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~ Vehicie Maintenance Trainiﬁg (263-0114) USAID/Cairo

PRCJECT DESCRIPTION _
This project was designed to upgrade the skills of vehicle maintenance workers through

the establishment of a training center under the General Syndicate for Land Transport
to serve the needs of ten large Egyptian public sector bus and truck transport companies.

AUTHORIZATION GATE AND U.S. LOP FUNTING AMOUNT | PES ALMEBER PES ATt PES TTPE
July 1980 $4.5 M ‘ 84-16 A:ﬂ);;'g;t 1984 ] wegular ] Ozner (Soecity)
ARSTRACT- PREPARED BY, DATE ABSTRAZ] CLEARED 81, GAIL — [:] spectal
N. Shafik, DPPE/PAAD Samson Shigetami, HRDC/ET &, Terwinal
| August 1984

This end-of-project review was conducted by an in-house team to review progress since the
mid-term evaluation performed  in July-August 1983 and to determine the future of the
Vehicle Maintenance Training Center. The team reviewed Project documents, visited the
site, interviewed the contractor and participating GOE entities.

Project performance at the time of the mid-term evaluation had been poor and it was
considered unlikely that the ambitious target of 740 trained workers would be attained by
the PACD. The causss of this poor perforzmance were: (1) a lack of complete agreement
among USAID, the technical assistance contractor, and the General Syndicate for Land
Transport (GSLT) as Lo who was responsible for various project components and what the
project was expected to accomplish; (2) the expectation by the GSLT that the project would
be a turn~-key activity requiring no GSLT Support; and (3) external factors such as custum
clearance and construction delays. The mid-term report made several recommendations
fincluding a change in the training center leadership and a review of instructor
rapabilities and curricula. The original political motivation for the -activity was not an
issue during the day to day managemeat of the project, but may have been the source of some
bf the problems that arose in tiie course of implementation, such as the lack of GSLT
tomnitment. The project was not initiated in response to a perceived development problem,
put rather to address a political issue resulting from problems associated with

by

rIP-financed U.S. buses.

bince the mid-term evaluation, the center was made significant progress in developing
curricula and training workers. Administrators and instructors have been trained, a
turriculum has been established, equipmedt was cleared through custoams, shops and
plassrooms have been equipped, and administrative and ‘instructional procedures have been
developed. Eighty-five workers have been trained in twelve different trades. The bus
¢ompanies report that the quality of the training is good, although they sought more
training and at different levels. However, the Vehicle Maintenance Training Center is
perating significantly under capacity. Much of the equipment appeared underutilized and
ne number of trainees remains well below the Center's capacity of approximately 200
rainess at any one time. The Center has the potential for teaching and surpassing its
tiginal training targets. Ultimately, the achievement of the original Project purpose
111 depend on whether this potential training capacity is utilized effectively by the
SLT. The report recommends that the Project not be extended since contirued GSLT support
s suspect. A potentially viable training center has been established and increased USAID
unding cannot address the major constraint to project goal achievement -~ that of an active
SLT comnitment to the Vehicle Maintenance Training Center.

L=ssons Learned: (1) The comitment of direct and indirect GOI implementing agencies is
;E:Zical to project success. (2) The establishment of new imstitution is a time-consuring

ocess. Project design should consider this when establishing targets. (3) Given the
importance of good host country management to project success, USAID should do everything

ssible to attract and retain good managzers. (&) Projects that are politically motivared
often experience problems during implementation. (5) A mid-term evaluation ¢an be a
spccessful tool for improving project implementation. , ' ‘
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13. &ckﬂound

This project was designed during the summer of 1979 in response to a-
request from the General Syndicate for Land Transport (GSLT) for assistance in
the development of a heavy vehicle maintenance training center. USAID's
involvement was also related to the negative publicity associated with the
"Ward buses" imported under the commodity Import Program. The USAID-financed
buses quickly fell into a state of disrepair and became a negativé symbol of
U.S.;-E‘gyptian relations. The Project Paper was signed in March 1980 ard a
contract was awarded to RCA to provide technical assistance.

This Project was evaluated in August 1983 by a two person team. However,
the report was not considered by the USAID to be either complete or entirely
objective. Because the TISAID did not feel that another evaluation would be of
benefit at this late stage in the project, the USAID's evaluation officer
combined the substance of the original report and rebuttals to the report (by
the project officer and the GSLT counterpart) into as thorough, objective, and
- complete a report as was possible. The original réport and rebuttals are
treated as annexes to the synthesized report.

The evaluation concluded that the following outputs in the original log
frame could reasonably be achieved by the PACD: completed curricula, trained
instructors and administrators, established administrative and instmctionai
procedures, and classrooms. The total number of workshops to be completed and
the number of traired mechanics to have passed through the Vehicle Maintenance
Training Center by the PACD were not estimated because of possible
wmanticipated delays. Project performance at the time of the mid-term
evaluation had been poor, and it was considered unlikely that the purpose
(i.e., 740 trained workers) would be attained. The causes of this poor
performance were: (1) a lack of complete agreement among USAID, GSLT, and RCA
(the TA comtractor), as to who was responsible for what project components and
wnat the project was expected to accomplish: (2) the expectation by the GSLT
that the project would be a turn-key project and an accompaaying lack »f
initiative to guide or supervise the contwractor; (3) external factors, both
foreseen (salaries and incentives) and unforeseen (customs clearance and:

construction delays), that were allowed to work against project progress.
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- The report recammended a number of changes to improve project performance
in the remaining life of the project. It stated that “The lack of GSLT
leadership has been the most damaging problem for project achievement. It is
hoped that the new.leadership will take a more active role to change the
Center for the better. Toward this end, the USAID must maintain constant
cammmication with the new Director to resolve the following problems: (1)
commodities' release from customs and proper installation in_the Center:; (2)
adequate salary and incentives for instructors; (3) assessment of instructors'
capabilities; (4) completion of all training for instructors; (5) assessment
of the adequacy amd utility of the curricula; and (6) assessment of bus and
truck company willingness to participate in the Center."

14. EVALUATION METHODOLOGY

This end-of-project viview was comducted by an in-house team to (1) review
progress since the mid erm eveluation conducted in July-August 1983, and (2)
determine the future of the Velicle Maintenance Training Center. The
evaluation team was ccmposed of tl'e Project Officer, Evaluation Officer, and a
PSC currently managing tre J.5. Eihassy motorpool. The team reviewed Project
documents, visited the Projeat sitaz, interviewed the conttactor (RCA) and
pafticipatirg GOE entities. A meeting held on June 27 brought together
representatives fram USAID, RCA, the General Symdicate fcr Land Transport, and
the najor bus companies to discuss the performance and the future of the

Vehicle Maintenance Training Center.

15. External Factors

Several external factors served to delay amd negatively affect project
implementation. The construction of buildings to house eguipment and
classrooms was behind schedule. The last building (H) was added zfter the
initial £loor plans were drawn up during Phase I and has yet to be coopleted.
Long delays also resulted from proplems in clearance of shipments through

toms. Personnel changes, on both the contractor and GOE side, also caused
problems. The original U.S. chief of party with a technical background was

replaced by an individual with experience in administration and financs. The
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teplacement of'the first GOE center director as recammended in the mid-term
evaluation, was a positive move. The original director served on a part-time
basis and had no experience in vehicle maintenance or training. The current
center director, with the help of active HRDC/ET efforts, is respomsible for
many of the Project's receﬁt achievements. :

16. Inputs

The USAID grant provided for long and short term technical assistance,
participant training in the U.S. and Egypt, and commodities (see Annex a).
The GSLT contribution consisted of construction of buildings and the provision
of utilities. Financial support was provided from one-time contributions from
the bus and truck companies and the Ministries of Transportation and Manpower.

The technical assistance was constrained by the lack of raprort and poor
communications between the contractor and the host country agency. Contractor
performance was weak in the selection and supervision of consultants and of
the procurement process. For example, one equipment procurement was purchased

t was inappropriate to Egypt. The bus companiés did not provide training
aids (equipment, etz.) and trainees in sufficient quantity or quality. 1In
general, there was an orgoing problem of unclear respensibilities and a lack
of comitment by the contractor and the GOE throughout the life of the Project.

The comodities purchased under the contract are listed in Annex A. Two
items are still in the process of being delivered.' Clearance through customs
has continued to be a problem. Spare parts have only been procured for items
that are not aveilable on the local market and items that reaquire freguent
replacement. Due to financial constraihts, project funds were used to

purchase other new equipment instead of spare parts.



17. Qutputs
The following represents expected and actual Project outputs:
Expected Actual Percentage

1. Trained Administrators 3 2 67%
2. Trained Instructors 22 16 73%
3. CQurriculum Established 20 16 80%
4. Shops Equipped : 8 8 100%
5. Classrooms Equipped 9 9 100%
6. Administrative Procedures 1 Plan 1 Plan 100%
7. Instructional procedures 1 Plan 1 Plan 100%
8. Workers trained 740 85 11%

The project experienced protracted delays. U.S. participant training was
about 6 months behind schedule ard only 9 instructors and 2 administrators
were recruited to go to the United States. The numbers of instructors and
curricula were reduced because programs were cambined. Seven instructors were
trained in Egypot as a result of a recommendaticn of the mid-term evaluation
ard lack of language proficiency. Construction was about 18 months behind
schedule. Classes began about 15 months behind schedule, only 9 months before
the PACD. Tne curriculum has been reviewed as was suggested in the mid-term
evaluation, but mamy issues remain Lnresolved. The GSLT has expr‘essai sone
dissatisfaction with the curricula - largely due to a poor Arabic
translation. This remains an unresolved issue.

There is evidence that the Center is operating significantly under
capacity. Muach of the equipment appeared underutilized. The number of
trainees rem2ins wall below the Center's capacity of approximately 200
trainees zt any one time. This would seem to indicate that either the Center
is not prodﬁcing what the bus companies want or it will take time before the
Center wiil be used at £ull capacity., These delays and proolems explain the

large difference between the expected and actuzl numbers_ of workers trained.



18. Purpose

The Project was designed to upgrade the skills of vehicle maintenance
workers through the establishment of a training center to serve the General
Syndicate for Land Transport. At least 200 vehicle maintenance workers were
to be trained during project year 2 and 540 each year thereafter. The midterm
evaluation noted that this stated purpose was unrealistic given the total
absence of any of the required inputs, such as buildings and commodities, at
the start of the Project. Since that evaluation, the center has made
significant progress in developing a2 curriculum and training workers . Some
of this success can be attributed to the employnent of a full-time center
director-one of the recammendations of the earlier evaluation. Eighty five
workers have been trained in 12 different trades. The bus companies report
that the quality of the training is good, although they sought more training
and at different levels. The Vehicle Maintenance Training Center seems to
have the potential for reaching and surpassing its original training targets.
Ultimately, the achievement of the original Project purpose will deperd on
whether this potuntial training capacity is effectively utilized by the GSLT.

19. Goal/Subgoal

The stated subgoal is "“to increase the efficiency of the vehicle
mainteriance system.” The project goal is "to improve the quality of bus and
truck transoort services provided to the public." [ue to the implementation
problens identified in the mid-:erm evaluation and the overly ambitious
targets in the original project design, the achievement of the project goal
ard subgoal will not occur within the life of the Project. The Project has
not trained a sufficient number of workers to be able %o identify a
significant impact on the efficiency of the vehicle maintenance system or on
the quality of transport services. However, the Project has contributed to
establishing an institution that has the potential for achieving the
originally stated goal. The remaining constraints to goal achievement are
ones that additional USAID financing cannot solve in the long run such as
support from the bus companies in the form of trainees and training aids.



20. Beneficiaries

It is too early to ascertain the impact on the ultimate beneficiaries—the
Egyptian public. As of now, bus and truck companies have had 85 mechanics and
16 instructors trained in the center and the potential to train more is there.

1. Lessons Learned

a. The commitment of direct and indirect GOE implementing agencies is
critical to project success.

b. The establishment of an institution is a time—-consuming process.
Project design should consider this when establishing targets.

¢. The impact of training programs is rarely felt within the life of a
Project. The evaluation of human resources development- type
activities must take this into consideration.

d. Effective host country and expatriate project management and
coordination is perhaps the most in@ortant factor to the achievement
of Project objectives. Given the importance of good host country
management USAID should consider paying salaries that will attract
and retain good managers.

e. Projects that are politically motivated often experience problems
during implementation. '

f. A mid-term evaluation can be a successful tool for improving project
implementation. In this case, the implementation of the evaluation
recomnendzations served to reactivate the Project and redirect it
toward the achievement of its original purpose.

22. Recommendations

1. Do not initiate a proposal to extend the Project. Despite the
problems and delays associated with this Project, the fact remains
that there is a training institution with an equipped workshop,
trained instructors, and procedures established. It has trained 85
mechanics in a variety of skills and has the potential to reach the
goal of training 540 mechanics per year. It is also possi:le that
another 12-18 months of technical assistance and additional equipnent

could firmly establish the center as a dynamic training institution.
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However, despite public statements to the contrary, continued bus and
truck company support is suspect. The companies are already
objecting to the LE10,000 per annum grant which is required of them.
They would prefer to pay per student. But as the numbers indicate,
the companies huave not been sending large groups of mechanics for
training-—én average of 2.8 students per company per session.

If the GOE urges and supports continued assistance to the training
center, we recommend the following:

a. As a cordition for assistance, all construction must be completed
"~ at the Center. ,

b. As a cordition for assistance, the bus and truck companies must
reaffirm continued financial support (a yearly contribution) or
an equal amount must be ensured from another source, e.g. the
Ministry of Transportation budget.

c. As a condition for assistance, the Center must have a full-time
experienced director who will be paid by the GSLT with sufficient
salary to attract a competent qualified person. .

d. Assistance should be.provided from funds in existing umbrella
projects, such as the Commodity Import Program, Technical and
Feasibility Studies (263-0042), or Technology Transfer and
Manpower Development (263-0026). |

Drafted:HRDC/ET:NRoot, DPPE/PAAD:NShafik
learance: Motor Pool:RLynch
Revised 8/15/84 — 8/20/8% - 10/16/84
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INVENTORY ATC MATAREYA

éREVENTIVE MAINTENANCE SHOP

MACHINIST SHOP INVENTORY

WELDING, BLACKSMITH & COOLING SYS.REPAIR
DIESEL ENGINE SHOP

ELECTRICIAN SHOP

TCOL ROOM TRAINING

AIR CONDITIONING SHOP

FRONT END ALIGNMENT & POWER STEERING SHOP
BRAKES & HYDRAULICS SHOP

FUEL INJECTION SHOP

SHEETMETAL & BODY SHOP

AUDIO-VISUALS & ADMINISTRATIVE
DYNAMOMETER SHOP

CRANKSHAFT GRINDER (IN CUSTOMS)

QUTSIDE STORAGE

SPARE PARTS & TOOLS ISSUED

PARTS ROQOM STORAGE ‘

PARTS AWAITING SHIPSIDE USA

'$ 53,487,

282,840,
20,393.
46,208.
28,267,

6,803.
1,877.
26,118.
25,683.
57,461,
24,355,
53,092.
64,500.
54,850

225,360
42,489,

116,857,

7,500.

$ 1,147,740,

~

e

. W
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memorandum

PATE!  June 5, 1984 /)
o HRDC/ET: Norman Root 7X :‘N gth / DPOE
SUWET!  Evaluation of Project 263-0114
TO:

Those listed below

The contract foxr the subject project (Vehicle Maintenance Training) will
terminate August 7, 1984. An end-of-prcject evaluation is scheduled for June
27, at the Cairo Center in the 9th floor conference room at 10:00 am. The
evaluation will be conducted by staff from USAID, GSLT, RCA, and bus company
representatives. Members of the committee will have visited the training
center some time before the date of the meeting. This approach has been
adopted because of the intensive evaluation conducted in August 1983, which
covered the project status in considerable detail. The primary objectives of
the upcoming evaluation will be to review the project in respect to the
findings and recommendations of the previous evaluation, and to ascertain the
current status in regard to project goals and outputs.

To reach these objectives it will be necessary to have the following
information available at the meeting:

1, 2 list and dollar cost of all equipment purchased under the contract.

2. A list of instructors and trades available for classes.

3. A list of classes conducted by trade and number of students who attended.

4. A list of adminigtrative staff by title and numbers.

5« Documentation of financial support by bus and truck companies, ministries,
‘and GSLT.

6. A status report on the contract.

The Agenda for the meeting will be as, follows:

1. Review of project objectives, goals, purpose, and outputs.
(See Logical Framework attached)

I1. Status of project regarding item I above.

III. Status of issues raised by August 1983 evaluation.

1, Customs clearance

2. Construction .

3. Instructor salaries and incentives

4; Asgesbment of lnstructor cagabilities

5: Compleétion of instructor training

6¢ Rssessment of curricula

7: Bus and truck company support for Center.

OPTIONAL FORM NO. 10
(REV. 1.30)

GBAFPMR (4LCPR} 101-11.9
9010114

®U.B. GOYCANMINT PRINTING OFTICE : 1982 © = 361-828 (73¢9)



IV. Status report on the contract between RCA and GSLT.
V. Lessons learned.
VI. Prognosis of training center's future.

Please let me know if you have any questicns or will be unable to attend.

Evaluation Committee

M. Okelly, GSLT

Re.M. Bekhit, GSLT

M. Sheta, GSLT

Y. Zayatt, E. Delta Bus Co.
. Koddousy, M. Delta Bus Co.
A. Maiatico, RCA

Re Lynch, AID/Motor Pool .
A. Wilburn, AID/HRDC

N. Root, AID/HRDC.

A. Nassar, AID/HRDC

A. Gordon, AID/FM

A+ Bjorlykke, AID/CON

K. Shafek, AID/DPPE

v ¢e1 B. Wilder, AD/HRDC
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F:CA Internationai Service Corporation

AL :
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Cairo, June 26 1984

FR&z48

STATUS REPORT -
USAID Project No. 263-0114
PREPARED BY RCA

The report attached reflects RCA's conception of the use and purpose of
instruments used for evaluations which are:

Objectives and final goals of the effort
. Objectives accomplished

Objectives not achieved

Reasons for non-achievement

Corrective actions taken and results

Present outlook of effort (Prognosis)

Beneficial policy change recommendations (Lessons Learned)
Summary

0O ~N O D B~WNY ~
¢ 8 & 3 L ]

Further, RCA assumes that the "Verifiable Indicators" listed in the "Logical
Framework" presented by USAID does not indicate expected results due to
successful establishment of any single training center, and certainly not
until a reasonazble trial period has elapsed, and statistics tabulated in
order to verify the results of training.

;7/“'7[



June 27, 1984

STATUS REPORT, USAID CONTRACT 263-0114

Prepared by RCA.

SUMMARY OF OBJECTIVES and CONTRACT OVERVIEW

Major Objectives:

1.

Design, develop, implement, and provide on-going technical assistance
for twenty occupational trades, the purpose of which is to upgrade
the skills of workers employed in the public transportation sector,
namely bus companies.

Provide equipment, tocls, and other cohmodities with which to support
each program.

Provide a comprehensive training program to take piace 1in tne unitea
States, the purpose of which is to upgrade the skills of (22)
instructors and (i} administrators in the performance of their .duties
at the Trainjng Center.

Provide ongoing technical assistance-through the 36th month of the
contract.

Contract Overview

1.

To date, the dollar expenditure on the contract amounts to.
$ 4,145,864 through May 1984,

Nine instructors and two administrators have received training in
the United States.

There are (12) Lourses operational at the present time.
A total of &2 students have éomp]eted training at the ATC.

The Egyptian administrative staff, excluding instructors, numbers
22 personnel.



6. Primary and assistant instructors total 22 personnel.

7. There remqinﬁ;gwq;pieces of major equipment for the project in the
United States; one forge for the Blacksmith Course and one cylinder
vore machine for the Machine Shop.

8. One crankshaft grinder remains at Customs in. Alexandria since 26
January 84

9. Building H is incomplete, and the-e is inadequate space to implement
the remaining courses.

Prognosis:

In RCA's opinion prognosis is good (please see summary at the end
of this report.

DETAILS OF STATUS.

I

Training
A. Courses Operational
1. Preventive Maintenance 7. Machine Shop
2. Diesel Engin2 Mechanic 8. Welding
3. Vehic]e'E1eCtricity 9. Parts and Supply Management
4. Front End Alignment 10. Tool Room Management
5. Fuel Injection 11. Steering Systems
6. Air Condition 12. Road Service
B. Students graduated/Course 3
1. Preventive Maintenance - ( 6) 7. Machine Shop - (M)
2. Diesel Engine Mechanic - ( 5) 8. Welding - (10)
3. Vehicle Electricity - +(21) 9. Parts and Supply - ( 2)
4. Front End Alignment - (7) 10. Tool Room Mgt. - (82)
5. Fuel Injection - - +(12) 11. Steering Systems (combihed w/front
6. Air Condition - (6) 12. Road Service = - ( 2) end)



“C. Evaluation of Training

1. Instrqctor“and student evaiuation were favorable, and

instructional goals of upgrading skills were met.

Sone re?ision_was requested by only one of the twelve primary
instructors, (Electrical Shop). This, surprisingly involved

an area of increased complexity, (Solid State Electronics)s This

revision is complete.

Conversely, ‘the diesel mechanic course for the last group of
students was too complex in that none of the students had
experience, and.could neither read nor write. The diesel
insﬁrqptors approach to this problem is worthy of comment.

Mr. Saad's patience, inventiveness and resourcefulness:were:
admirab}e to say the least, which is in itself testimony to the
qua]ity'of instructor training given in the United States and

Egypt.

It is fair to say that all instructors for the twelve trades
exceeded our expectations.

II Training Shortfalls
A. Courses Not. Implemehted

1
2.
3.
4

Power -Train 5. Body and Fender
Hydraulics 6. Sheet metal
Brake Systems 7. Blacksmith
Cooling Systems 8. Dynamometer

B. Shortfall Causes

1.

Althouth three .of the courses have no instructors, e.g. Power
Train, Blacksmith and Cooling System Repair, the main reason
for not implementing is due to the lack of facilities.

Building H now under construction will accommodate four of the
courses shown above, plus the Weiding Shop.

Upon completion of Building H, the reorganization would consist
of the following moves:

0 Weld Shop to Blidg H

0 Brakes & Hydraulics to Bldg B (formerly Weld Shop)

S



o Blacksmith & Cooling System Repair to Bldg H
o Body and Fender & Sheetmetal to Bldg H
o Power Train to Bldg G (formerly Sheetmetal Shop)

NOTE: Although the sheetmetal equipment is in Bldg G at the present time,
space is inadequate for instructional purposes and operations.

111 Equipment Status
A.. Equipment in Customs

1.

2.

One major piece of equipment remains in customs since January
26, 1984.

The -rationale of that official body for delays, past and
present, remains an enigma.

B. Equipment 1in USAl

1.

Two equipment .items, a forge, and cylinder bore machine will be
air 1ifted to Cairo during the month of June.

These two items are the last shipments that will arrive from
the U.S.

C. Spare Parts

1.

Only those spare parts deemed critical to certain items of
equipment have been procured.

The term "critical” implies that:

a. the'equipment is not common on the local market
e.g. Bacharach fuel injector tester

b. items that reauire frequent replacement due to normal
wear. e.g. test lamps, drive belts etc.

A more extensive spare parts stock is desirable by common
agreement - between GSLT and RCA. However, due tc inflationary
factors, diminished priority of spare parts in favor of other
equipments, spare parts aré minimal.



I9 Center Operations

A. Center Operations Manual
1. The COM is presently under.review and. revision by the GSLT
Committee '

2. Review is approximately 40% éomp]ete and completion is anti-
cipated prior to 30 July 84.

B. Personnel .
1. The initial personnel organizational chart was reduced by
mutual agreement from 134 to 110 persons.

2. At present,.the Egyptian personnel consist of approximately
22, people excluding instructors.

3. Instructor personnel are comprised of the following:
a. Nine primary instructors (trained in the USA)
b. Seven primary instructors (trained at I.T.I)

4. American personnel consist of four persons, two of which will
depart the project on 30 June 84.

5. The remaining American personnel will depart 14 July and 4
August 84 respectively.

V  Facilities

A. Buildings
1. No further implementation of Courses is practicable pending
adequate facilities.

2. The preventive Maintenance course is being conducted outdoors.

3. Completion of construction on Building H is critical to further
expansion.

4, The glass has begun falling from some windows 2t the Center
and injury to personnel 1is inevitable.



B.

1.

Parkingland Staging of Vehicles, Bus Company

Participation

Should the bus companies decide to respond in a positive
way by providing vehicles for training, the Center would
be hard pressed to provide space to accommodate them.

2. As of the present date, there have been no busses on the
Center: property.
3. A1l training aids presently in use at the Center have been

purchased by USAID funds with the exception of:
a. Six cylinder heads (for welding)
b. One panel truck (provided by USAID from the Sinai)



More stringent requirements placed on Instructor.and Administrative
staff selections, and enforcement of these requirements by the Contracting
Agency.

Selection and hiring_qf Key Egyp;igq:Staff should be done "before the
fact" and shoﬁ]dgbé dn board at fhe,start of the contract.

USAID should .insist all facilities be completed, functional; and
required.maintenanée personnel on board prior to Contract Award.

Only technica]]y QQalified Egyptian Personneiﬂ!and/or those directly
involved with the function of the contract, should be permitted to
participate during negutiations regarding the Statement of Work.

USAID should be a party to, and monitor negotia;ions closely. Although
not actually being an active participant in the contract per-se, but
having certain veto powers, should be cognizant, or privy to points
containgd in the statement of work, that may become moot during the 1life
of the contract.

A1l Contractars. before being awarded USAID sponsored contracts, should
be required to have a USA based Technical Coordinator. The purpose and
responsibilities of this person or persons, would be to assure inspection
and verification of equipment specifications, packing and crating,
priority of shipping, and the necessary Administrative follow-up in the
USA.

The cost of spare parts should be included in the cost of equipment in
the contract, and the spare parts ordered and shipped with the equipment.

USAID should notify Egyptian Customs Officials when a Contract is

‘awarded, type of equipment, quantities, and expected shipping dates.

USAID should be notified ASAP by Egyptian Customs Cfficials if they

foresee any problems., violations of Egyptian Customs Laws, or areas

that will delay receipt in Country of the equipment. In the area of

Customs, USAID should assume a more aggressive posture with the Customs

. Officials in securing of equipment.



10.

1.

12,

USAID should establish more realistic and more specific quidelines prior
to issuing grants._for proposed Training Center Programs. Consideration

should consist-of, but not be 1imited to the following:

o Suitable Geographic Location

o Number of programs, students/programs and facilities available.

0 Qualifications of Personnel to'oﬁerate and’administer such programs.

0 Structural integrityv.of facilities

0 Mﬁre clearly defined commitments from grant recipients.

o Engorce "disputes" by all parties more equitably.

0 Relegate diplomacy to second p]éﬁe, and make "development" USAiD's
primary objective.

A Relaxation of USAID purchasing regulations in Country. This would be

critical during the.initial phase of the contract and would facilitate

contract start-up,‘and provide momentum to the project in the early

stages. |

when “intgnsive" evaluations are conducted by USAID, fhe;Contractor and

the Contracting Agency should be party to all "de-briefings" by the

evaluators. This offers the most positive approach to solving problems

“up front", and eliminates "unknown concerns" which later surface.

USAID should take a hard look at current testing procedures for

Participant Training iq tﬂe USA. Emphasis presently is "mis-directed"

which is resulting in difficulties for prospecting participants.



Summary:

Although the Center is only 60% operational, it is functioning, and with
continued effort and funding, could achieve the original goals and
objectives identified in the "Logical Framework".

As fas as new construction is concerned, it should be remembered that the
new building (H) was not part of the original plan, and its need was
discovered and mutually agread upon by both parties after the initial floor
plans were drawn up during Phase I of the contract.

In the opinion of RCA, the GSLT has made an honest and sincere effort to
provide this additional facility, but they, as well as we, must deal with
the culture inherent with all underdeveloped countries. After all, these
conditions that exist exemplify the very purpose of our presence in the
country. '

Therefore, in RCA's opinion, not only the funds, and continued effort are
necessary to achieve the goals that would, in the near future, come to
fruition, but the understanding and patience on everyone's part, simply to
deal with things the way they are.



