this decision. The Mission has three options:

Option One

Anend the projoct paner to reflect a shift of the project to one
which emphasizes cabital infrastructure in water and wastewater
without addina acoitional funds.

Recommended Actions:

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

2) Stage infrastructure investments to permit proceeding on
priority facilities,

3) Delete the PCD project from the Decentralization Sector.

4) Define the objectives of the management advisory
compongent of the project in terms of the viability and
sustainability of existing and p]anned facilities in water
and wastewater.

5) Define the relationship of the PCD project to other
water and wastewater projects 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 issues in the water and
wastewater sector are 111 defined with respect to secondary
cities and the analytic base for defining them is weak. Without
a definition of these issues, linking the project to & new
sector may slow implementation.

Option Tvo

Amend the project paner to reflect 2 shift of the project to one

vhich emoheasizes canital intrastructure in watsr and wastewater,
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adding additional funds to fund fuliv the recommendations of the

master plans.

Recommended Actions: See Option One

It should be noted that, in the team's view, it would be
unwise to make additional major comnitments of funds to the
water and wastewater infrastructure of these three
provincial cities without a better indication that the
operation and maintenance of the new systems’wiil be
assured and that the question or financial viability will
be addressed. At the seme time, the team found 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.

Option Three

Redirect project toward orioinal emphasis on decentralization

ana capacity buildina,

Recommended Actions:

1) Stage water/wastewater infrastructure investments in

plants over time to permit proceeding on priority
facilities, but retain a significant portion of funds
and proce=sd rapidly to implement locally defined
subprojects in water and wastewater, roads, and solid
waste,

Request USAID Legal Advisor/Egypt to clarify the
requirements for compliances with 611A for subprojects
funded under this project as they relate to procedures
followed in the Decentralization Sector Support PAAD
and, if necessary, amend the project authorization to
make the 611A requirements consistent with that
document.

The following recommendations pertain no matter which option is_

pursued.

2)

Review the master plans and develop one or more alternative

proposels tor staging investments, A clear presentation, in

Arabic, of the staging options should be presented to

governorate and city officials. At a minimum, that

presentation should lay out the services that would be provided:

under various ootions and present the assumptions about GOE
financing of investment anc recurrent Costs. -

]



3)

6)

7)

As a follow-on to the master plan activity, the contractor
should assess the recurrent costs and manbower requirements
implicit in the master plans. 1This should form the basis Tor a
more realistic uncerstanding by the cities of their own needs,
improved annual planning, programming and budgeting, and for
planning appropriate training programs.

A scoped environmenta] assessment of the proposed modifications
to wastewater treatment facilities and new construction be
carried out, including 3 consideration of the environmental
inmacts of ditferent implementstion schocules and staqing
options.

The team recommends using converntional encineering services
first in licu of a desion-construct approach to master plan
implementation.

AID should reach immediate agreement on objectives for the
management component of the project and instruct the TA
contractor to imnlerent & manegement program directed at the
following priority ersas:

Utility organization and mar:zgement

Financial management

Operation and maintenance

Contract management (to include construction supervision)

AlD, the TA centracter the G0F and the lecal covernments need
Lo address tn2 cyestoon of Vinancia] viedility Of tne prcpas
Systeils.  AS an 1rmediate first step, this requires tne
reconmended assessment of the investment and recurrent cost
requirements and of the cities' abilities to meet these costs
under alternate assumptions ebout revenue generation and
retention. AID should monitor GOE performance on the covenants
in the grant agreement which relate to financial viability or
amend them to reflect project plans for the achievement of
financial viability., Other Teasible actions include fostering
awareness on tne part of governorate and municipal officials of
the magnitude of the financiel requirements to operate and
maintain the system, establishing a cost accounting system and
strengthening the cities' capacity to collect and retain
revenues. 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 allowed to retain them, Boni Suef, Fayoum and
Minia would not have adequate systems in place to collect them.




8)

9)

10)
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12)

-8~

The TA contractor should review immediately the 1essons learned

from the current training program, and develop a
implementation plan for training which sets pr10r1t1es and

measurable targets related to performance and lays out:

a. interim objectives to be accomp11shed in the next six
months, and

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

The PP recommended a level of technical assistance (TA) which
was unrealistically low to achieve the stated purposes. Based
on the development of an implerentation plan for training,
expand the TA comporient of the proiject to add an additional
year of a long-term tra1n1ng advisor and additional short-tem
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 very
substantial preportien of project resources should continue to

o to the funcing of suhdrojecis. 10 échieve tne potential

visibility and impact of tne PCD 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 included or touched only lightly are: expanded
water metering; sewer cleaning; disposal of excluded wastes;
improved septic haulage; and an experimental revolving loan
fund for houschold service connections. There are also
opporturities for subprojects which use and support the
equipment purchases already made.

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 financial guidelines and procedures.

AID and the contractor will need to give considerable thought
to the staff regquirements and structuring of an accelerated and
expanded progrem of subproject implementation including
providing improved contractor curveillance and enhancement of
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14)
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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.

The contract and the annual work plan of the technical
assistance contractor should be revised to the extent 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
contractor perfomnance.

AID project monitorina should aqive greater weight to the

manaocment, training and technicel aspects of the project. To
pemmit this, the contractor's annual work plans should piace
more cinphasis on planned accompliishments in these areas,
particularly in terms of measurable performance standards.

Schedule a follow-on evaluation in approximately 12 months to
evalule improvements in management and training components,
contractor performance and the desirability of additional
funding.
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2, THE PROVINCIAL CITIES DEVELOPMENT PROJECT

BACKGROUKD AND LESCRIPTION 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 capitel cities of the governorates of Beni 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-Ecypt qovernorates and their capital cities to identify,
ptan for, budget, finance, construct and maintain urban
infrastructure and services at the municipal level. This
purpose is intended to (i) strengthen the local governmentis!
authority and skills to manage urban growth and provide
essential public services and (ii) provide local government
staff with experience in alloceting and vsing resources and in
developing the financial and other mechanisms to carry out
their infrastructure program. The project was developed to
support the Government of £gqypt's (GOZ) policy of
adminisirative and Tinancial decentralization on the premise
that increesed local government responsibility for
infrastructure programs wouid resuit in a more equitable,
self-sustaining, and, hopefully, & more efficient, davelopment
process relevent to both national and local .interests.

Summary of Froject Activities

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

(i) improved planning, budgeting, operational management
systems and procedures for infrastructure for the ....-
provincial cities;

(i)  the capacity to implement major capital projects;

(iii) the infrastructure in place;

(iv) long-range capital master plans for the three cities; and

(v} ' a trained cadre of city personnel.

The Grant Agreenmont

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

(i) a written statement on the procedures and criteria for
disbursing funds, including capital mzintenance and
operational cost;

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

(ii1) esteblishing procedures for approving subprojects and
for obtaining their financing {rom 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 loca) revenue-generation that would cause or
sustain the financiel viability of the sewer and water
projects supported by PCD; and

(ii) developing as a best efforts a system of revenue
retention for potable water for each of the three
governorates;

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

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 elected 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 lev2l by a regional planning office, physically
located in Minia, which also covers Beni Suef and Fayoum. The
Ministry of Local Government sets general policies and
guidelines 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, Finance and Investment &nd International
Cooperation, the three Governors, the three chairmen of the
Executive Commitices, and the Netional Organization for Potable
Water anc Sanitary Oreineae. The cormittee meets quarterly and
is currently chaired by the Governor of Fayoum. The raporteur
is the Undersecretary from the Ministry of Locai Government.

Technical Assistance

On May 9, 1982, a direct AID contract was signed with Wilbur
Smith & Assoziates (WSA) and its associated firms of Public
Administration Services (PAS) and Engineering and Geological
Consulting Office (EGCO). The TA contractor is responsible for
improving ard increasing municipal capability to develop and
implement physical infrastructure, including treating and
distributing potable water and collecting and treating
vastewater. The municipalities are expected to contract with
local firms for designing and supervising the construction of
the physical infrastructure. It was expected that major works
vould be constructed by an off-shore contractor. The contract
~ provided for: '
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(a) 54 man-months of technical staff time in developing
Tong-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; e

(c) Technical assistance in training local personnel through
86 man-months (72 Egqyptian and 24 expatriate) of
long-term advisory assistance and 96 man-months of
short-term Egyptian assistance for training; and

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

The contract, wihich will expire in 26 months, provides
specialized technical assistance and on-the-job training to the
three cities and governorates. The two resident advisors in

each city (one specializing in management and one in engineering)
are cxpected to be generalists, Short-term specialized
assistance is also provided in the contract. The contract has
been amended five times to add additional fgyptian pounds (LE)
and dollars to cover a data collection effort, add a short-term
procurement specialist, cover additional costs anc adjustments to
sub-contractor fringe benefit and overhead rates.

PROJECT CPERATIONS AND PROCEDURES

The three cities have primary responsibility for implementing
subproject activities. Subprojects which meet the following
criteria are approved on a quarterly basis:

(a) Subprojects include urban infrastructure in the areas of
potable water, sewerage and street paving, end equipment
procurement. With the agreement of the steering
committee and AID, other areas may be included. L

(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. O%M recurrent costs normally are the
responsibility of the GOE. AID funds may be used to
finance initial capital costs associated with
non-personnel Q%M.

A
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(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 funding and contracting subprojects has
evolved in the context of GOE regulations, AID regulations and
USAID procedures. A subproject justification form was instituted
ac » control mechanism as well as & 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
requirements: .

(a) A descriptlion 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) A technical analysis which should include, as
appropriate, specifications, designs, drawings, studies,
performance criteria and dats;

(d) An economic analysis discussing the proposed cost, a
schedule of expenditures, and economic impact analysis,
and, for subprojects which 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

(f) A statement of cash needs should accompahy the requestt)

A Vist of subprojects, their justifications and a cash-flow
statement are forwarded to the Steering Committee as a package -
for review and onward transmittal to AID. According to the grant
agrecment, the Steering Committee is to have such authorities and
responsibilities which would enable it to coordinate PCD
activities and allocate funds. The Steering Committee usvally
does not review individual subprojects and their justifications
but passes on the package which AID finally approves, disapproves
or requests more information 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.

v ite?
nsle

Upon AID approval a voucher is sianed for subobligating -.oney
to the governorate. The Covernor retains control of financial
disbursements at this point. The governorate maintains three
PCD accounts: one each for USAID and BOE checks which comprise
66 percent and 34 percent of subproject costs respectively, and
one for the project account which combines the two
contributions. The governorate issues a check to the
municipality and the municipal bookkeeper maintains the
financial records. The governorate maintains another set of
project records., A similar procedure has just been agreed upon
by the Steering Committee for 0&M,

CVALUATION

S————

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 participaticn in
subproject selection, planning and implementation;

(c) the impact on the planning and implementation capability
and productivity of the governorates and the cities; and

(d) the changes resulting from decentralization in the
delegation of authority, responsibility and resources by
the central ministries and the governorates to the
municipalities. -

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.

This, the first evaiuation of the PCD project, was carried out
from February 21-March 18, 1984 by a four-person
interdisciplinary team with participation of the three AID
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project monitors. The team visited each of the three cities in
which the project is being implemented and interviewed
governorate and .wnicipal 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 documentation, including justifications and tender
documents, and such engineering studies as were available.

-

The team alse met with the technical assistance contractor's
Cairo staff, with reference to project management, training and
master plan developnent and informally reviewed training
manuals and draft documents.

The team was handicapped in evaluating this project by 1) the
emphasis in the project paper's evaluation plan on project
impacts rather than indicators of process and performance; 2)
the inadequacy of the annual work plans as standards against
which to measure 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:

-- Intceration of capacity building components and capital
inputs and their mix.

-~ Sufficiency and appropriateness of training efforts.
-~ Utilization to-date of project funding.

~~-  Effectiveness and efficiency of procedures in contracting,
Yocal currency financing and subproject approvals, etc.

-~ Local contracting and the involvement of the private sector

-~ Relative contributions of AlD, the contractor and GOE
central and local entities.

cyn}Q \Vttxbﬂ;-—1154f~an
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3. STATUS OF PROJECT COMPONENTS

{MPROVED LEVELS OF INFRASTRUCTURE AND EQUIPMENT (SUBPROJECTS)

3.1.1 Status

Significant results have been achieved in procurement of badly
nceded 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:

-= Procursment of construction and maintenance equipment,

-- Expansion of water and sewerage into unserved areas,

© -~ Improvements to operating reliability of pumping and

treatment facilities,
-~ Road and street improvements, and
-~ Procurenent of office equipment.

The totel emount of funds is LE 7,532,000 subobligated, of
which 3,892,000 has been actually expended.
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Total Value

TABLE 1:

Provincial Cities Develcpment Project

Anount Expended on Subprojects in LE

City Total value Water Main  Sewer Pump Station  Roads Training Equipment
of LE ex- of LE Sub- Improvements Improvements, & Treatment Construction & Consult-
pended Obligated Extensions cxtensions Plants ing Super-
Improvéments vision
Fayoum 1,168,000 3,061,000 212,000 135,000 194,000 105,000 41,000 468,000
18% 124 174 9% 4% 40%
Minia 1,530,000 2,576,000 225,000 82,0G0 624,000 139,000 21,000 440,000
15% 5% 412 9% 2% 28%
Beni Suef 1,194,000 1,895,600 113,000 0 301,000 C 76,000 704,000
102 - 25% - 6% 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 144 64 29% €% 4% 41%
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3.1.2 Observations

Initially, in all three cities, local officials campaigned
heavily for siunificant procurement of construction and
meintenance equipment. This to a high degree explains the
current imbalance towards equipment procurement which is very
evident from Table 1. Jn 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 current subtprojects, success in providing increased water
service and sewerage into unserved areas has been low. To the
best of the teem's knowledge, no households have been connected
to new water mains or scwers te date. However, a8 cignificant
number of subprojects, particularly those which address
extension of water and sewerage, will be underway in the near
{future. Great pressure is being applied by officials in all
citics to extend water service into unserved ¢reas without equal
push for concurrent sewerage extension. Subprojects to date
have been successful, for the most part, in "walking a tight
rope" and avoiding extension of water into unsewered areas. On
the other harnd, significant areas of the cities already are
served by water and are unsewered.

Except for new inteke works completed in Minia, the impact on
vater quentity to date has been minimal. In both of the
remeining cilies improvements to raw water intakes are in the
planning stage. Treatment at all facilities is virtually
uncontrolled cue to the lack of flow metering, chemical dosing
controls and laboratory caepability. These matters are being
addressed in current and planned subprojects. Some imnrovenents
have been made to pumping equipment, with more imminent.
Electrical service interruptions, which are frequent in all
cities, have been addressed on two fronts. The procurement of
standby generator sets has been completed and some vork has been
done on provision of new power lines. A public sector -
procurement problem has heampered actual installation of these
lines.

Each city has also embarked upon a program of distribution
system valve iocation, rehabilitation and provision of valve
chambers. 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, al11 three plants the primary sedimentation basins
were septic with considerable floating sludue. It appears that
the stugge removal Systems are grossty inagequate anag are the
cause of these conditions. It is doubtful (supported by the
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Vimited sampling and testing done as part of the master plan data
collection) that 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 and sewer laterals in narrow streets. Such
equipment would be suitable to construction of water mains and
trunk sewers in less congested streets.

Each city has been provided a new sewer jet cleaning machine for
which manufacturers representative treining is scheduled soon.
All of the citics already have at least one other similar piece
of equipment which appear to be in poor condition. How this
older equipment is used is not clear; however, 8 coordinated
program of routine sewer cleaning does not scem to be in place.

As is indicated in Appendix F, the impact of many of these
subprojects is depondent upon adequate 0&M. This aspect should
be considered in selecting and designing future subprojects and
in designing QLM training programs around them. Manufacturers'
training progrems for equipment operation/maintenance have not
been sufficient to ensure proper application and use of the
equipment. With the amount of eqguipment purchased, there should
be the development of complementary training activities and
prograns for use and application. Specific instances are street
maintenance and sewer cleéning (see Report by Zane Young for
sircet maintenance).. Additional short term TA may be needed to
develop the neceossary activities to complement these procurements
and subprojects.

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

Dats 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
militery factory makes water meters, deliveries are slow and
unreliable. The TA contrector should seek out other sources
since this will be a constraint as the distribution system
expands,

looked at only one appeared to be working. Albeit a very small
sanpling, 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 impacts on beneficiaries are”
largely limited to the municipal workers who have benefitted from
training and to private sector contractors 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. The city councils will be expected to bear the
costs and provide most of the labor for small meins and laterals
and in most cases provide labor to make service connections. The
mayors and the technical steff are hazy about the maanitude of
the work that will be entailed. There needs to be an assessment
of the costs, equipment, manpower, and organization which will be
required. To take one example, household connections, municipal
staf f in Beni Suef make the connections with the customer paying
the municipality on a per meter basis for labor and materials.
As tiie network expands, municipal staff will need to expand its
operelions or sub-contract for housenold connections. The Beni
Suef municipal staff has seventy laborers who perform network
maintenance and niake con®&ctions at a current rate of an
estimated 80-100 water connections a month and 60-35 sewer
connactions in 19683, Whan current subprojects are completed,
there will be @ sienificent increase in demend for connections,
Unless this problem in enticipated, connections will be delayed
or will be made at the expense of network maintenance.

Adequate data do not exist on the ability of poor households to
connect to the system. Given the cost of new water and sewer
service connections, even households with an average income may
have difficulty to pay this fee. Municipal employees estimated
the costs of sewer connetions to range from LE 100-LE 150 (LE
15-20/meter, LE 50-70/required inspection vault). Water
connections are estimated to range from LE 80-LE 100 (LE
10/neter, LE 30/¢ater meter, with a LE 50 minimum). In both
Winia and Fayoum, city engineers indicated that there is a
waiting list of people who are unable to afford to connect and
who have applied for public assistance for service connections.
In Fayouni, public funds are so restricted that from a waiting
list of an estimated 1000 for new connections, 5 free connections
have been made this year. The project could have a highly
visible impact by identifying ways to facilitate service
connections,

L ety



The efforts of the resident advisors in Beni Suef to inform 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, the
Elected Council is now involved in selection of "popular"
subprojects, those that extend distribution and collection
Jines. They are generally aware of but not involved in
improvements to facilities and master plan recommendations.

3.1.4 Impact on the Private Sector

M though unforeseen in the project paper, 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 AlD-approved bidding procedures. The impact of
improved municipal bidding procecures develeoped by PCD is
supported by private contractors as both clearer and fairer.
Interviews with successful contractors suggest that PCD's funding
end technical assistance efforts have begun a trend in motion,
which could have a major impact on the construction industry in
the provincial cities, if properly reinforced.

Governorate Construction Cooperatives

Many small contractors in the covernorates are affiliated with
local building societies, which were chartered in 1663 by
Presidential decree 23 jurisdictionally limited, nonprofit,
self-help organizetions. tach governorate has such a
cooperative, some of which are more active than others.
Cooperatives are considered, and officially classified, as
private sector enterprises. They have been actively pursuing and
succecded in obtaining contracts to implement PCD-funded
subprojects in all three cities.lIn bidding on government sector
contracts, all benefit from some preferential treatment with
regard to allocation of materials and equipment. The
cooperatives arc prohibited from bidding or 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 benefits of the cooperative's activities. The
executive and clerical staff provides a variety of services,
ranging from intelligence gathering and marketing, engineering
and design services, cost estimating, bid preparation,
construction monitoring, quality control and limited liability

K
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insurance. The 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 pub11c hous1ng and
infrastructure projects.

The team did not have the opportunity to probe the deg. ce of
influence or rate of success of the cooperatives in Fayoum ‘and
Minia, but, according to the Executive Director of the Beni Suef
Cooperative Construction Society, the organization in the
respective cities is very active. The mdjor problem he
identified is the difficulty of obtaining capital resources for
this orgenization 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 heevy duty trucks, bulldozers, diggers, scrapers, loaders,
lifts, conpressors, etc.

Leasing of Construction and Maintenance Equipment

Contractors on municipal 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 larger construction jobs. The charges are fixed by
municipel government officials anc are not based on a detailed
cost accounting, maintenance and depreciation schedules.

However, AlID-funded equipment procurements have been rather
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
vhenever 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 dimension. 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 primary centers of economic
activities and to work in the oil-rich countries.

Material Supply Shortaaes and Latent Demand

Shortages 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
inpact of the material shortages or bottlenecks on the PCD
subbrojects. It will beccme & more significent problem for the
larger projects identified in the master plan, and shoulc be taken
into consideration when preparing implementation schedules.

Business Managoment

Most contractors interviewed by the team seemed to have only a
rudimentary understanding of business management practices and
showed little concern about the introduction of modern methods as a
means of improving their firm's competitiveness. A few indicated a
desire to send their sons to a business management school, i7 such
were available. HNone of the governorste universities/colleges in
Minia and Beni Suef include a business management program in their
curriculum at this time.

3.1.5  RECOMMEHDATIONS

1) The implementation of subprojects has been both the incentive
and the means for capturing municipal interest, introducing
incremental change, and achieving rapid impact. 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 branch sewers is primarily determined by
topography and locetion 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

4)

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 water which will 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
comnodity. Conceivably it may even result in less alum
being consumed. Current conditions at all plants are
extremely hazardous regarding handling and storage of ton
chlorine cylinders. Accidental release of chlorine gas
will have a disastrous effect upon a wide area adjacent to
the plents. Furthermore, improved dosing equipment along
with operating labs will allow for more efficient use of
chlorine.

Observation of the limited number of active construction
projects indicated considerable rocm for improvement in
construction techniques and attention to details.
Concrete is still being mixed by hand with quastionable
contro) over mix contents., Provision of small mechanical
mixers plus attention to batching reguirements would
result 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.

As was mentioned above, it appears that little, if any,
meaningful treatment is taking place at the wastewater
treatment plants in spite of completed or ongoing _
improvements to the trickling filters and other units. It
is strongly recommended that sutprojects 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
a% a modest cost and fs not in conflict with the master
plan.
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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 houschold connections. Consider developing a
service connection component to the project, improving the
capacity of the municipality to make connections or to
contract for them.

s
.

6) Assess the degree to which households are currently unable
to make service connections and consider developing, on a
pilot basis, a revolving loan fund for service connections.

7) The Resident Advisors should continue and expand the
awarencss and involvement of elected councils in project
activities.

8) In structuring the subproject component, consideratiion

should be given to ways to enhance the project's impact on
the private sector.

¢) Manufacturers' training is not sufficient to insure that
equipment is appropriately and effectively applied. In
key arcas, such as sewer cleaning, this should be
supplemented with a more comprehensive program,

J.2  MASTER PLAKS

3.2.1 Status

Master plans covering water and wastewater for each city have
been developed and preliminary drafts submitted to USAID in
December 1983. The capital costs of the recommendations far
exceed those anticipated 1in the project paper. In order to
reduce the cost of rccommendations for the stage-one works,
considerable revisions are being made, primarily to the
treatment and reticulation components of the plans.

A revicw of the final recommendations regarding the major
capital works is currently underway at che steering committee
level., * The current emphasis is on providing treatment
facilities with available foreign exchange and relying on
current and future GOZ f1nanc1ng for distribution and
collection qystem expans1onq.

The scope of master plans was limited to be conceptual with
order of magnitude costs developed. This is quite clear in
the contract and was further reinforced in the work 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 struétured
in such a wey as to successfully touch upon the key components
at a level of detail consistent with USAID's direction and the
vork plans. Hith the exception of 0&M, discussed below, all
key areas seem to have been addressed.

The 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 the TA
contractor as part of its master planning efforts. Regardless
of contractual considerations, such information is critical
for the municipalities to develdp realistic operatinns budgets
and to train sufficient staff to levels consistent with the
needs of the expanded facilities.

Local consultants have been engaged to do design studies,
final design and construction surveillance Tor most of the
more complicated projects., The less complicated projects are
being prepared by municipal personnel with close supervision
by the resident advisors and AlD engineers.

Since the cost of the mester plan recommendations far exceeds
available funds, tha choice-and staging of investments will
affect the nature and timing of the benefits ‘o be expected.
If sufficient funds are not available to finance the
distribution and collection systems, the benefits of plant
inprovements will be reduced and the cost-benefit ratio

af fected 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 LE 1,837,000 proposed by Beni Suef governorate, primarily
for investments in scwage collectien, none was approved (P.B.
Sabbour). More recent figures show similar trends.

It appears, bssed on discussions with the master plan team,
that considerable responsibility regarding planning of the
" treatment and storaae facilities will be passed to a design
phase. At the present time, consideration is being given
to undertaking construction of the master-plan recommended
treatment storege 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-
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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
compensation. There are several reasons:

o Three cities are involved in the project ey L
o Conditions of existing facilities are largely unknown v

o Lack of raw water quality data

o Relative geographic remoteness of work from other project £
sites :
o MNecd to maintain full operation of facilities during new £

construction.

Another opticn would be to proceed in the conventional method,
nemely encage an engincering firm to do the design and prepare
the construction documents. This would allow for time to make
detailed investigations into the structural and
electrical-mechenical conditions of the existing facilities,
perform pilot testing so as to determine the most suitable
process for treatment plants and to perform more detaiied
hydreulic analysis on the water systems, The design
consultant could also prepare detaiied operation and
maintenance budgots wnen the aesigns of the new and expanded
facilities are ncar completion. Ad hoc plant operating advice
could he included in the services. inis would result in early
improvement in plant operation and some technology transfer to
plant personnel,

Another area of technical concern is the apparent lack of
network enalysis on the existing water distribution systems.
The approach taken 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
flow tests were not performed.

Finally, the team is concerned about the apparent lack of
significant involvement of the municipalities in the
development of the master plans and, particularly, in their
subsequent revision and staging. As originally envisioned,
the master plans would have been prepared in a way which would
be understandable to the Elected Councils as well as to the
municipal officials and staff. While that may ultimately be -
done, it has not been the case for the documznts which lay out
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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, poor]y 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 lay out the impact of 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 water and wastewater systems are
operating at less than optimum effectiveness with resulting
deleterious effects, the overall project impact will be to
improve lhe environment and human health.

The project was given & pesitive determination in compliance
with the requirements of 22 CFR 216, "AID Environmental
Procedures," because of Lthe pessible effects of wasteweter
dispesal. The action recommenced was thet “a scoped
environnental assessment of the effects of wastewater disposal
be conducted prior to initieting disbursement for the
construction or material modifications of waestewater plants"
(Project Paper, Annex H, p2).

The subprojects funded and initiated to date have not
constructed or materially alteirred wastewater plants. The
draft master plans, however, do include construction of a new
trickling filter treatment plant 2t Beni Suef and the
introduction of wastewater treatment based on stabilization
ponds at Minie end tha Feyoum. Each of these interventions or
any other proposed modification to sewage treatment will
require a sceped environmental assessment which should be
carried out before initiating of "U.S. funding.

In addition, when the project peper was reviewed for its
environmental impacts, it was anticipated that the funding
available was sufficient to fully fund complete systems,
including water and wastewater treatment as well as full
distribution and collection systeins for a 1990 population.
Hith the cost estimates exceeding available funds, priorities
must be established as to which works should be built
soonest. Different implementation schedules represent
different alternatives which may have significantly different
envirormental impacts.

AID should be aware that there is a hich level of local
awaren2ss and concern in the rayoum about the environmental
problems releting to drainage into Lake Qaroon. These
problems and the ccncern surrounding it should be considered
in planning the scoping approach for the environmental
assessment,
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3.2.4 RECOMMENDATIONS

1)

3)

4)

A scoped environmental assessment cf the proposed
modifications to sewage treatment facilities be carried
out, including a consideration of the environmental impacts -

. of different staging or implementation schedules.

The team recomnends that the more viable alternative is to
go to conventional engineering services first and not to
utilize a design-construct approach, In the event that
USAID/Cairo opts for desian-construct, the team highly
recommends that the TA consultant be assisted in document
preparation by an organization or persons experienced in
exccution of process-oricented, design-construct projects.
Such experience will be difficult to find; however, it
should be soucht out. A claim-ridden project will surely
make completion of the badly needed facilities a
Yong-drawn-out affair and most likely result in severe cost
overruns., )

The TA consultant needs to pay considerably more attention
to the hydraulics of the distribution systems before
finalizing recommendations for expansion and louping.
lel}-established methods are available for such analysis.
Concurrent with this analysis, selected municipal
engineers should be trained in the basics of such methods
of distribution system analysis,

The team strongly urges that, as soon as final agreement
has been rcached regarging treatment options, a
conprehiensive study be mage adaressing system-wide
operation and maintenance (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
vnderteken. The following is a list of the minimum items
to be addressed: :

o Staffing needs by type, skill and number

o Development of power and chemical reauirements

o Maintenance equipment needs

0 Annual cquipment and facility replacement needs.
Following establishment of the above needs, annual costs to
provide for them can be developed. These costs must then

be incorporated into the management systems component of
the project.
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Identification of staffing needs will be required by the TA
and municipal staff responsible for training, not only to
undert ake the necessary training but also to allow for
budgeting for such training and to anticipate future,
recurrent training needs.

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

5) A clear presentation, in Arabic, of the staging options
proposed should be presented to governorete and city
officials. At a minimum, that presentation should lay out
the plants which will be built, the impact on urban
services under various options and the assumptions about
GOE (NOPHASD/Governorate/Municipal)financing of investment
and recurrent costs.,

IMPROVED MUNICIPAL CAPACITY: INTRODUCTION

The stated purpose of this project ic to improve and expand the
institutional capacity of the three cities of Beni Suef, Fayoum
and Minia, to identify, plan for, budget, finance, construct and
mainlain urben infrestructure., The project paper anticipated
that the resident advisors, supplemented by short-term technical
2s istance and supported by the training programs, would provide
advisory services to strengthen municipal capebilities in these
key areas. lN2ither the project paper nor the TA contract
specifies what activities will be performed or what standards
will be achieved. Nor, epart frowm annual work plans, does the
contract call for the implementation plans in the management
area as proposed in the PP and which might have helped to better
define directions. As a result, almost two years after the
arrival of the TA contractor, there is still no agreement as to
the appropriste level of effort or scope for this key area of
institutional ceapacity.

Both the first and second work plans have tied activities in
management acgvisory services to basic reconnaissance reports and
to the development and acceptance of implementation plans. One
report, completed in July 1983, has been reviewed but has not
been accepted by AID. A second amendmert to it has just been
requested following a meeting between USAID and the PCD staff,
Training activities, which should be an integra) part of and
support to institutional development have preceded clear
understanding of needs and objectives on an agreement cn how
treining would contribute to project objectives. As such, the

activities have been ad hoc, reactive and have, to date, made
only modest contributions to the overall capac1ty bu1ld1ng .
objectives of the project. (Table 2).

f
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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,
However, the team considers the approach in and of itself and
the current level of effort are not sufficient to address the
very serious deficiencies in municipal planning, operaticns and
maintenance, contract management, budget and finance as they
relate to urban infrastructure. The team hes several overal)
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
receiving on-the-job training.

--  Some problems desiand solutions which are beyond the scope
of an individuali's job.

These reservations do not suggest a lack of support for the
concept of on-the-job treining or learning-by- doing. They
are an integral part of a capacity-building approach which
emphasizes practical, realistic chanuves in incremental stepns
that peoplec can see end uncerstand. However, 17 this approach
is pursued ad hoc as the only approach, the total progress in
capacity-builcing will continue te be slow, institutionalization
of chence will be difficult and major areas may not be
addressed. Tne  lev2l of procress with respect to
cepacity-building, in large part, can be attributed to the
strengths and limitations of this approach.

kWhat is also clear from the project's success in key but
circunscribed arcas is that the city burecaucracies are
responsive to external assistance., The team was struck by the
fect that, where assistance had been given, city employees had
improved performance levels and were motivated. These
improvemonts have taken place before the distribution of any
incentives although several emplioyees did raise the incentive
question with us, including sevcral those who were putting in
unpaid overtime on project-related activities.

Although impact in the institutional capacity of the cities has
been limited, it has been suificient to domonstrate the
flexibility and will on the municipal level to make changes.
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The Timits of that will and flexibility have not yet been
tested. The team believes, 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, if an expanded, targeted management
and training program is not implemented immediately, 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
wvill implement it.

It is difficult to evaluate an activity which has no agreed-upon

scope or standards as objectives. As a result, the team has
taken the somewhat leocalistic epproach of reverting to the
vording of the project authorization as a statement, however
non-specific, of overall objectives (Table 3). Specific
components are discussed in the sections which follow.
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TABLE 3: Improvement in Cities' Capacity with Respect

to Urban Infrastructure and Services

Beni Suef  Fayoum Minia
Identify 3 3 Mi’g,
Plan 2 2 2
Budgets 1 1 1
Finance 1 1 1
Design 3 2 2
Construct (implement) 3 2 2
Haintain 1 1 1
Alocation 2 2 2
Utilization of resources 2 2 2
Local contribution of 0&M 1 1 1
Totals 19 17 17

Source: List of indicators is drawn from the Project Authorization.

Scale:
5 (high)

Ranking is average of ranking by individual team members,

1 (1ow);_2 (below average); 3 (moderate); 4 (above average);
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Courses Offered in Relation to

Objectives of Provincial Cities Development Project

Project Objectives

Courses Offered

Number of Trainees

Capital Project Liquid and Gas 8
Identification Pipeline Network
and Design Design .
8
Planning, Budgeting President's Program 2
and Finance Public Adminis-
tration 3
5
Construction Procurement and
¥anagenent Contracting 55
Project Controlling
and Monitoring 38
93
Operation ang Pumps and Motors 51
il3intenance Heavy Equipment Q&M 8
"Chlorination 40
Diesel Engines 18
Fluid Systems 7
e m
Other English Training 106
Training and Trainers 2
708
TOTAL 338

Source: Wilbur Smith Associates, Summary of Training Activities,

March 1984.
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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 0&8M. 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,. ‘this
should not be seen as an either/or issve but a gquestion of
what the proper mix and timing should be.

The role 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/agreement with GOE officials on the

national level to sanction any proposed changes or pilot
activities.

RECUMIE HDATIOKS :

1)

2)

4)

That AID and the TA contractor agree that the following are
the priority areas for management and training interventions:

1) Organizetion and manacement of water and sewer services
2) Financial Management

3) Contract Management

4) Operations and Maintenance.

That an impiementation plan for a management progrem be
presented by the contractor at a formal meeting with USAID
staff and agreed upon within 60 days.

That consideration be given to adding one Egyptian
professional to each city staff to reduce the burden that
subprojects place on the resident advisors and permit them to
focus more of their efforts on implementation of an expanded
management program,

That additional and improved translation services be found -
for the Merican resident advisors to permit them to function
more effectively and to reduce the use of Lgyptian advisors
as translators.,



3.3.1

Planning, Budget and Finance

3.3.1 Status

In formal terms, these aspects of the PCD project have
received little attention from the training program (Table 2),
short term technical assistance or, according to the annual
vork 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 lewst one specific case) the ability and
willingness of municipal leaders to make minor modificatinng
to lines-of-authority in order to bring about a more effectlve
and cfficient organization,

Due to other pressures and priorities, little has been
attempted or accomplishec in the arena of budget or finarnce to
date., C(ovenants in the project aureement call for a GOL plan
for revenue generation and best efforts towerd developing a
system of revenue retention, This is the time to decide how
to approach the revenue question within the context of the PCD
project. In the current organizational context, the
appropriate focus on budgetary questions on the municipa]
level appears to be on estimating costs of operations and
meintenance and develobing justificeticn techniques and
management epproaches for use in the budjet process.

On the revenue side, there is interest and there are
subprojects to improve water revenue collection by purchasing
vater meters. .In one city, a study is underway by a local
consulting engincer to serve as the basis for a program to
improve water meter repeir and calibration. However, one can
question the incentive to collect revenues more aggressively
in the ebsence of the ability to retain them.

3.3.12 Observation

The performance of municipal planning, budgeting and finance
and local adwinistrative activities is controlled rather
pervasively through central authorities (Appendix C). The
influence of central agencies over internel departmental
affairs is equally pervasive. This project represents an
attempt to increase the participation in that process by the
Towest levels of provincial municipal government.
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The influence o the central government shows weaknesses in
certain c¢ritical 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 process of departmental management and
administration is largely determined by the Central Agency for
Organization and Administration (CAOA). Among other guidelines,
the agency prepares and issues prescriptive job descriptions for

loca) employment and assigns positions or classes of positions
to the nationally anplicable pay structure and oversees other
aspects of personnel management. Subject to review and
adjustment by the Ministry of Finance, the CAOA has jurisdiction
over budget requosts for all personnel services (Bab I).

The Ministry of Finance is responsible for the review and
approval of requests for materials, supply and 0&M services (Bab
11) and cepital investments for all infrestructure (Bab 111).

In addition, the Ministry prescribes policies and procedures for
revenue administration, for recording and reporting of
collections and for accounting of disbursements, The oublic
vorks departments aenerally have no direct responsibility for
nor influence over the local budcetary decision process, but
they can and should be prepared to justify their Bab I, Il and
111 funding requosts with facts, legic and persuasiveness. The
USAID focused sutproject justification process may be a good
basis for discussing the peculiar needs of the local and
national budget request justification process. However, the
requirements and procedures which have been developed to mest
AID requirements are not necessarily suiteble for the Egyptian
programning and budgeting brocess.

Other standards and procedures of importence to the water and
sewer program in municipalities are those set by the Ministry of
Health, as regards enforcing bactericlogical and chemical
standards 7or potable water. The National Organization for
Poteble Water and Sanitary Drainage (NOPWASD) responsibilities
range from formulating policy, constructing facilities,
researching and settling standards and procedures, and providing
technical advice end training for the 03M of water and sewer
facilities, after ownership has been transferred to the
municipalities or governorates.

As is commonly the case with centrally-administered
policies and prccedures, the design and approach reflects
the viewpoint and nced of the national administrative units
and not necessarily the needs of local administrators. The
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administrative framework designed by CAOA and others could
be characterized as the "lowest 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 from the financial incentives remains to be
seen. But, in any event, it would require the cooperation
of the respective national organizations, and presumcbly
the provision of additional resources.

Discussions with local government officials in the three
cities clarified that adjustments to the CAOA prescribed
organizational/administrative structures can and have been
made. The organization charts of the municipalities and
governoreles ere similar in content and in relationship of
municipal functions to the responsibilitics of the
executive and legislative branches of government as defined
in national law. The variations in the errengement of
functions end lines of authority seem to be reflective of
the personal relationships within the municipal leadership
group as w211 as the dearee of political control exercised
over the disbursemant ¢f funcs and the collection ang
recordetion of revenues.

The cepacity of provincial cities to fund 0&M activities
for their respective water and sewer systems is closely
related to significant financial constraints described
above, i.e., the dependency on central government subsidies
and grants-ic-aid, and the limitations cn and reluctance to
raising local revenues. Past expenditures for W/S capital
investments and 04M activitié¢s have been clearly
insufficient Lo meet the local needs, and current
expenditures. ¥hat will heppen after the system
improvements have been implemented and require heavier
outlays for 03t activities should be of concern to a1l
involved.

NOPWASD, under the direction of the Ministry for
Development, is responsible for all water and sewer
investiment activities throughout the country--except for
those activities in Cairo and Alexandria: Local
governments have respensibility only for the 0&M of
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existing systems. Budget allocations for both Bab II, i.e.
U&M expenditures, and Bab Il i.e., Investments, are
influenced, if not determined by NOPWASD's priorities, and
are only particlly responsive to the locally identified
needs. However, it is difficult to say just what the local
0&M needs are and what they will be once the new systems
are in place. Standards have not yet been determined and
cost estimates have not yet been prepared. Consequently,
it is important to determine what 0&M requirements are”
currently and what they will be under the proposed plans.

Several institutional/organizational options have been

- advanced which would insulate the water and sewer system
funding needs from the vicissituces of the perennial budget
battles. These options include the establishment in each
city of a:

Hater and Wastewater Authority, or a
Hater and Wastewater Company, or a
Dzpartment o7 Hater and Wastewater
Other variants,

[= 22 = BN o]

¥hile an independent entity would theoretically provide a
greater autonomy in the collection, retention and
expenditures of user cherges, the latter aims at
strengthening the existing public works departments,
particulerly with resard to Lheir technical, menagerial and
financial capabilities vis-a-vis the local and natione)
decision meakers.

Each geverner and mayor we spoke to openly discussed issues
related Lo tariifs and retaining revenues and were aware at
least of the option of esteblishing independent water
companies. They were comple tely unaware, however, of the
magnitude of costs required on @ recurrent basis to operate
and maintein either the current system or the proposed
expansion under the mester plan. In additicen, they were
understandingly reluctant to make changes which might have
the effect of reducing the budjet subsidies they currently
rely upon. They also related their ability to increase
revenues to improved services. It should be recoqgnized
that the program in the provincial cities is planned to
have an important and visibie impact on the level of
services. It may be possible to see movement on the
revenue question in this situation much nore readily than
in the more politically visible primate cities.
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One TA contractor report notes that CAGA 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 opportun1ties, pay scdles
and incentive systems.

3.3.13  RECOMMENDATIONS

1)

2)

Despite the Yack of a guarantee that the objective will be
achieved during the life of this project or by its direct
action, it is possible and necessary to take concrete
actions which will lay the necessary foundation for
financial viability.

The first step is to create awareness on the part of
governorate and municipel officiels of the magnitude of the
financial requirements they fece to operate and maintain
the system.

- Assess the O&M of current facilities and the
inplications of the implewentation of the master plan
and present these to the mayors and governors
(requested by the Mayor of Fayoum).

- With the municipalities, establish a cost accounting
system so that they have the cepacity to assess their
requirements on an on-going basis.

- Make greater and more effective use of Aperican
long-term advisors and intermittent short temm
advisors to respond to city needs in this area and to
stimulate interest and actlon on the part of city
officials. .

The second step is to strengthen the cities' capacity to
collect revenues. Even today, water revenues constitute
the single largest source of revenue which the cities
collect and retain end subsequently pass on to the national
treasury. In each city, we heard about inadequacies of the
water metering system, broken water meters, inadequate
numbers of and unmotiveted meter readers. If tariffs were
raisced tomorrow, Beni Suef, Fayoum and Minia would not have
the systems in place to collect them.

Gy
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Operation and Maintenance

3.3.2i Status

In all cities a “"paper" organization is in place which is
charged with 0&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. However, this
training appears to have had a negligible effect on actual
0&M of existing facilities. Officials in each of the
cities acknowledae the importance of 0&M but have only a
vague »otion of what i1s needed both in human resources and
fiscally., Until a more systematic approach as a pert of a
management program is implemented, as required by this
project, the above situation will continue.

3.3.22 OGObservations

Al) water treatment plants suffer from lack of suvitable
means of process control. No raw water or product wéier
quality testine is being performed. Chemicels [Alum and
Chloring) are being epplied without any knowledoe of dosage
requirenments. Process units are essentially {low-througn
devices. How much treatment is taking place under such
conditions is unknown., The quantity of water being treeted
is also unknown beyond a rough estimation.

Most of the above comments also apply to the wastewater
treatment facilities.

Based upon discussions with essigned municipal staff and
casval field observations, current maintenance ot the water
and sewer pipe systems appears minimal and totally
inadequate. Maintenance is limited to repairs to ruptured
or badly leaking water mains and random cleaning of sewers
(probably driven by problems resulting from serious
blockages). A1l cities have some sewer cleaning equipment,
both old and recent USAID-furnished. The new USAID
equipment has been hardly used and the resident adyisors
are awaiting training from equipment factory
representatives for city operating personnel.



In spite of the above, it should be pointed out that no
leaking mains or sewage surcharging onto stireets 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 facilities. In every case these facilities are
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 located within a wide radius of these plants.

A1l three wastewater 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 are septic and covered

with sludge blankets. Downstream aecrobic treatment may be
a futile effort. Current subprojects do not address steps
for resolving this problem,

Brief conversations with water plent operations staff
indicate a general understanding of what is needed to bring
their plants under control. The wastewat.r treatment plant
operators eppear to be content that sewage is passing
throuch th2ir plant without any ccncern over whether or not
any meaningful treatment is happening.

Meintenance of both the treatment facilities and

distributicn-coilection networks is virtually nonexistent.
This is to a larane degree caused by lack of budget coupled
with operating personnel untrained in routine maintenance.

3.3.23 RECO!Z NDATIONS '

1)

2)

Implement the manauement systems component of this project
with priority to 084, Modify training programs as
discussed in Section 3.4.

As the more comprehensive 0&M program is being developed,
there are many opportunities for resident advisors and
short-term consultants to provide “hands-on" training. In
doing so, they can contribute to improved operations of
systems, enhanced capacity to operate, better understanding
of what is needed to operate water and sewerage facilities
and increased morale resulting from the knowledge that one
is running a viable and effective system. Furthermore,
these steps can be achieved quickly, at reasonable cost and
with available TA consultant resources. The "hands-on"
aspects will very effectively susplement the more
comprehensive training and management compcnents of this
project.



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 0&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
implementation of whatever procedures com2 forth from the
management program.

The recommendations which follow are offered as samples of
types of activities which can be undertaken immediately and
do nct involve any significant cost commitments.

-~ A program of daily raw and product water sempling and
testing of @ minimum amount of parameters should be
established imnedietely. This will reguire expediting
the purchase of certain lab equipment which is
scheduled under the subproject program. Furthermore,
it will require some training and monitoring of plant
personnel charged with performing these tests. A
syslem of careful recording of all date should be
estahlished ang carefuily maintained. 1In addition to
tichtening up plent operation, these data will be
essential to the designers of the plant expansions.

-~ This program should be looked upon as an interim, even
cmergency, step and not in conflict with the longer
range plant cperation treining program and manuals now
being developed by the TA contractor. In actual fact
this program cen be readily integrated into the larger,
more formal one.

-~ Development of this interim program should be a joint
effort of the resident advisors and the two expatriate
trainers. The trainers would be responsible for
outlining the technical elements and the resident
advisors for implemention and monitoring.

~.
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-- The water distribution systems are currently undergoing a
program of valve location and valve chamber installation.
A program should be developed by the resident advisors
which addresses the items listed below. This will initiate
a significant start on routine distribution system
maintenance. In addition it would establish information
which will be essential to execution of the leak detect1on
programs recommended by the master plans.

Water Distribution System Maintenance Program

-~ Locate all existing hydrants and valves greater than 4
inches.

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

-~ Make repairs or identify as inoperable and mark for future
replacement.

-~ Upgrade existing maps and provide specific locations (ties)
for each valve.

-- Develop a cerd file system which indicates valve
condition-type date of last operation,

-- Cormence a limited but systematic program of flushing
mains, (Due to current water shortage, this should be
limited to known problem areas. )

-~ Each city now has at least one sewer jet cleaning machine.
As mentioned earlier, training by a representative of the
manufacturer in the use 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 Implementation of Capital Proiects

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
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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 present all cities are utilizing the services of local
engineering consultants to prepare reports and designs.

Municipal capacity to inspect constructisn works is quite -poor
and needs significant help.

3.3.32 Observations

The greatest success te date is in the area of procurement
procedures. All cities now have personnel who understand and,
most importantly, believe in the new procedures. Discussion
with local contractors reveals unanimous support of the more
stringent, but clearer and wmore fair, procedures. Ko apparent
adversc effect has developed where contractor pricing is
concerned.

Hew project monitoring methods are in all cities largely based
upon the training course given under the project., However,
there secms to be scme divergence of epplication. One major
question in &1l cities is whether or not the new methods are
in fact catching on in the municipelities. Currently the
resident advisors and AID engincers ere taking the lead in
project monitoring., Another question is the adequacy of the
methods regarcding the reliabiiity of information used.

The team reviewed semples of verious types of procurement,
evaluation and menitoring documents. Following is a summary
of observetions regarding these documents,

Equipment procurcrent:  Samples of the very simplistic
documents which were utilized prior to the project were seen,
They usually consisted of a few general paragraphs. The
current documents were very detailed and easy to interpret,
They were a vast improvement and need very little further
inprovenent.,

Lonstruction: Previous practice was to tender pipeline
construction with only a rudimentary location sketch end
minimum technical specifications., Payment methods were
confused and overly simplistic. Documents now being prepared

show a very great improvement. Plens showing location 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 probliems in the past. These are now
indicated on construction documents. The technical
specifications and "boiler plate" are quite complete and more
clearly establish the contractors responsibilities. Payments
based unit prices established in the bid are clear and easy to
follow.

In addition, similar documents prepared by a local consultant,
A. Warith, Cairo, were reviewed. These were for more complex
works which are beyond the present capability of the
municipalities to take on. The documents were superior and at
a level one vould expect from an expatriate firm.

Bid Fvalvation Procedures: Prior to PCD, bid evaluations
usually consisted of an auct1on 1nvo]v1ng those who put in

bids. Award had 1ittle relationship to the technical bids and
always was based on the lowest price without any consideration

given 1o competenze,

Current evalvetion procedures are improved and more closely
follow requircients and procedures established in the bid
documents. (Qualifications end experience weigh more heavily
in award decisions. The team was told of several instances
where a low bidder vas pessed over due to past poor
perforaance or leck of capacity to do the work,

Procurerient of Locel Consultirs Engincering Services: In the
past nene of who C1t12s hac any mearingiul experience in
sclecting and engaging consulting engineers. The TA
consulient, with consideraeble assistance by the AlID engineers,
has developed and tested a process which works extremely

vell,  Several contracts have been signed and others soon to

hbe pursued.

The process is very much in line with AID's, namely a two-
envelope system comprised of a technical proposal and a cost
proposal. The first-ranked technical proposal is invited to
negoltiate based upon costs included in his second
envelope-cost proposal.

A review of design reports and construction documents prepared
by & 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.



-49-

They were 3 great improvement over pre-PCD drawings, but were
still inferior to those prepared by the Cairo-based
consultant.

Construction Monitoring: Procedures for monitoring
construction progress were also developed jointly by the
resident advisors and the USAID engineers. Before this, such
procedures were unknown. These procedures were initially
transferred to municipal persennel in training seminars in’
which one USAID engineer assisted. The team saw examples of
these procedures being applicd in each of the cities. The
procedures include progress bar charts and cash-flow
monitoring with carcful documentation of all key actions and
milestones,

These procedures are well conceived and appear effectively
used in all cities. However, they are entirely dependent upon
reliable infornation coming in from the field. This point
requires particular emphasis since indications, based upon
discussions with the resident advisors, are that this
informetion is not reliable, This is one area which requires
urgent attention and needs cerefully designed and sequenced
training proarams,

Conslruction at thiz time is Yimited to smeall pipeline
installation (both souwors and water mains), minor civil works
improyvements end one smell sewage 1ift station., Casual
observation indicated that substantial improvement is needed
regerding attention to deteils. An exemple is very poor
leveling and finishing of the concrete slebs cast for setting
of new generator sets.  The slebs were reascnebly well formed
but the surfceces lasked screening end were covered with foot
prints. Twenty minutes of attention plus avequate protection
during curing would have resulted in a far better final
product. The municipal inspectors need a great deal of
guidance from the resident advisors regarding attention to
details.

iore significant improvements in construction surveillence and
monitoring are nceded and should be an important part of the
managemont improvement prooram and its related training
activities.

3.3.33  RECOMMINDATIONS

1) As was discussed above, the municipal construction
inspectors appear to be deficient in enforcing the
contractors to pay attention to details. Current works
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are small and unsophisticated. When larger and more
complex works are commenced, 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 mest Tikely continue
well into the future. Municipal staff should be closely
integrated into these projects, &nd where practical,. .
secunded to the consultant. The use of well-qualified
local (generally Cairo-based) consultents presents
opportunities for the transfer of skills and technology
to provincial staffs. In two cities a construction
surveillance contract to & local consultant is planned in
the very near future.

3) The resident advisors should take a much stronger role in
coaching and quiding municipal inspectors in proper
attention to construction detail. If qood habits are
instilled on the current small projects, they will be
enhanced ¢s more complex projects are undertaken.

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,

TRATNED PERSONNEL

3.4.1 Status

To date, a total of 332 people have been trained in 18
{raining courses conducted under the PCD project (see Appendix
D). Of these courses, five have been done in-house: an
orientation seminar, an introduction to pumps and motors, a
chlorination workshop, a procurement end contracting course,

" and a project controlling and monitoring courses. Training

manuals were prepared Tor the last three. The following
courses are being designed and manuals developed in-house:
preventive maintenance, project evaluation,
training-of-trainers, wastewater treatment plant operators,
vastewater collection system O&M training, wastewater
distribution networks operator training, water treatment plant
operator training. Other accomplishments include:

-~ identifying local training programs and matching tlose 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. A 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 manacement practices and procedures,
the budgeting znd planning process, the organization and
management including personnel functions, and the Q&M
functions. This would lead into the training procgram 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 ¢ deteiled diagnostic review,

The contract specified five training tasks:

) assessing municipal training needs;
) identifying local training programs;
) identifying appropriate international training programs,
including long- and short-term training;
) establishing in-country programs:
a. training of key managers
b. training of-trainers
c. on-the-job training
d. special skills training
e. developing training course materials.

3.4.11 The Role of the TA Contractor

Training is one of three major areas in the TA contract. The
Contract provides feor two years of an expatriate training
advisor to establish the program and 2 Egyptian 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

treining., The resident advisors are the key personnel around
vhom 311 project activities in the cities take place. In this-
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role, they have been charged with identifying special or
urgent training needs.

3.,4.12 Municipal Training Structure

Apart from the project training coordinators, designated in
mid-1983 at PCD's request, municipalities have neither staff
nor budget for training. Fayoum is a very recent exception to
this as a new training section has been added to the cities'
organizational chart. As yet it does not have budget and is
not staffed beyond the coordinalor., There is no training
counterpart at the ministerial level. The governorate
training section end 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 averave water and sewerage staff is 372. Because
of employment policies, a person's academic qualifications may
notl relate to his job responsibilities. Based on discussions
with municipal staff, formal training occured ve:y
infrequently before PCD. The size of the municipal staffs
coupled with current employment practices strcengly suggest
that the design of an appropriate PCD training program should
have been based on identifying who makes critical decisions
and who performs key activities for water and sewerage
infrastructure,

3.4.13 The Training Prooram

The first annual work plan emphasized surveying municipal
sorvices to identify (i) a stratified profile of the
educetionzl, traininc and experience level of potential
municipal trainees and (ii) in-country and international
trainirg programs., The end product was to be the master
training program. The work plan recognized that a trained
municipal cadre is an important objective of the project.
Developing training manuals and guides and translating them
into Arabic was deemed as a first step in achieving this
objective.

The second annual work plen did not evaluate acconmplishuents
against the first-year targets. The first-year targets were
cited as too ambitious for reasons which included: a hiatus in
hiring one of the Egyptian training assistants; a long lead
time in getting established and oriented; the language barrier
and the need for Arabic trenslations; delay in establishing
the resident advisors in the cities; and internal contracter
coordination problems. Many of the first-year tasks were



-5 3-

linked to the survey which did not occur. Much of what did
occur was in the area o7 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, Cairc University, and MANTRAC.

Nonetheless, 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 courses:

a) chlorine workshop;

b) project contracting seminar;

c) project supervising seminar;

d) treaining for designing, constructing, and maintaining
streets;

e) procurciient procedures and practices;

) preventive maintenance for water/wastewater plants;

g) water t{reatment plant operator training;

h) wasteweter treatment plant operator training;

i) train-the-trainers course;

J) management treining;

k) training feor 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 cburses described
have been given, are under development or about to be given.

3.4.2 QObservations.

3.4.21 1Jraining Prccedures

For each training course, a summary-is prepared outlining a
description, the objectives, who should attend, and the main
topics covered. This summary is sent to the resident advisors
who give it to the municipal project coordinators in their
cities. The municipal project and training coordinators
determine the training selection which the Mayor authorizes.
This 1ist consicting of names and designations is returned to
the TA training section preparatory to conducting each

course, At the conclusion of a training program, the trainees
fill out @ 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

\¢

)
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with municipal staff before designing the course content, the
courses were desiagned generically and may not meet the special
needs of each city. For some courses, the amount of
information provided in the course summary was felt inadequate
for selecting the appropriate trainees. The description of
who should attend a course assumed homogeneity of supervisors
end technicians whose education and experience vary widely.
The list of irainees and job titles provided no further basis
on which to determine the level of education and experience *
for molding & training course. The extent to which a
checklist form provides sufficient feed-back for evaluating a
course is doubtful, and so far the results of these course
evaluations have not been shared with the municipalities.
Although it is in the job description of the training
coordinator, there are no procedures for follow-up to see if
trainees are applying what they learned.

fodifying procedures is fairly uncontroversial and offers the
possibility of greatly improving the training program. The
importance of getting on with the job and achieving an
inmediate impact in the initial stage of the training proogram
must now be reassessed in order to institute procedures which
treat the wunicipality 2s a partner in this training effort.

3.4,22 Trainina: Constraining and Enabling Conditions

Unlike techniczl factors which are more easy to isolate and
identify, training is less visible, more mundane, and has less
political eppeal than infresiructure dovelopment. Anpropriate
training tzkss time to wnstitute and procduce an efrect. For
the PCD preject, it depends on (i) correctly icdentifying where
existing major shorttemings lie in the water and sewerage
facilities; (ii) anticipating the needs (technical and
administrative) of future facilities and (iji) assessing the
actual and potential quality of the municipal staff for O&M
for existing and future facilities..

Khatever form this assessment takes--and the long-debated
guestion over whether to conduct a diagnostic survey seems to
have become @ red herring--a besic, first step is-
understanding what exists before suggesting how 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 secvuenced training effort. Together,
the quality of the management and training efforts will
significantly influence achieving the capacity-building
objectives.

So far there is a very 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 recipients of information. The chairman of one city
council concluded that "the PCD project is a golden
opportunity” tor his staff since, he observed, it offers
training which is never offered in GOE programs. This
represents a significant, positive momentum on which the
project should capitalize over the next two years and suggests
strong grounds for training opportunities. However, the
orientation of the training needs to change dramatically from
a theoretical, top-down approach to a hands-on, bottom-up
approach. And it needs the right support and priority.

Appropriate training is a slow, incremental process. By
contrast, a lot of work has occurred in & relatively short
time spen: a variety of technical--and, to some extent,
general--courses have been taught and training manuals have
been and are being developed. This point needs especially
strong emphasis.  However, of the nearly 350 people trained so
far, thcre is no basis on which to determine (i) its effect on
the actual end potential quslity of the trainees, (ii) its
effect ¢cn the existing and planned water and sewerage
fecilitics, end (i11) what percentaoe of a trained municipal
cadre that ficure represents, HWith only a little over two
years remaining in the TA contract, the inability to guantify
what constitutes a trained municipal cadre is a very
fundamental weskness in the training component of this project.

Kithin the TA team, there is an evident gap in communications
between the engineering and training disciplines. To a great
degree the project seems dominated by an engineering focus,
although once again this is somewhat of a red herring. It
cloaks the difficulties thet the TA staff has working together
as a team and toward achieving a common goal. As such, the
departmentalism 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 USAID.
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3.4.23 Assessment of the Training Proaram

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:

IS M
[RISR] )

(a) Assessing Municipal Training Needs

A significant proportion of information on municipal training
needs has come in the form of "shopping lists" which indicate
generic headings of possible training programs. The question
is whether such lists allow adjustments for reflecting the
causes of municipal training needs and their zappropriate
{raining design. Management has been the missing link which
should have supplied core information on the municipal
strengths and weaknesses for developiry a master treining
program. Added to this hes been the conscious focus on
"urgent-need training”. This focus seems to enforce a notion
that training success is measurad in terms of the numbers of
training programs conducted, manuals developed, and people
trained, irrespective of its approprieteness. Ranaging
training programs against procram objectives, Teble 4, shows
that there is a lack of balance between the various program
components.

(b) Identifying Loca] Trainine Programs

The trainina section has identifed approximately eight local
training orcanizetions of which three have been used for a
total of twelve courses. How appropriate readymade training
programs are for achieving the objectives of the project needs
carcful assessment which should be done on a case-by-case
basis. Some problems associated with local programs included
a too-academic approach and a focus on a level of technology
nol existing in the municipalities.

The training proaram should take steps also to benefit from
substantial training efforts under the aegis of the
decentralization sector.

(c) ldentifying Appropriate International Training Proarams

Due to pressures of time or other priorities, this area has so

far not been explored. Yet international training programs

(el

)
\p.
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could have an important effect on the incentives and
motivation of the municipal staff. The municipalities have a
vealth of, for the most part, untapped human resources whose
low wage scale remove much incentive to perform efficiently.
By contrast, international training programs could have a
marked influence on the attitudes and motivation of key
municipal managers. They have been used successfully in the
DDI and BVS projects and their application to PCD should be
considered. To what extent flexibility exists in the project
budoet for financing trainees to international programs would
need assessment.,

(d) Establishing In-Country Programs

Special Skills Training: The emphasis of all training to date
has been on special skills training, English training is the
most popular but its effect on the objectives of the project
are doubtful, The in-house project contracting and
controlling and monitoring courses have been the most
successful, The focus of the courses was specific, they met a
felt-neod of the trainces, one FSN enainecer participated in
developing and teaching the courses, and all three FSN
engincers and the resident edvisors aided in follow-up. These
courses deronstirated 2 good team effort between the resident
advisors, the FSK engineers and the training section.

On-The-Jdob Trainina:  As the need arises, particularly with
AID requirements end procedures, the resident advisors execute
informal on-the-joub training in the "learning by doing” mode
espouscd by the project. This approach has hacg én initial
impact and municipal performence, where the approach has been
applied, has improved. However, some limitations include:

(i) a lack of integreting the increasingly complex demands of
implenenting the master plans with on-the-job training needs;
(i) insufficient TA staff to hendle both accelerated
subproject implementation andg informal training; (iii) an
undefincd universe for who requires such training; and (iv) an
inability to say what indicates when this training will be
completed. These limitaticns are not insurmountable and
should be addressed as part of refocusing and reclarifying the
training effort.

Trainino-of-Trainers: Two of the three municipal training
coordinators attended a four-day training-of-trainers

e
\(7'
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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 21lowed before introducing it into a
municipal structure. Training is an incremental process and
where in the sequence of training programs this course should
fall needs 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 staff
will be a continuing need. The existing training needs will
grow in complexity as the master plan is implemented. Also,
lessons may be learned from the large BVS training-of-trainers
effort.

Trainina of Key Managers:  To whal degree key managers have
been iraincd depends on who has been identified as key
monagers and what their training needs (technical, management
er ctherwise) were perceived as. Ko clear analysis has been
done on the rey positions for water and sewerage
infrastructure,

(e) Developing Trainin2 Course Materials

A substantial portion of the training staffs’ time has qone
into this arez, as it was seen as end is a necessary precursor
to achievirg a trained municipal cadre. Several points are
vorth rioting here. In a relatively shert spen of time, &
substantial volume of training manuals has been produced.
Priority vas given to having as much instructional material in
place befere the expatriate training position ends in three
pmonths' tire. The time and resources of all three trainers as
vell es a short-term trainer have been consumed by this
writing activity.

A final point is the timing of this effort. The expatriate
trainer is & valuabie resource whose position ends half-way
through the TA contract. As such, the question of how his time
should be spent is of paramount importance to the project. His
long experience in operating sewer treatment plants could
provide invaluable hands-on training to the municipalities.
Such training teaches basic job skllls and prepares people for
being able to apply manuals,

Careful attention has been given to developing the technical
manuals, and informaticn has been used from such sources as the
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American Water Works Association. Care must be exercised that
the technical standards are appropriate for the level 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 weaknesses existed in the performance of training for
reasons which are attributable 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 context in which training
occurred. The training tesks discussed above did not provide
standards against which progress could be measurea. .- Also, the
training and management objectives of the TA contract should
have worked hand-in-glove with the other. Instead, management
urgently needs to catch up to training. The most effective
training to date has been when the management need was clearly
defined and reinforced. The project consciously decided to

emphasize urgent-need training over treining linked to capacity

building objectives, which is substantially more difficult to
define, develop, and m2asure. Critical decision points,
working relationships, training leacdership end contrector and
USAID priorities have all had 2 combined, cumulative influence
on the weax performance of the training tunction., But,
opportunities exist., Municipal enthusiasm for training is
hich. Training has mace an initial impact. The city council
chairmmen are not only willing to accept training, they want
training. Training has been slow to stert but--and this point
requires strong emphasis--with the right focus and support, it
is ready to take off.

3.4.4 RECOMMZNDATIONS

1) The TA contractor should review immediately the lessons
learned from the current training program, and develop an
implementation plan which sets priorities and lays out:



4)

5)

6)

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

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

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

The treining manuals developed to date and all future
manuals require field testing and technical review. This
should irnclude review of tne relevance of the manuals to
the processes, equipment and skills available in the
municipalities. '

Annual trainina work plans should not be, as has been the
case, a list of courses, but should outline priorities,
describe progress in achieving and sustaining & trained
municipal cadre, what remeins to be done and how the plan
vill contribute to the achieverent of those objectives. It
should set out & scquence for achieving & treined municipal
cadre. The plan should be discussed in draft with the
municipal coordinators, mayors and resident advisors. The
training section should consider ieading @ 1-2 workshop to
review work to date and to review the proposed 1934-25 work
plan and to clerify coordination, communication,
respensibilities and procedures.

The training program should focus on the priority,
capacity-building objectives of the procram. As the
management procram develops, the training program should be
integrally releted to it. This will entail weeding out
such admittedly popular programs as English language
training. )
As part of the review of relevant training opportunities,
the training section should investigate 1) the experiences
with local and international training proorams under DDI
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) NOPWASD and
governorate-level training plans.
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Institute vigorous follow-up and evaluation of training
programs.

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. .
objectives of which training is the foundation. This will
require lcedership, team building, coordination,
well-thought-out priorities, and a proper sequencing of
events,



CONCLUSIONS

The PCD project was originally conceived as a mix between
capital and capacity-building components. It was intended that
through providing technical assistance and capital for urban
infrastructure, the project would improve and expand the
institutional capacity of the three governorates and their
capital cities.

.
..

The project paper was in several ways, overly ambitious in
terms of its broad institutional goals, in the time frame it
proposed, and in the range of infrastructure it considered.
Fach subsequent document has, in some way, modified or narrowed
the scope of project activity.

~The first clear chanae in direction took place with the wording

of the scope of worlk for the TA contractor, a draft version of
which had been included in the project paper. The contract
focused coniraector activity on a narrower and more realistic
scope. In so doing, Lhe emphasis of the technical assistance
shifted from general, functional and engineering advisory
services 1o program and project manzgerent assistance.
Diaonostic reviews of municipal operaticns end procedures were
deleted, including the evaluation of present city staff
capabilities, staffing needs of the proposed progrem and the
analysis of finencial constraints, as was the stipulation
requiring the developnent cf implementation plans for
management issues, including orerations end maintenance,
engineering and project menagement reoyirements,

To accelerate master plan develepment, the "bells and whistles"
were removed frem the specitications, including economic
feasibility and envireonmantal studies. The design horizon wes
shifted frem 1690 to 2020, The locus of judorient about the
short- and long-term plens beceme the sppropriate municipal
authorities and the contractor instead ¢f the Llected Council.
In preparing the master plans, the ¢ontractor was instrucied to
"understand that the primary objective of this task is the
rapid development of conceptual plans that will allow the
cities to proceed quickly with desion and construction."
Similarly, the annual work plans, particularly the most recent
one, have further narrowsd the TA contractor's role to three
primary functions: preparing master plans, implementing
subprojects, and conducting specific training courses.

This shift has occurred for a number of reasons. One, as
indicated, the scope in the PP was broad and non-specific., It
was intended to be flexible and as project implementation
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progressed, it was ciearly necessary to focus on a realistic
agenda. Two, both AID and, at AID's directior, the contractor
have responded to the pressure to obligate and disburse funds.,
AID made commitments to subprojects before the contractor was
in the country. After the TA contractor's arrivael, their
efforts were directed primarily toward the capital compenents
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 demancing the
implemeritation of subdbrojects would be and overestimated the
aniount of data available for master plan preraration, A data
collection phase was added which pushed master plan preparation
to the sccond year. A third factor contributing to the
direction the project has taken has to do with contractor
personnel, The contractor fielded a team rapidly, but the team
faced considerabie difficulty getting established in the
provincial capitals. The contractor 2lso suffered from a
period of personnel turnover and the lack of key expertise.
Apart from the trainino edvisor, there was, for examnle, no
sanitary engineer on the staff until April 1983, almost a year
efter the TA team arrived,

Finally, a conscious decision was taken to adopt an approach
described by the AID project menager as "iearning by doing" to
the very key capecity-builiding aspects of the project. The
strategy was to deal with tasks and problems as they cama up,
primarily in the context of subrrojects. The implementaten of
subprojecis wes planned te be both the incentive and the means
for cepturing municipal interest and introducing incrementel
change.,

There are & nusher of fundamental reasons why this approach
made sens¢.  The credibility of the PCD preject and its staf
neeced Lo be established in cities with no other cdenor ectivity
end in menicipal structures unused to external advisors.

Change is difficult in any burceucratic setting; in Egypt it
nas proved to be particularly diificult when it is presented as
such., Change is much more readily assessed and accepted on its
merits when i1 s accompanied by tangible rewards for the
employces as well as Tor the cities more broadly.

Having said this, in the team's view this strategy 1) has not
been {ully implemented and 2) is no longer sufficient to
achieve the project's purposes. Tlhere is no question that this
approach heas been successful in the process of subproject
Justification, the procurement of goods and services, in
monitoring contract activity and meeting AID's and the
governorates' reporting requirements. At the same time,
opportunities to achieve early improvements in both facility

< A.“-LA:M& &
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operation and constructicn methods have not been utilized. The
TA contractor has expended considerable amounts of time on
basic system data gathering, facility evaluation and
observatinn, developing subprojects and observing actual
construction. Yet, these have not been used as opportunities
for informal training and have not resulted in improved
training proarams or 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 what is probably the largest single infrastructure
investrient decision the cities have been askeu *o consider for
many years. ‘

Now as the project enters a new phase, this "learning by doing"
approach is no longer sufficient. As the scope of the project
widens, it will be necessary to identify and focus on priority
problers to avoid dissipating efforts unproductively. As the
systems become more complex, planning and sequencing of
activities become more key.

Furthermore, many of the problems which the cities face go well
beyond the purview of the municipal employees on the
deportmcental level., Several of the key issues, most notably
that related to revenue retention, can only be addressed in the
context of naticnal policies and decisions.

A necescury clement for increased lccal capacity is to foster
geruine pearticipation anc responsibility in the process of
subproject selection and implementation. The cities' municipal
staffs have movec pest the embryonic stage of composing wish
lists and are, with the help of the resident advisors and the
project monitoring engineers, making better subproject
selections and thinking through design and justifications more
carefully. In part that thinking process is beino driven
simply by the aveilebility of funds. One of the project
ceorginatvors pointed out that there was 1ittle point in
plenning and designing 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 met with
considerable success in decentralizing decision-makine on
individual subprejects. PCD municina'ities are better equipped
than rural villeces to assume that responsibility by virtue of
their staff and the presence of resident advisors. At the

R
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Option One

Amend the project paper to reflect a shift of the project to
one vhich emphasizes capital infrastructure in water and
wastewater without addina additional funds.

Recommended Actions:

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

2) Stage infrastructure investments to permit proceeding
on priority facilities.

3) Delete the PCD project from the Decentralization
Sector.

4)  Define the objectives of the management advisory
component of the preject in terms of the viability and
sustainebility of existing and planned facilities in
vater and wastewater,

§)  Define the relatienship of the PCD project to other
water end wastewater projects and to the policy issues
in that portfolio.

Option Twc

Aaend the nroject pacer to reflect a shift of the project to
one vhich ciphasizes caepital infrastructure in water and

wastewater, adding gcaitliona! Tuncs.

Recommmended Actions: See Option One

N.B. The team believes that it would be unwise to make
additional major commitments of funds to the water and
wastewater infrastructure of these three provincia! 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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Option Three

Redirect project toward original emphasis on decentralization
and capacity building with capital components focused on
investments in water and wastewater,

Recommended Actions: e tse?

1) Stage water/wastewater infrastructure investments in
plants over time to permit proceeding on priority
facilities, but retain a significant portion of funds
for locally defined subprojects in water and wastewater,
roads, and solid waste.

2) Request USAID legal Advisor/Cgypt to clarify the
reauirenents for compliances with 611A for subprojects
funded under this project as they relate to procedures
follewed in the Decentrelization Sector Support PAAD
end, if necessary, amend the project authorizaticn tec
make the 611A requirements consistent with that
documznt,

3) To the extent prudent and feesible, delegate authority
fo the municipalities for approval of sub-projects.
Conzurrence by the Zlected Council may also be
desirable, This would necassitate developing cleer
guidelines for acceptadle subprojects and orienting
municipal officials in both technical and fingncial
guidelines end procedures.

The other recormendations ¥n the body of the text epply to whichever
option the Mission cecides Lo pursue.

——
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APPENDIX LC

MUNICIPAL PLANNING, BUDGETING AND FINANCE ISSUES
IN PROVINCIAL CITIES

Planning:

Planning for the provincial cities, to the extent it exists, is
still very wuch a "top-down" exercise, rather than an effective
interplay of lccal and national concerns based on a well defined
cost effective and comprehensive agenda. The legal framework 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
Infrastructure KNeeds for Provincial Cities, the 1983 Special
Asscssuwent of The becentralization of Local Government in Eavpt, as
well as various World Hank studies and the 1983 National Urban
Policy Study, —

At the center of the planning process are the principal national
institution: the Ministries of Local Government, Finance, Manpower,
Plauning, Development, Invesimant ond luternational Cooperation,
Transportation, Housing, the Central Agency for Organization and
Adminictration, and the Local Government Committee of the People's
Assembly. Other importan: wministries that have & significaant
influance over local aifairs, are the minisiries of Communication,
Electricity and Power, Industry and Mineral Resources, Education,
Health, Tourism, Apriculture and lrivigation as well as public
authorities such as the Natlonal Organization for Potable Water and
Sanitary Drainage, nominaily under the Ministry of Development.

The Ministry of Plonning is charged with the integration of the
various sectoral plans prepared by the functional ministries and
with the preparation of a comprechensive national plan, projecting
the country's needs within a 5-vear framework, which is updated
snnually., 1Its respousibility includes the review of the annual
plans subnitted by the governorates and the setting of priorities
and budget constraints. The Ministry plays a dominant role in
determining the structure, prioritiecs and amounts of centrally
controlled investment funds to be allocated to local units of
government,
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The Ministry of Developuwent through its General Organization for
Regional Planning is charged with the responsibility to prepare
structured 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 &nd implements reconstruction
projects throughout the country, while the New Urban Communities
Authority 1s charged with the task of developing new urban
comnunities, including the proposals for the new towns of Minia and
Beni Suef,

The coordination function is vested in the 8 regional planning
offices, which have jurisdiction over several governorates. Fayoum,
Benl Suef and Minia are served by the Planning Ministry's branch
office in Minia, and are staffed by central Ministry personnel. The
finia branch office consists of an Under-Secretary of State, his
deputy and two assistants. None have had any relevant training in
comprehensive plaaning and economics, and admit freely that they are
11l prepared to manage the task of planning within the constraints
of fiscal discipline and political pressure from the local and
national intcrest groups. Projects are initiated in respouse to the
perceived needs as expressed by the representatives of the popular
councils, the branch ofiice representatives of the various
functional winistries, and other political actors, and are compiled
into a 'wish-list' for further review by the national planning staff.

In the Minia, Beni Suef and Favoum Planning Region, the project
initiation and selection process is carried out without the benefit
of a comprehensive long~range physical and economic development plan
and without an explicit set of policy and program objectives that
have been approved by the local governing councils., There is little
evidence, based on observations and discussions with the plauning
officials, council representatives and municipal/governorat
development heads, that the current process contributes to the
decentralization objective or fosters a greater degree of
independent thinking, or encourages a trend toward greater
self-reliance i.e. fiscal independence from central government
grants—-in-aid. The attitudes about the effcctiveness of the
planning process, as expressed by the local officials interviewed,
ranged from a benign skepticism to outright scorn. -
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Budgeting:

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 resources
and nceds, and identifies ways and means of obtaining or mobilizing
additional resources. Budgeting is a secondary function,-
constrained by the relative effectiveness of the planning process
and the extent of actually and vpoteatially available financing. As
in the planning process, budgeting is also a 'top-down' excercise,
with central government ministries controlling or influencing the
allocation of investment, 0&M and salary funds to the local units or
government.

Based on the total national investment budget prepared by the
Ministry of Finance, the Ministry of Planning provides preliminary
allocations to the fuanctional ministries and governorates in the
context of the priorities spelled out in the annually updated
Five-Year Plan. The tentative distribution of funds is discussed
individually with the various Ministers and Governors and
collcetively with the respective Council of Ministers and Counzil of
Governors. The guidelines vegarding potentially available funding
are then submitted to the local units in March/april of each year,
vwhich leaves approx. 2 month for the reconciliation process, before
the budgets are approved in June of each year.

At the local level, the budgeting process runs in a parallel course
and is usually initicsted by the executive councils passed through
the elected popular councils and coordinated by the respective
planning officer responsible for the functional areas such as
water/scwer, trausportation, housing, education etc. The popular
councils usually attempt to assure that all projects and service
needs as perceived and expressed by local interest groups are
properly recorded, even though the {funding guidelines from the
ninistries' representatives may have clearly signualled the
uarcaslistic uature ol some of the funding requests. According to
some of the lecal officials interviewed, the elected councils are
neither willing nor intcrested in engaging in a technically more
sophisticated budget excercise, but are quite insistant in
expressing their views and nopes for larger alleoations through the
medium of the budget. The budget document, even though it is very
rudimentary and lacks the detailed funding justifications, is the
main avenue by 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 document, but also a
political statement and a medium through which one can send the
perennial cry for help. From the national perspective, the budget
is used for control and accountability purposes, rather than as a
tool for project evaluation, monitoring and resource allocation.
The two purposes are not necessarily inconsistent and could provide
the basis for a contructive interplay of the local and national
interest groups, if the local element could be strengthened.
However, for that to happen, three conditions must be established
1): the presence of an 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 PCD project can do little to strengthen the local budgeting
process without addressing the conditions that would justify a more
cffective and efficient budgeting exercise. PCD could focus
attention and technical assistance on the need for cost accounting,
pricing and cost estimating as a preliminary step toward ilmproving
the communication and negotiation process between the various Jevels
of gaverument.

Financing:

Financing urban infrastructure improvements and service nceds
represeuts the third leg of the stocl which provides a stable basis
for municipal manapewment. It is the critical element that
determines a local unit's capacity to govern its own affairs.
Without adequate resources at its disposal conmunity growth and
development would be stynied and public and private sector
initiatives would atrophe. The success of the decentralization
cbjectives must be measured against the rate of local revenue
generation and expenditures, independent of central government
subsidies and grants-in-aid.

It is evident frow a review of the budgets of the provincial cities
that the availeble resources are’insufficient to mcet even basic
local needs.  This has brought about a seviere dependency
relationship between the local units of government, the governorates
and the central goverment eatities, which is further exacerbated by
the restrictions iwmpesed by national law on the local generation and
uses of revenues. Legislation enacted in 19560 (law 124) as amended
in 1981 (law 50) provides a number of revenue sources to the cities
and towns as listed in Table 1. Governorates, Districts and
Villages are somewhat more restricted with regard to the sources
they can tap. The collection of taxes, fees and dranges 1s strictly
ticd 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 haphazard 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 district
level, or recorded in various 'Miscellancous' categories. A
detailed description of the various revenue sources are contained in
Laws 124 and 50.

Tax assessment, setting of feces, fines and charges is the
prerogative of the local popular councils. In discussions with
representatives of the councils and department heads, it became
apparent that the councils generally are very sensitive to the
burdea imposed on the property owner and consumers and tend to rely
on central government centributions rather than on self-help
measures. The fact that all locally collected revenues have to
devolve to the National Treasury for recordation does not provide aun
incentive for local sacviflice.

Based on the limited discussions with local finance officials there
scem not be been any efforts made to analyze the potential for
raising the taxes, charges, fees and fines and to evaluate the
impact on the affected interest groups. PCD may want to coasider
providing sowme technical assistance to the respective provincial
cities in order to test the long standing assumption that the amount
of local revenues raised would oaly cause a comparable reduction in
central government grants-in-aid. There is soue evideace supporting
this contention, particularly with vregard to the investmeat fund
(Bab II1), which has been reduced over the past several years not
only in relation to the increased revenue collections, but perhaps
even more s0 in respoase to the PCD project investments.

There is a strongly held perception among local government officials
that local revenues only reduce central government transfer, but do
not influence expenditures, and that the ccmaunity at large would be
better off with maintaining a low tax base and collection effort
then to raise it to its maximum 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 governmeit level.
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SOURCES OF LOCAL REVERNUES

(Low 124/1960 and Law 50/1981

Rcsenue Sources

Fayoum

Appendix C

Beni Suef

Minia

1.

2.
3.

9.
10.

11.
12.

Property Tax on Buildings and on

Land (75%)

Entertainment Tax

Contributions from Governorate

taxes licences, fees. e.g.

cars, motorbikes, bozls pets, etc.,
Special Benefit Assessments as a result
of infrastructure improvements

public utilitics, plauning activities, etc.

Charges lovied by Pop. Council on
~ birth and Deuth cervtificates
- Other health regulations
- rights for quarrying,
winiug, hunting, ectc.
- building permits
=~ road occupancy
- public park usage
- use cf public establishnents
-~ surcharge on industrial and
ccemmuercial activities
- cattle slaughteriag
- operation of private markets
- use of lake beaches and river banks
~ miscellaneous
- surcharge on housing (4%) rents
~ others
Public utility Charges
- water
- electricity
- others
Rents from vacaut state prosperities
(reserved for city use)
Rent Revenues from profitable
City investments e.g. :
- markets
international sources
Voluntary Contributions
- cash or
- in-kind
local Dev. and Service Fund
Cleansing Fund

1900. -

12200.~-

2320.~
8520.~
23500.-

30700.-

-

60000. -

2570

2010.~
8500.-
13920.-

-

-

4845.~
1665.~
3610.-
18500.~

19170.-
13655
108560.~

1175.~

C -

4000.-
12600.-
34000. -

32000.-

80000.~

'73300 =

18000.~
14300.-

NS
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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 program
provided some revealing insight into th2 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 are similar to those of the governorates of which they are a
part. Table 3 compares the per capita revenues w:ith the per capita
expenditures in the three cities over a period from 1976 to 1983. It
shows that in 1976 the revenues collected in Fayoum, for example,
represented 14% of the actual expenditures. By 1983 that ratio has
become cven smaller, when per capita revenues represented only 10% of
the total expeaditures. The trend line is the same for Beni Sucef
(14.4% in 1976, 12% in 1983) and in Minia (16.3% in 1976 and 12.8% in
1983). The same trend can be observed nationally where local revenue
collected in 1976 accounted for 21.5% of local expenditures while in
1983 the ratio had dropped to 17:4%. Tnese trends raise serious
question about the fiscal viability of the municipalities in the face
of increasing demands for services.
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PROVINCIAL CITIES DEVELOPMENT PROJECT

STATUS OF TRAINING PROGRAM

FEB. 29, 1984

The foliowing is a brief report of the status of the training progranm
for the PCD project: ‘

A.  TRAINING ACTIVITIES COMPLETED

1.

2.

COURSE:

ATTENDENCE:

PURPOSE::

LANGUAGE :

COURSE:

ATTENDENCE :

PURPOSE:

LANGUAGE :

. ep?
-t

"President Program for Top Managers"
conducted by the American University in
Cairo (AUC)

Chalirman of Fayoum City Council
November 6-11, 1982

Deputy Sccretary General of Fayounm
Governorate January 15-20, 1983.

Progranm designed to meet top managenment needs
in managerial techniques directed through a
macro point of view and related to the econo-
uic and social development of the environ-
nent.

Lecture Material

Arabic and English English

Phase I, English Training
Counducted by the American University in Cairo
(AUC)

Twenty employees of Fayoun City Council

November 28 -~ December 30, 1982
Twenty enmplyees of Beni Suef City Staff
Decenber 6 -~ January 18, 1983

The English language training designed to
help the trainees understand the technical
language within the PCD project specifically,
the reading, writing and understanding of
technical data and reports.

Lecture Material

English ‘ English



3.

4,

5

COURSE:

ATTENDENCE:

PURPOSE:

LANGUAGE:

COURSE:

ATTENDENCE:

PURPOSE:

LARGUAGE:

COURSE:

ATTENDENCE:

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

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

This course designed to study the design,
operation and maintenance of the distribution
and collection networks. '

Lecture Material
Arabic English

"public Adninistration"
Conducted by the (AUC)

City Planner/Project Coordinator, Engineer in
charge of the sewers and the Epyotian Resident
Advisor December 8 -~ Decenber 225, 1982,

To aquaint the trainces, with thc basic mana-
gement principles and tools used in public
adoinistration particularly as applied to the
developuent process.,

Lecture Material
English & Arabic English

"First Session of Pumps and Motors"
Conducted by PCD Training Section.

Five enginecers and one technician from Fayoun

City Staff.,
January 25, 1983 Four-hour Workshop.

Approximately thirty engineers of Minia City
Staff February 9, 1983.

Six cnpinecrs and four technicians of Beunl
Suef City Staff February 15, 1983

This workshop Ls designed to r_einforce the
trainees knowledge and skills in the area of
Punps and Motors.



9.

10.

11,

LANGUAGE:

COURSE:

ATTENDENCE :

PURPOSE:

LANGUAGE:

COURSE:

ATTENDENCE :

PURPOSE:

LANGUAGE:

COURSE:

ATTENDENCE :

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 PCD Project Advisor
for about 40 hours. May 22 - 25,

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

Lecture Materfal

English English

"Chlorination"
Conducted by the PCD Training Section

23 Engineers, 14 Technicians and 2 chenists from
the Water and Wastewater facilities at the three
citles.

Frorm Sep. 13 to Sep. 29, 1983,

This course designed to Increase the trainees

knowledge in the fleld of water and wastewater
disinfection, chlorinators and the safe handling
of chlorine,

Lecture Material

Arabic English and Arabic

"Operation and Maintenance of the Heavy Equipment"
conducted "Caterpiller Training Center"

One Eungineer and Seven Techniclans from Fayoum
city. '
April 3-6, 1983.

Same as item 7.
Lecture Material

Aradbic Arabic



6.

LANGUAGE ¢

COURSE:
ATTENDENCE:
PURPOSE:
LANGUAGE:

COURSE:

ATTENDENCE

PURPOSE:
LANGUAGE:
COURSE:

ATTENDENCE :

PURPOSE:
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Lecture Material
English & Arabic English

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

Sixteen key members of Minia City Staff, January
31, 1983.

.
e 3 5"
s

To determine the exact extent of training neceds to
proceed with English Language Training.

Lecture Material

English English

"Operation and Maintenance of Heavy Equipment con-
ducted by " Caterpiller Tralining Center’ at
Aneria near Alexandria.

One Enginecr, three Operators and four Technicians
March 7-10, 1983 Zrom Fayoum City.

This training course will increase the knowledge
of the trainees in the area of operation and main-
tanance of the heavy equipnrent.

Lecture Material

Arablc Arablc
Phase 2 English Training

Conducted by the American Uaiversity in Cairo
(AUC)

Twenty cnployees of Beni Suef City staff (from
phase 1 course) March 7, 1983 for 30 hours.,

Approxinately twenty emplovees of Fayoum City
(from Phase 1 course)
March 8, 1983 for 30 hours.

To reinforce the trainecs' English Language and to
realize the most possible benefit of the English
Training.
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12. COURSE: Phase I English Training at Minia City conducted
by PCD Training Section using (AUC) Materials and
an American English Teacher hired from Miria to
conduct this course.

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

LANGUAGE: Lecture ' Material

English English
13. COURSE: Basic Diesel Engines

Conducted by " Caterpiller Training Center"
at Ameria near Alexandria.

ATTENDENCE: 8 Engineers and 12 Technicians {rom the three
cities.
May 22-27, 1983,
and May 29 to June. 2, 1983.

PURPOSE: This course was conducted to increase the
knowledge of the trainces in the area of operation
and naintcnance of the Diesecl Engines.

LANGUAGE: Lecture Material
Arabic . Arabic
14, COURSE: Phase III English Trafning at Fayoum and Beni-Suef

conducted by (AUC).

ATTENDENCE: 15 enplovees of Beni-Sucf City council
Sep. 13, 1983 (for 30 hours)
15 employees of Fayoun city council
Sen. 15, 1983 (for 30 hours)

PURPOSE Mcre advanced Training on Reading and writing
Technical Reports

LANGUAGE: Lecture ) Material

‘English English



15.

16.

17.

COURSE:

PURPOSE:

ATTEUDENCE

LANGUAGE:

COURSE:

ATTERDENCE:

PURVOSE:

LANGUAGE:

COURSE:

ATTENDENCE :
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Procurement and contracting Training Course con-
ducted by PCD Training Section.

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

Procurment and Contracting Dept. heads and this

subordirates., .-

- Engineers who have certaln roles in project
contracting.
Oct. 17, 1983 -~ Nov. 3, 1983 for the three
cities it i5 four days course.

Lecture Material

Arabic Arabic & Englich

Fluid Systens in Water & Yastewater Dralnage
Schenes

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

Seven Engineers (three from 3eni Suef and two

from each of other cicies)
Oct, 29, 83 -~ Nov. 24, 83

The course designed to fucrease the knowledge of
the trafnces In the areas of pipe lines and pipe
rnetvworks, pumps and pumplng statioms, water treat-
nent plants, sewage treatzent plants and compact
units (water treatzment and sewage treatment).

Lecture Material

Arabic English

Prcject Controlling and Monitoring conducted by
PCD Training Section.

Thirty eight engineers in charge of supervising -
public works contracts in the three cities.

From liov. 28, 83 till Dec. 12, 83 it was three
days course,



18.

19.

PURPOSE:

LANGUAGE:

COURSE:

ATTENDENCE:

PURPOSE:

LANGUAGE:

COURSE

ATTENDENCE:

PURPOSE:

LANGUAGE :
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Upon completion of this course the trainees using
two management supporting systems and through
application of time-control techniques should be
able to supervise the execution of the local pro-
jects,

Lecture ’ Material

Arabic - «:'Arablce

Liquid and sas Pipelines and Networks Design and
Operation,

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

Five engincers (one engineer from Beni - Suef and
two engineers from each of the other two cities)
Nov., 26, 83 Dec. 21, 1983

A course designed to Increase the xuowledge of
tralnees In the arca of design aspects of singla
elines (carriers esign aspects of plpe net-
ipel ( riers), desi pects of plpe net
works, valves, controls, nonitoring projection
devices, and installation and operation.

lLecture Material
Arabic . English

O0iling and Greasing Technology and its Econonices

¢onducted by International Consulting Center for
Research (DAS)

Three enginecers (one from each city)
Feb. 25, 84 - March 19, 84

A coursc designed to help in setting up a
program for achieving the nost economic way to
opcrate and maintain machines and equipnents.

Lecture Material

Arabic  Arabic

D

C
\_\
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COURSE: Preventive Maintenance
conducted by PCD Training Section

ATTENDENCE: The Operating and Maintenance Staffs in the three
cities March and April 1984,

PURPCSE: 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 théy occur or
develop into major defects.

LANGUAGE: Lecture Material
Arabic : Arabic and English

2

3.

COURSE:

ATTENDELNCE

PURZOSE:

LANGUAGE:

Project Evaluation.

A course desigued for individuals who are
assuning the responsibilities of planning ?CD
sub-projects 3s well as local projects in the
th:ne cities.

During March and April, 19384.

To provide the trainees with basic concepts and
techniques of project analysi{s and to improve
thelir skills of application in project evaiuation
techniques.

Lecture Material

rabic Arabic and FEnglish

Train The Trainers

Conducted by the PCD Training Section.

ATTENDENCE:

PURPOSE :

The expected trainers in the different activitlies

in the three cities.
During May 1984

To prepare the trainers in each of the three
cities to work for the project to train thelir

A



COURSE:

ATTENDENCE:

PURPOSE:

LANGUAGE :

COURSE:

ATTENDENCU:

PURPOSE:

LANGUAGE
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Water Distribution Networks Operator Training.
Conducted by the PCD Training Section.

Water Distribution Networks Engineers and Operators
During the second quarter of 1984 - 1985 annual
work plan,

To Provide the Water Distribution MNetwork Operator
with skills and knowledge to apply water-.-distribu-
tion technlques necessary to provide the consumer
with adequate quantities of safe potable water for
human consumption at adequate pressure.

Lecture Material

Arabic Arabic and English

Water Trecatment Plant Operator Training
Conducted by the PCD Training Section.

Water Treatrment Plant Zngineers and Qperators
During the third quarter of 1984 -~ 1985 annual
work plan

To provide the Water Treatment Plant oferators
with basic skills and knowledge to operate and
maintain his water treatnent plant {n zanner so as
to produce a safe, potable drinking water which
neets established standards as effective and effe-
clently as possidble.

Lecture Material

Arabic " Arabic and tnglish

U\\('
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It provided the fundamentals of training.

Two municipal training coordinators would like more training of
this nature and they would like training books to use for their
works

Chlorination torkshop —

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

There was some increased consciousness of safety and procedures.

The theoreticel approach was probably not apprepriate for anyone
below the engineering level.

Procurement and Contractinag Training

tunicipal staff gave this course very high marks.

Traineces scemed vell selected and indicated they learned a lot
from the course. It gave them an idea of what they felt USAID
required.

There was interest in repeating the course and that it was too
short for vhet it had to cover.

Proiect Controlling and Monitorira Course

This course also received high marks.

Training selection appeared good buts in some casess staff were
not able to epply the techniques the course taught.

Again there was interest in having this course repeated.

!

Genoral Hunicipal Ccmments on Trainirg

e o

The logistics of conducting trainimg varied widely betuween
cities. One training coordinator emphasized releasing people
fronm their jobs for training and conducting the training

of f~site as an incentive to people’ whereas another coordinator
strongly emphasized holding training after working hours and in
the city itself.
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Incentives were a common concern. Givirg certificates for each
course end a gquastion regarding the adequacy of the per diem for
off-site training were raised.

There was general agreement (including a8ll three Mayors) that so
far the training has had a very narrow focus.

Releasing people from their jobs for training is not & problem.
One person ccmmented that someone can always fill her position.
Howevers training proorams requiring heavy attendance from one
department should conduct more than one session so attendance is
staggerad.

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

Manuals with Arabic and English side-by-side give an opportunity
to learn more English.

There vas interest in on~the-job training and having somecne
work with then.

Anang Lhe municipal project and trainina coordinatorss there was
general aagreement that they would like to be more involved in
training decisions.

Anorvy the municipal staff. there was @ general thirst for
krowledge and interest in trainings particularly of the more
practicel "hands-on" kind.

Staff also were interested in visiting project sites. an idea
that has already been successfully tested by the Beni Suef
residant adviserss As a follow-up to the chlorination course. a
large contingant of municipal staff were taken to visit plant
facilities at Port Said. As a result of seeing equipment in use
at Pourt Said. one plant operator said he cleaned his plan
chlorinators. :
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SUBPROJECTS LIST AND STATUS REPORT 1 of 8
SUBPROJECT BRIEER STAIUS IMOACT BENEIFICIARY ASSUMPTIONS TO : FIELD
# CESCRIPTICN ) POPULATICN ACHIEVE IMPACT OBSERVATIONS
BSW-04.4 ditto Work just ditto ditto ditto None
]
BSW-04.5 ditto ditto ditto ditto ditto None
BSW-04.6 ditto ditto ditto ditto ditto None
- \ . . . : .
BSW-04.7 Pipe Procurement Bid Ditto District 1)Installation of pipes None
3000m —-4in. Docurents (4000~ 2)Procurerent of valves
Uncder- 5000 ard fittings
Preparat—- persons)  2)Service Connections
ion 4)Adequate water supply
BSW-04.8 Pipe Installation No Action Ditto District 1l)2dequate ISupply None
(Unserved Areas) 2)Service Connections
BSW-05.1 Replacement of pipes 46% Improved Service l)23equate to Supply Site Visit
Completed ; 2)Transfer of Service
Connections
BSW-05.2 Replacement of pipes Ariting Ditto ditto None
' Bid '
Cocumernt
Prepara-
. tion
BSW-05.3  Procurement of éitto ditto District 1l)Installation of pipes None
11,250m -4in , (15,8C00- 2)Prccurement of valves :
‘ 15,000) ard fittings
persons 3)Adequate water supply
4)Service Connecticns
BSW-06.1 - New laboratory at water 623 1)Improved water City-Wide 1)Trained technicians Visit Lab
Treatment Plant Completed quality . 2)wTe 0sM improvements Site
2)potential re- 3)rdequate water source
duced US? of © supply '
chemicals 4 )Adequate budget for
lab. :

/
o
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SUBPRQJECT BRIEF STR1US IMPACT BENEFICIARY ASSUMPTIONS TO FIFLD

L DESCRIDPTICN ] - PCPULATION  ACHIEVE IMPACT OBSFRVATIONS

BSW-06.2 New workshop -at Water Awaitinrg Improved maint- ditto 1)Trained technicians Visited Site
Treatment Plant Bid cnance capability 2 )adeguate Maintenance

Docunent budget
Preparat-
ion
ESW-07 Improvements at old Ewaiting  Improved ditto 1)Trained operators Visit Plant
Water Treatment Plant justifica~ operations and 2)Adequate maintenance
tion quality of water budget
Eporoval
. BSw-08.1 .

BSW~08.2 Improve house metering ditto 1)Improved water City-Wide 1)Delivery of new None

revenues meters
2 )Decreased waste- 2)Collection
age.

BSW-C9 Improve chlorination Avaiting 1)Water quality City-Wide 1)Training Observed
systems at old water Bi4d safety 2)Maintenance budget - Current unsafe
treatment plant documents 2)Plant and surr- conditions.

cunding area
saftey.

BSW-10 Provide Construction Procurred Increascd ability City-Wide 1)Proper use cf equip—- Saw eguipment
vehicles and eguirment to construct and . ment training at control
(forklift, compressor, repair facilities 2)Maintenance budget = storage depot.
trucks & nobile crane) :

BSW-11 Consultant engineecring €03 1)Incressed raw City-Wide Transferred technical Reviewed Pro-
services to desicn raw Completed water capacity to know-l:ow municipal * curement
water intake improve-— both plants engineers Pocuments
ments 2)Private sector

worke

BSW-12 Provide standby Procurred Elimination of City-Wide 1)Proper installation Cbserved gen—
electrical supply (gen- service disrup— 2)Proper maintenance sets stored at
sets) for water treat- tions caused by site
ment plant : power utages ' '

-~




SUBPRQTECT

X
i

BSS-04.1

BSS-04.2

BSS-05

BSS_06-1

BSS-06.2
BSS-06.3
BSS-06.4
BSS-06.5
BSS-06.6

BSS-07.1

BRIEF
DESCRIPTION

Extension of sewer
laterals in Dallala
area

Extension of sewer
jaterals in unserved
areas

Mcdification of Orabi
St. lift staticn to main
1ift station.

New underground
electric cables to
serve sewerage
facilities

ditto
dit#o
ditéo
ditto
ditto

Civil works improve-
ments to slift stations

STATUS

IMPACT

43% Elimination of
Completed sewage pording
near apartments

Award of ditto

construct- :

tion

ccontract

pendin

Awaiting  Improved

decision  systen operaticn

on Justi-

fication

Zwziting  Improved

USAID Reliability

waiver

on public

sector

construc—

tion.
ditto ditto
ditto citto
ditto ditto
ditto ditto
ditto ditto

Avaiting  Improved

preparat- cperation

ticn of

Bid

Cocuments
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BENEFICIARY ASSUMITICNS TO

POPULATICN

AGIIEVE IMPACT

City-Wide

City-Wide

ditto
ditto
ditto
ditto
ditto

City-Wide

1)Routine sewer
maintenance
2)A3equate capacity
in connecting trunk
sewers.

ditto

1)Integration into
master plan scheme for
expanded sewerage
2)Hydraulic analysis

None

ditto
ditto
ditto
ditto
ditto
l)Deyelopment of
ccatinuing maintenance

program and allccations
of suitable budget.

FTELD
OLSERVATIONS

Ckbserved at
site

None

Visited

Purp Stations

None

ditto

- ditto

ditto
ditto

None



SUBPROJECT

<&
ks

BSS-08

BSS‘og . l

BSS-09.2

BSS-10

BSS-11

" pSS-12

BSS-12.1

ERIEF
DESCRIPTION

Improve flow
measurement and
sewage treatment plant

Improvements to
seweage plant
chlorination facilities

Improvenents to chlorine

storage at sewage
treatment plant

Maintenance equipment
procurement (trucks
and crane)

Procurement of
consulting engineer
services for S-04.2,
S5-05, S-09.

Procurement of gen-sets
for 4-lift stations

Constructicn of gen-sets

foundation pads

Procurement of seawer
set cleaner

STATUS

Awaiting
USAID
approval
of justi-
fication
Awvaiting
preparat-
tion of
bid
documents

ditto

Completed

603
Completed

Ccrmpleted

203
Conrpleted

Completed

IMPACT

Improvexi
operation

1)Improved
disinfection
2)Control of
chamicals

Improved plant
saftey

Increased capacity
to maintain work

1l)Experience in
ergagemenc of
consultancy

2 )Technology
transfer

Improved
reliability

ditto

Improved
capability to
clean sewer
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BFNEFICIARY ASSUMPTIONS TO
POPULATICN  ACHIEVE IMPACT

Dovmstream None

of plant

discharge
(cural)

ditto

local
City-Wide

City-Wide

Iccal

ditto

City-Wide

1)Must improve

overall plant operation
to make their effective
2)Training of staff

Training to 'staff

Proper maintenance
use, and bucget

Involvement of appro-
priate municipal staff

1)Proper installation
2)Proper maintenance
and allocation of '
budget.

Installation of gen-—
sets.

1)Training in use of
unit by manufacturers
rep.

2)bevelopment and
implementaticn of
sewexr cleaning program

FIELD
OBSERVATIONS

None

None

None

Saw equipment

at gravey sita

Reviewed

docunments

Prepared by
consultants
-Excellent-

Saw units
stored at WIP

Saw two pads

~"Constructior.

sloppy"

Saw Equipient
-"unused“-



<0\

SUBPRQJECT

#

—

MMN-W-01

MN-W-02

MN-W-03

MN-W-04

MN-W-05

MN-W-06

MN-W-07 .

BRIEF
DESCRIPTICN

Expansion and upgrading
of water network
(6km of 4,5,8" pipe)

Replace punps in 2
water treatment plants

Renovation of filters
in 2 water treatment
plants

Equipment: Pumps for
Nile & Ibrahimia intakes

Engineering study and
design of distribution

Restoration of Nile
intake

Equipment installation
to improve water
treatment plant
processes

STATUS

Complete

Complete

Complete

Complete
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IMPACT PEREFICIARY ASSUMPTIONS TO FIEILD

DOPULATICON ACITEVE IMPACT . OBSERVATIONS
Greater water N.A. Household connections
availebility and and installed

increased pressure
fire protection

See W-06__ "' See W06 = See W-06 - See W-06

Study South Budget will be
zone-old, available amd

with severe designs
problems of implemented
water pre-

ssure and

availability

80% increase in City-Wice
available water

to plant; iIncrease

in quantity and

year round depen-—

dability of water

supply

City-Wide Substantial operator
training will be
carried out and result
in correct and continued
use.



MN-W-09

MN-S-01

MN-S-02

M¥-S-03
MN-S-C4

MN-S-04

MN-S-05

MN-S-C6

MN-5-07

BRITF
DESCRIPTION

StatUs

Expansion and upgrading
of water network in un-
served and underserved
areas

Upgrade electrical
service to 2z water
treatment plants

Expansion of "
collection system in
uvnsewered areas

(5 xm of 7" and 9"
pipe)

Installation of
electric cable

to sewage treatment
plant

Complete

Repair treatment plant
Cchannels and tanks

Equipment:; Vacuum pump
!

trucks '
Purchase, install

electric panel
at treatment plant

Interim repair and
renovation of treatment
plant

|
Study and design: D

collection network
extension

Engineering study/design Deferred
Upgrade pump station
and force main

ILDAOE

CGreater wa

availability and

increased

pressure,
protection

ter

fire

Appendi% F
DENETICIARY ASSUMPTIONS TO
POPULATION AGITEVE | IMPACT
Bousehold connections
will be installed
City-Wide
City-Wide City Council will
conplete connection
from transformer to
Panel
City-wide

Dependents upon
improved management
and operational
tratment plant and
adequate staffing

7 of 8

FIELD

OBSERVATIONS

Not yet
to panel
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SUBPRQUECT BRIFF STATUS IMPACT BENEFICIARY ASSUMPTIONS TO FIELD
;; DESCRIPTICN PORPULATICN ACHILVE IMPACT OBSERVATICNS
M N-S-G8B Engineering study/design Lift .

station ard colilection

M N-S-09 Engineering study/design
coliection network
extension

}N-S5-10 Replace electrical
panel anl cables:
4 punp stations

PN-S-11

MN-S-12 Interim repair and
renovation of plant’

MN-S-13

.




