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· . 
Vehicle Maintenance Trainiiig (263-0114) 

ll~Ecr Dts:A1nlCl/1 

This project ~ designed to upgrade the skills of vehicle maintenance workers through 
the estab1is1'lDent of a training center under the General Syndicate for Land Transport 
to serve the needs of ten large Egyptian public sector bus arid t:nick transport canpanies. 

:.untDUlAnOK ~lt AM:! u.s. I.~P fU(DI!&:i N(llJ(T 

July 1980 $4.5 M 
A!STAACT~ PWI.WI aT. DATE 

N. Shafik, DPPE/PAAD 
A%ust 1984 

PES CArr­

84-16 ffi;;;'t 1984 

Samscn Shigetcmi, HRDC{Lr 

This end-of-project review was conducted by an in-house te~ to review progress since the 
mid-term evaluation performed' in July-August 1983 and to determine the future of the 
Ve~icle Maintenance Training Center. The tean 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 
consider~ unlikely that the ambitious target of 740 trafned workers would be attained by
the PACD. The causes of this poot petfor~nce were: (1) a lack of complete agreement 
among USAID, the technical assistance contractor, and the General Syndicate for Land 
tTransport (GSLT) as Lo who was responsible for various project cOOlpOnents and what the 
project was expected to accomplish; (2) the expectation by the GSLT that the project would 
~ a turn-key activity requiting nu GSLT Support; and (3) external factors such as custum 
f:learance and const-:uctiCT.'l delays. The mid-term report made several recOJIIlendations 
including a change in the training center leadership. and a review of instructor 
:apabilities and curricula. The original political motivation for the'activity was not an 
~ssue during the day to day ~agement of the project, but may have been the source of sane 
pf the problems that arose in tile course of imple:nentation. such as the lack of GSLT 
~cmnitment. The project was not initiated in respo:1se to a perceived develop:nent problem. 
JUt rather to address a political issue resulting fran problems associated with 
:IP-fina.~ced U.S •. buses. . 

Since the mid-teem evaluation, the center was made significant progress in developing 
:-urricula and training workers. Ad:ninisttators and instructors have been trained. a 
urriculLI:l has been established, equi?Dertt was cleared through customs, shops and ; 
lassroorns have been equipped, and ad~inistrative and '~nstructional procedures have been l 
eveloped. Eighty-five workers have been trained in twelve different trades. The bus 
onp~~ies report that t~e quality of the training is good, although they sought more 
~aining and at different levels. H0wever, the Vehicle t1aintenance Training Center is , 
( perating si~ificantly under capacity. Much of the equipment appeared Lmderutilized and 

he n~er at trainees rensins well below the Center's capacity of a?proxi~tely 200 
trainees at anyone time. .Tne Center has the potential for teaching and surpassing its 
criginal training targets. Ultimately, the achievenent of the original r~oject purpose 
~ ill depend on wheth~~ this potential training capacity is utilized effectively by the 

SLT. Tne report recoome:lds that the Project not be extended si:lce continued GSLT sL'Pport 
s suspect. A potentially via~le training center has been established and increase: USAID 
unding cannot address the major constraint to project goal achiev~ent - that of an active 
SLT c~tnent to the Vehicle Maintenance Training Center. 

l~ssons Learned: (1) The comoitment of direct and indirect GO: i~le~enting agencies is 

iE
'tical to project success. (2) The establish~:lt of ~ew institution is a ti~e-ccns~ing 
ocess. Project design should consider this when establishing targe~s. (3) Given ~he . 

i rtance of good host country ~nage~ent to project success, USAID should do everything• 
l 

sSible to attract and retain good ~na5ers. (4) Projects that are politically motivated 
o ten experience problans during it:lple:nentation. (5) A mid-term evaluation can be a 
5 ccessful tool. for i~roving project i~lementation. .. . ~ 
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13. Background 

'nUs project was designed during the summer of 1979 in resp:mse to a­

request fran the ~eneral Syndicate for Lam Transport (GSLT) for assistance in 

the developuent of a heavy vehicle maintenance trainin:J center. UWO's 

involvement was also related to the negatiVE; publicity associated with the 

"Ward buses" iDported umer the camtnlity Import Pro;ram. The USlUD-financed 

buses quickly fell into a state of disrepair am became a negative syml:ol of 

U.S.-Egyptian relations. The Project Paper was signed in March 1980 am a 

contract was awarded to R:A to provide technical assistance. 

This Project was evaluated in August 198~ by a two person team. However, 

the report was not considered by the USAID to be either complete or entirely 

objective. Because the TTSAID did not feel that an':)ther evaluation would be of 

benefit at this late stage in the project, the USAID's evaluation officer 

canbined the substance of the original report and rebuttals to the report (by 

the project officer and the GSLT counterpart) into as thorough, objective, am 
complete a rep::>rt as was possible. The original report and rebuttals are 

treated as annexes to the synthesized report. 

'n1e evaluation concluded that the follCMin:; outputs in the original log 

frame could reasonably be adrieved by the PACD: canpleted curricula, trained 

instructors and administrators, establish-ad a~nistrative and instructio~ 

procedures, and classrCX!llS. The total n'.Imber of worksh::>ps to be canpleted and 

the number of t=ained mechanics to have passed thro~h the Ve.'1icle Maintena.'1Ce 

'rrainin; Center by the PACD were not estimated because of possible 

tmanti=ipated delays. Project perfornance at the time of the mid-ten! 

evaluation had been poor, and it was considered unlikely that the putpOSe 

(i.e., 740 trained workers) would be attained. T"ne causes of this poor 

performance were~ (1) a la=k of ~lete agreement acong USAID, GSLT, a~ RCA 

(the TA cont;:-actor), as to who was responsible for w:"at project ccmponents a.~ 

what the project was expected to ae=ornplish~ (2) the expectation by the GSLT 

that the project would be a turn-key project am an accompa.1yin; lack I')f 

initiative to guide or supervise e1e cont=actor~ (3) external factors, both 

foreseen (salaries aX!. in=entives) am cr.foreseen (custans clearance and· 

~~struction delays), ~nat ~ere allowed to wdrk against project progress. 
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The report recamuecrled a number of c'han;es to improve project performance 

in the remainiB,; life of the project. It stated that tiThe lack of GSLT 

leadership has 'been the D:lSt damagiI¥; problem for project achievement. It is 
. . 

hoped that the new lecsdership will takd a more active role to change the 

center for the better. Toward this end, the USAID must maintain constant 

cammm.ication with the new Director to resolve the followiB,; problems: (1) 

CCiiii1Olities' release from customs and proper installation iILthe center: (2) 

adequate salary an:i incentives for instructors; (3) assessment of instructors' 

capabilities; (4) canpletion of all training for instructors: (5) assessment 

of the adequacy ani utility of the curricula; am (6) assessment of 'bus ani 

truck company willingness to Participate in the center." 

This errl-of-project \:';.:vi€:'JI was corrlucted bj an in-house team to (1) review 

progress sirx::e the mid ':enn E.l/c.luation coOOucted in July-August 1983, arrl (2) 

determine the future of t.he Vel" .ir.:le Maintenance Trainin:; Center. The 

evaluation team was caup::Y.ied of t.~..e ?roject Officer, E-Jaluation Officer, an:i a 

PSC currently managin; tr:e T) .5. E:.lhassy motorpool. The team reviewed Project 

dccuments, visited t.lov= P:·oj~(. sita, interviewed the conttactor (lO.) and 

participating GOE entities. A meeting hel~ on June 27 brought together 

representatives frCJ:l USAID, R:A, the Ge."'leral Syn:iicate fer La."X3. TransfOrt, an::l 

the major bus ~"'lies to discuss the performance am the future of the 

Vehicle Ha.intenance Training Center. 

15 ~ External Factors 

Several e~e=nal factors served to delay a~ negatively affect project 

implementation. Tne construction of buildings to house equipment a::c5 

classrOClmS was be.iU.nd schedule. The last buildin; (H) was added after t."-1e 

initial floor pla."'lS were drawn up during Phase I and has yet to be ccr::plete-J. 

lDng delays also resulted fran problems in cleara.'1ce of shipruents th:"ougr. 

customs. Personnel c'hcmges, on roth ~he contractor and GOE side,' also caUse:i 

probleI:'.s. The original U.s. chief 0: party with a technical backg::ou.'11 was 

replaced by a"'l in:iividual wi th e:q:erie:1=~ in ad...iUnistration arid fi~e. '!'he 
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replacement of' the first GOE center director as recamnerXied in the mid-term 

evaluation, was apositive move. The original director served on a part-time 

basis am had Il:) experience in vehicle maintenance or training. The current 

center director, with the help of active HROC/Er efforts, is responsible for 

many of the Project's recent achievements. 

16. Inputs 

The USAID grant provided for lon; and soort term technical assistance, 

participant trainiIY3 in the U.S. and Egypt, arrl eatlIlDd.ities (see Annex A). 

The GSLT contribution consisted of construction of buildiIY3s and the provision 

of utilities. Financial support Was provided from one-time contributions from 

the bus and truck ccmpanies and the Ministries of Transportation am Manpower. 

The ted-mical assistance was constrained by the lack of raPfX)rt and poor 

communications between the contractor a..:''ld the host COI.1."'ltry agency. Contractor 

performance was weak in the selection and supervision of consultants aI'ld of 

the procurement process. For example, one equitxnent procurement .~ purchased 

that was inappropriate to Egypt. The bus ccxnpanies di~ not provide training 

aids (~~pment, et=.) a.~ trainees in sufficient q~tity or quality. In 

general, there was an ongoiIY3 problem of unclear responsibilities a.~ a lack 

of camnitment by the contractor and the GeE througb::>ut the life of the Project. 

The C<Xluocxlities purchased u."Xier the c:mtract are listed in Annex A. Two 

items are still in the process of being delivered. Clearance through custans 

has continued to ~ a problem. Spare parts rave only been procured for ite:ns 

that are not av~ilable on the local market and items that require frequent 

replace.lIent. Due to financial constraints, project funds were used to 

purchase other new equipnent iI13te.."l.d of spare parts. 
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17. OUtp=ts 

The following represents expected am actual Project outputs: 

Expected Actual Percentage 

1- Trained Administrators 3 2 67% 

2. Trained Instructors 22 16 73% 
3. Curriculum Established 20 16 80% 

4. Shops Equiwed 8 8 100% 

5. Classrooms Equipped 9 9 100% 

6. Administrative Prcced'.lt'es 1 Plan 1 Plan 100% 

7. Instructional procedures 1 Plan 1 Plan 100\ 

8. \tbrkers trained 740 85 11% 

The project experie.'1Ced protracted delays. U.S. participant training was 

about 6 m:mths be.'ltirxl s:::he:1ule Cl.Irl only 9 instI1JCtors and 2 administrators, 

were recruited to go to the United States. The numbers of instructors a~ 

~icula were re:iuce:i because progra."':lS were canbined. Seven instructors were 

trained in Egypt as a result of a recomme."'Xiation of the mid-term evaluation 

am lack of lan;uage pro:iciency. Constru::::tion was about 19 months behirxi 

schedule. Classes began a:out 15 llOnths behirxi schedule f only 9 nonths before 

the ?ACD. 'rne cu.=riculurr. fI.as been reviewed as was suggested in the mid-term 

,evaluation, b.rt ma.'1Y issues rem3.in L.nresolved. The GSLT has e>..-pressed sane 

Cissatis~aetion with the curricula - largely due to a poor ~abic , 

tra."lS1ation. T:-J.s renai:lS a.'1 unresolved issue. 

There is, e\~der~e that. the Ce.'1ter is Q?=rating significantly u.'1der 

capacity. lJ.li.lc.'-1 of the equipment appeared uruierutilize:'l.. The number of 

trainees re.'ta:ns 'Ile:'1 below the Center I s capaci ty of ap!?roximately 200 

trainees at anyone ti.lle. T'nis woul:1 s~-=n to irrlicate t..'1at either the Center 

is oot. prooucing what the bus ca:lpani.es want or it will take time beforf? the 

Ce.'1ter wiU be ~ed at 'f~11 capacity.~ These delays an::1 problems explain the 

large differe~ce between the expected and, actual nun:ers_of workers trained. 
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18. Purpose 

The Project was designed to upgrade the skills of vehicle maintenance 

workers through t..~ establishment of a training center to serve the General 

Syn:ii.cate for Land Transport. At least 200 vehicle maintenance workers wpre 

to be trained durill:J project year 2 an::1 540 each year thereafter. The midterm 

evaluation noted that this stated purpose was tmrealistic given the total 

absence of a.rrJ of the required input5~ such as buildings an::1 cauw::dities, at 

the start of the Project. Since that evaluation, the center has made 

significant prcgress in developing a curriculum an1 training workers. SOme 

of this success can be attributed to the employment of a full-time center 

director-one of the recan..nerrlations of the earlier evaluation. Eighty five 

workers have been trained in 12 different trades. The bus COItpa."li.es rep::>rt 

that the quality of the training is go:x1, although they sought more train:"D3 

am at different levels. The Vehicle Maintenance TrainiD3 Center seems to 

have the pote..'1tial for reaching an:1 surpassing its original training targets. 

Ultimately, tm achievement of the original Project pu.."'POse will depen:i on 

whether t.loris r:otuntial training capacity is effectively utilized by the GSLT. 

19. Goal/Su:x:;oal 

The stated sli:::goal is lito increase the efficiency of the vehicle 
. . 

mainter~ce syste!ll. II The project goal is lito improve the quality of bus and 

·truck transport services provided to the public. II Due to the implementation 

proble..~ identified in the mid-:erm evaluation and the overly ambitious 

targets in the original project design, the achievement of the project goal 

and sub;oal will not o::cur within the life of the Project. The Projec..'t has 

oot traine:.1 a sufficient :lumber of workers to be able ~o identify a 

significant impact on the eff.iciency of the vehicle maintenance system or on 

the quality of transport services. However, the Project has contriooted to 

establishing an institution that has the potential for ach:eving t..'le 

originally stated goal. The re..,:,.aining constraints to goal achievement are 

ones that additional US~D finan=i~g~a'1not solve in the. long run such as 

support from the b'JS canpa.'1ies i:1. too :form of trainees a'i:i trainiD3 aids. 



-6­

20. Beneficiaries 

It is too early to ascertain the impact on the ultimate beneficiaries-the 

Egyptian public. As of rx:JW, oos am truck companies have had 85 1I1echaniCS W 

16 instructors trained in the center arXi the potential to train more is there. 

ll. Lessons Learned 

a. The commitment of direct arrl irdirect GeE inplementing agencies is 

critical to project success. 

b. The establishment of an institution is a time-consuming l?roc:~ss. 

Project design should consider t.lris \It1en establishing targets. 

c. The impact of trainil13 programs is rarely felt within the lif~ of a 

Project. The evaluation of h\XIlan resources developnent~· type 

activities must take this into consideration. 

d. Effective host ca.mtry arrl expatriate project manage.."llent a.ne 
coordination is perhaps the mst important factor to the achievement 

of Project objectives. Given the importance of good host country 

management USAID should consider payin:; salaries that will attract 

and retain good managers. 

e. Projects that are politically. motivated often experience probl~ 

during imple..~entation. 

f. A mid-term evaluation can be a successful tool for improving project 

implementation. In this case, the implementation of the evaluation 

recom:nerrlations served to reactivate the Project ani redirect it 

toward the achievement of its original purpose. 

22. Reconr.neooations 

1. Do not initiate a proposal to extend the Project. Despite the 

problems and delays associated wi th this Project, the fact remains 

that there is a training institution with a'1 equipped works1J:)p, 

trained instructors, a'1d prOC;:e:Jures established. It has trained 85 

mechanics in a variety 0: skills a"ld ~1aS the pote:1tial to reach the. 

goal of training 540 mechanics per year. It is also possP~le that 

another 12-18 In:)nths of tec'!1..'1i.cal assistance and a:idi tio:1al equipr:H~:1t 

could fimJ.y establish the center as a dynamic trai:1ing institlJtion. 
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However, despite public statements to the o::>ntrary, continued l:us and 

truck caapa."'ly support is suspect. The canpanies are already 

objectill:J to the LElD,DOO per annum grant which is required of them. 

They	 would prefer to pay per stu:ient. But as the numbers irrlicate, 

the	 companies huve not been sending large groups of mechanics for 

training-an average of 2.8 stl.X1ents per caupa.ny per session. 

2.	 If t.he G::>E urges am supports continued assistance to the training 

center, we rec:cxmnend the. following: 

a.	 As a condition for assistance, all constru:::tion must be o:::mplete:i 

at the Center. 

b.	 As a corrlition for assistance, the bus and truck companies must 

reaffirm cootinued financial supp::>rt (a yearly contribution) or 

an equal anount must be ensured fran another source, e.g. the 

Ministry of Tra.nsp::lrtation bu::lget. 

c.	 As a corrlition for assistance, the Center must have a full-time 

experienced director who will be paid by the GSLT with sufficient 

~a1ary to attract a competent qualified perso"'l. 

d.	 Assistancf1 soon1d be. provided from fLttlds in existing umbrella 

projects, SlX::h as the Com:nodity Import Prcgram, Technical and 

Feasibility Studies (263-OO~2), or Technology Tra~fer and 

Manp:JWer Development (263-0026). 

Drafted:HRDC/ET:NRoot, DPPE/PAAD:NShafik 
Clearance: M:::>tor Pool:RLynch 
Revised 8/16/84 - 8/20/84 - 10/16/84 

01(5:: 



INVENTORY ATC MATAREYA 

PREVENTIVE MAINTENANCE SHOP 

MACHINIST SHOP INVENTORY 

WELDING, BLACKSMITH &COOLING SYS.REPAIR 

DIESEL ENGINE SHOP . . 

ELECTRICIAN SHOP 

TOOL ROrn1 TRAINING 

AIR CONDITIONING SHOP 

FRONT END ALIGM~ENT &POWER STEERING SHOP 

BRAKES &HYDRAULICS SHOP 

FUEL INJECTION SHOP 

SHEffitETAL & BODY SHOP 

AUDIO-VISUALS &ADMINISTRATIVE 

DYNM10METER SHOP 

CRANKSHAFT GRINDER (IN CUSTOMS) 

OUTSIDE STORAGE 

SPARE PARTS &TOOLS ISSUED 

PARTS ROOM STORAGE 

PARTS AWAITING SHIPSIDE USA 

. 
S 53,487. ~ 

282,840. /' . ~
 

20,393.
 

46,208.
 

28,267.
 

6,803.
 

11 ,877 •
 

26,118.
 

25,683.
 

57,461.
 

24,355.
 

53,092.
 

64,500.
 

54,4~0. 

225,3~0. >')~ 
V 
~ 

42,489. . ~[~ 

116,857. 

7,500. 

$ 1,147,740. 
1:1============ 
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memorandum 
DAftl 

June 5, 1984 tJ 
IIKPLTTO 
A",,~I tW.	 ~~#, 'n?9rRoottlODelET: Noraran 

lIU&IRTl 
Evaluation of Project 26~-0114 

TOI 
ThoBe	 listed below 

The contract for the subject project (Vehicle Maintenance Training) will 
te~nate August 7, 1984. An end-of-prc,ject evaluation is scheduled for June 
27, at the Cairo Center in the 9tn 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 meeti~g. 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 toe project in respect to the 
findings and recommendations of the previous evaluation, and to ascertain the 
current. status in reqard to project goals and outputs. 

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

1.	 A list and dollar cost of all equipment purchased under th~ contract. 
2.	 A list of instruc:ors and trades available for classes. 
3.	 A list of ,classes conducted by trade ~nd n~~er of students who attended. 
4.	 A list of administrative staff by title and numbers. 
5.	 ,pocumentation of financial support by bus and truck companies, ministries, 

. 'ann GSLT. 
6.	 A status report on the contract. 

The Agenda for the meeting ~ill be as. follows: 

I.	 Review 0: project objectives, goals, !:,urpose, and outputu.
 
(See Logical Framework attached)
 

II. Status of project regarding item I above. 

III. Status of issues raised by August 1983 evaluation. 

1. eust~ clearance 
2. Construction 
3.	 Instructor salaries and incen:ives 
4. Asse8~ment of instructor capabilities 
5. Completion of instructor training 
6.	 Assessment of curricula 
7: Bus and truck company support for Center. 

O",QHAL.PO"/Ol NO. ID 
("IV, 1..01 

Olio "M" (.LC.... ' '0'.11.' 
10'00\1. ' 

.U.I. GO'I:IUl~II~ 'UII":tllt: orncl: I "12 Cl - JI1.nl (721:)) 
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IV. Statull report on the contract between RCA and GSL'l'. 
V. Lessons learned. 
VI. Prognosis of traininq center's future. 

Please let me know if you h~~e any questions or will be unable to attend. 

Evaluation Committee 

M. Okelly, GSL'l' 
R.M. Bekhit, GSL'l' 
M. Sheta, GSL'l' 
Y. Zayatt, E. Delta Bus Co. 
t. Koddousy, M. Delta Bus Co.
 
~. Maiatioo, RCA .
 
R. L::"llc:h, AID/Motor Pool. 
A. Wilburn, AID/HRDC 
N. Root, AID/HRDC . 
A. Nassar, AID/HRDC 
A. Gordon, AID/FM 
A. Bjorlykke, AID/CON 
N. ~afek, AID/DPPE 

'CCI B. Wilder, AD/HRDC 

\\)
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Fi~ Intem8tionai Service (;orporation 

Cairo, June 26 1984 

nen 
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: 

1. Objectives and final goals of the effort 
2. ' Objectives accomplished 
3. Objectives not achieved 
4. Reasons for non-achievement 
5. Corrective actions taken and results 
6. Present outlook of effort (Prognosis) 
7. Beneficial policy change recommendations (Lessons Learned) 
8. SUlMlary 

Further, RCA assum.es t~at the "Verifiable Indicators" listed in thp. ilLogical 
F'ramework" presented by.USAID does not .indi cate expected resu1 ts due to 
successful establishment of any single training center, and certainly not 
until a reasonab1e~~ial period has elapsed, and statistics tabulated in 

" 

order to verify the results of training. 



June ?:7, 1984
 

STATUS REPORT, USAID CO"TRA~T 263-0114 

Prepared by RCA. 

SUMMARY OF OBJECTIVES and CONTRACT OVERVIEW 

Major Objectives: 
1.	 Design, develop. implement, and provide on-going technical assi~tancE 

for twenty occupational trades; the purpose of which is to upgrade 
the skills of workers employed in the pUblic transportation sector, 
namely bus companies. 

2.	 Provide equipment, tools, and other commodities with which to support 
each program. 

3.	 Provide a comprehensive training program to take place 1n tne Un1tea 
States. ~he purpo$e of which is to upgrade the skills of (22) 
instructo~s and.(~: administrators in the performance of their ·duties 
at the Training Center. 

4.	 Provide ongoing technical assistance· through the 36th month at the 
contract. 

Contract Overview 
1.	 To date. the dollar expenditure on the contract amounts to,
 

$ 4,145.864 through Hay 1984.
 

2.	 Nine instructors and two administrators have received training in 
':	 . 

the	 United States. 

3.	 There are (1') !,;ourses operational at the present time. 

4.	 A total of 82 students have completed training at the ATC. 

5.	 The Egyptian administrative st~ff,exc1uding instructors, numbers 
22 personnel. 



I 

'6.	 Primary and ~ssistant instructors total 22 personnel. 

7.	 There remains
,-

two 
, 

pieces of majJr ,equipment for the project in the 
• I , ••• ". "....	 • 

United Statesi·:··one forge for the Blacksmith Course and one cylinder 

bore machinp. .~o~~he ~achine Shop~ 

8.	 cme crankshaft gr,inder remains a_~ .c.ustomsin. Alexandria since 26
 
January 84,
 

9.	 Building H is. ,incomplete, and the,woe is inade.quate space to implement
 
the remaining courses.
 

Prognosis:
 
In RCA's opinion prognosis is good (please seesulTVi1ary at the end
 
of this report.
 

DETAILS OF STATUS 

Tra ini ng 

A.	 Courses Operational 
1.	 Preventive Maintenance 7. Machine Shop 
2.	 Diesel Engi~~ Mechanic 8. Welding 
3.	 Vehicle' Electricity 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 grad~ated/Course 

1. Preventive Maintenance - (6) 7. t·1achine Shop - (11) 
2. Diesel ~ngine 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 (combined w/front 

6.	 Air Con dit ion - (6) 12. Road Service' - (2) end) 



t.	 Evaluation Of Tralnlng 

1.	 In~tructor: and student eval,uation were ~avorable, and 
instructional goals of upgrading skills were met. 

2.	 Some r:evisi ~n .was requested ,by only on~.,of the twel ve primary 
instructors, (Electrical Shop). This, surprisingly involved 
an area of increased complexity, (Solid State Electronics). This 
revision is complete. 

3.	 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 . . - . 

ins~:~ctors approach to this problem is worthy of comment. 
Mr•. Saad 's' patience, inventi veness and resourcefulness:were= 
admirable to say the least, which is in itself testimony to the 

.. I	 I' 

quality of instructor training given in the United States and .	 ' . 
Egypt, 

4.	 It is fair to say that all instructors for the twelve trades 
exceede~ our expectations. 

II	 Training Shortfalls 
A.	 Course.s Not· Jrnpl e(TJ;!hted

. .	 . '. . t : ..' 

1.	 Power ··Train 5. Body and Fender 
2.	 Hydraulics 6. Sheet metal 
3.	 Brake Systems 7. Blacksmith 
4.	 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. 

2.	 Buil~ing H now under construction will accommodate four of the 
courses shown above, plus the Weiding Shop. 

3.	 Upon completion of Building H, the reorganization ~ould consist 
of the following moves: 
o Weld Shop to Bld~ H 
o Brakes &Hydraulics to Bldg B (formerly Weld S~op) 



o	 B1acksmith &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 th~ sheetmetal equipment is 'in Bldg Gat the present time. 
space is inadequate for instructional purposes and operations. 

III	 Equipment Status 
A.. Equipment in Customs 

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

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

B.	 Equipment in USA 
1.	 Two equ;pmentitems, a forge., and cylinder bore machine will be 

air lifted to Cairo during the month of June. 

2.	 These two i terns are the last shipments that wi 11 arrive from 
the U. S. 

C.	 Spare Parts 
1.	 Only those spare parts deemed crit~cal to certain items of 

equipment have been procured. 

2.	 The tenn II critical ll impl ies that: 
a. the'equipment is not common on the local market 

e.g. Bacharach fuel injector tester 
b.	 items that reouire frequent replacement due to normal 

wear. e.g. test lamps, drive belts etc. 

3.	 Amore extensive spare parts stock is desirable by common 
agreement· between GSLT and RCA. However, due to inflationary 
factors, diminished priority of spare parts in favor of other 
equipments, spare parts are minimal. 



lV	 Center OperatiO(1S 

A.	 Center 'Operations Manual 
1.	 The ~OM is presently under,re~iew and, revision by the GSLT 

Convnittee· 

2.	 Review is approximately 40% complete and completion is anti­
cipated prior to 30 July 84. 

B.	 Pe rsonne1 
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 personn~l consist of four persons, two of which will 
depart the project on 30 June 84. 

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

V	 Facil i ties 

A.	 Bui ldings 
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 ~t the Center 
and injury to personnel is inevitable. 



B.	 Parking and Staging of Vehicles. Bus Company
Part; ci pati on 

1.	 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.	 All 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) 



1.	 More stri~g~nt·require~ents placed on Instructor,and Administrative 

staff sel~~tiQn$••and enforcement .of these requirements by the Contracting 

Agency. , 

2.	 Selection and hiring of Key Egyptian Staff should be done "before the 
.	 . - _. ~. ~ ;' .~ : ...' , , . . 

fact" and should be on board at the start of the contract. . . , 

3.	 USAID should ,insist all facilities ~e completed, functional, and 

required,maintenance personnel on board prior to Contrac~ Award. 

4.	 Only technically quali~ied Egyptian Personnel~!~nd/or those directly 

involved with.the function of the ,contract, should be penmitted to 
,..	 ", ~ ~ '10 • ,,:,t ... _ .. 

participate during negutiations regarding the Statement of'Work. 

5.	 USAID should be a party to, and monitor negotiations closely. Although 
- t ,. • • 

not	 actuallr b~ing an ~ctive participant in the contract per-se, but 

hav~ng certain veto pqwers, should be cognizant, or privy to points 

contained in the statement of work, that may become moot during the life 

of the contract. 

6.	 All Contractors. before'being awarded USAID sponsored contracts, should 

be required to hav~ a USA based Technical Coordinator. The purpose and 

responsibilities of this person or persons, would be to assure inspection 

and verification of equipment specifications, pack~ng and crating, 

priority of shi:pp~ng, ~nd the necessary Administrative follow-up in the 

USA. 

7.	 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. 

8.	 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 Officials if they 

foresee any problems., violations ~f 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 equip~ent~ 

~. 



9.	 USAID should establish more realistic and more specific guidelines prior 

to issuing .grants~for..proposed Training Center Progra~$. Consideration 

should consist'of. ~ut not be limited to the following: 

o	 Suitable Geographic Location 

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

o	 Qualifications of Personnel to operate and administer such programs. 

o	 Structural integrity, of facilities 

o	 More clearly aefined commitments from grant recipients. 

o	 Engorce "di sputes'" by a11 parties more equitably. 

o	 Relegate diplomacy to second place, and make "development" USAID's 

primary objective. 

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

critical during the. initial phas~ of the contract and would facilitate 

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

stages. 

11.	 ~hen "intensive" evaluations are cO,nducted by USAID, the: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. 

12.	 USAID should take a hard look at current testing procedures for 

Participant Training in the USA. Emphasis presently is "mis-directed" 
c 

which is resulting in difficulties for prospecting participants. 



Summary: 

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

As fa~ 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 agreed 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 ~onest and sincere effort to 
provide this additional facility, but they, as well as we, must deal with 
the culture inheren~ 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. 


