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A. I.D. EVAIIJATION SUMM4ARY: PART I 	 t bh ' 

A. 	 REPORTING A.I.D. UNIT: B. WAS EVALUATION EJ C.EVAUJATION
 
CURENT FY EVATUATION TIMING:
 
PL.A? Interim Final
 

USAID/EGYPI Yes_ Slipped Ex Post Other X 
ES#:88-9 Ad hoc 

D. 	 ACTIVITY EVAIUATED: CAIRO SEWER I 0 & M TRAINING (263-0091) 

E. 	 ACTION DECISIONS APPROVED BY OFFICER COMPLETION 
THE MISSION DIRECTOR: DATE 

1. Stremthen Institution: 

o Support policy dialogue with appropriate GOE P.Thorn Ongoing 
officials in order to strengthen GOSD. through 

CS II 
o 	Collaborate with appropriate GOE officials T.A. Contractor Ongoing 
on issues of timing of FX allocations for Mike Gould through 
spare parts, personnel ceilings, early CS II 
retirement and incentive awards.
 

o 	Use Work Order 4A assessments to T.A. Contractor 2/1990
assist GOSD in defining O&M needs and prepar- Mike Gould 
ing 	annual O&M budget submissions. 

o Undertake feasibility study of privatizing T.A. Contractor 2/1990 
sewer cleaning and pump station maintenance Mike Gould 
functions. 

2. Mnitor O&M Performnce: 
o 	Continue to oversee GOSD's technical evaluation Mike Gould Ongoing
department's reinstatement of performance monitor- through

ing with regular reporting to upper management, CS II
 
participants and USAID.
 

3. BEqd 
o 	Increase USAID funding for implementation of Mike Gould Ongoing
O&M training reccmmendations and creation of through 
training facilities. CS II 

o 	Investigate USAID funding mechanisms for Mike Gould Ongoing
establishing graduate management program through 
at AUC for public utility engineers. 	 CS II
 

F. 	 CLEARANCE/APPRVAL OF EVALUATION SUMMARY AND ACTION DECISIONS: 

Technical Directorate Program Development and Deputy D' tor 
Support Directorate C. Wedeh4 

S.Patton, rvAD S4 L.£rikson, PDS/P Al
 
M.Gould, ED/UADP D.Leaty, OD/PDS/P )A)

H.Hasan, OD/UAD V.Molldrem, AD/PDS/P (A)C

P. Thorn, AD/UAD 

Approved: s D.BrnD 
M4arshall D. Brown, DIR [ate­



G. EVALUATION ABSTRACT
 

The training component of the Cairo Sewerage I project aims to make the staff
 
of the Cairo General Organization for Sanitary Drainage (GOSD) more effective
 
in operating and maintaining the Cairo sewerage system. This impact
 
evaluation (11-88) was conducted by the Water and Sanitation for Health
 
Project (WASH) on the basis of site visits, interviews, and a review of
 
previous evaluations and project documents in order to determine if O&M
 
training and performance monitoring had improved operation and maintenance of
 
the sewerage system.
 
Major Findings and Conclusions:
 
1. O&M training contributed to improved performance of pump stations and sewer
 
cleaning which, along with several other factors, contributed to a 2/3's
 
reduction in sewerage flooding.
 
2. Though inadequate numbers of staff (6-7%) were trained, the training was
 
effective because it accounted for educational backgrounds of attendees and
 
was presented in Arabic by esteemed Egyptian staff.
 
3. A key element in improved station performance was the recognition by GOSD
 
O&M staff that their work was regularly observed and evaluated via performance
 
monitoring checklists.
 
4. In the 18 month hiatus between the conclusion of the activity and
 
implementation of Work Order 4A, performance monitoring and good O&M practices
 
lapsed in all but one case due to lack of institutional support.
 
5. Institutionalization of O&M training is hampered by GOSD's lack of
 
management and budgetary autonomy, by uncertain supply of FX for purchase of
 
spare parts, by GOSD's inadequate but underspent O&M budget, by excess numbers
 
of poorly paid workers and by lack of incentives for good performance.
 
6. If applied on a consistent basis with adequate budgetary and other
 
institutional support, this O&M training program could serve as a model for
 
other GOE and USAID activities.
 
Key Recommendations:
 
1. The scope of O&M training should be expanded to include management training
 
for engineers, donor training funds should be expanded, more attention should
 
be given to training needs of illiterates, a cadre of indigenous Egyptian
 
trainers should be developed, on-site O&M training should be offered, donor
 
funded training facilities should be created.
 
2. USAID should oversee GOSD's technical evaluation department's reinstatement
 
of the sewer cleaning performance monitoring and evaluation scheme and should
 
require them to produce regular reports for the head of O&M and participating
 
areas.
 
3. Institutional support for good O&M should be enhanced by having W.O. 4 a
 
staff assist with preparation of GOSD's budget bid to the MinisLry of Finance,
 
having GOSD spend entire O&M budget allocation, by determining FX allocation
 
for spare parts early in the year, by reducing redundant personnel, by
 
securing top management support for O&M, by having GOSD work towards autonomy,
 
possibly as a public company raising its own revenues or by having USAID work
 
directly with GOSD on O&M matters.
 
4. A pilot study of the feasibility of privatizing sewer cleaning and pump
 
station maintenance should be undertaken.
 

H. Evaluation Costs $70,000 

1. Evaluation Team Contract # OR Contract Cost OR Source of 
Bill Nelson (Team TDY Person Days TDY Cost (US $) Funds 
Planning Facilitator (WASH) 263-0102 $70,000 
Tony Young (Team Leader) (WASH) 
A. Tarik Bnafa (WASH) 
Wefky Mansour (WASH) 
Iman Ghazalla (IQI) 
Youssef El Rafei (WASH) 



A.I.D. EVAMATION SHMRY: PART II
 

I. SUM4MRY OF EVAIATION FINDINGS, CONCLUSIONS, AND RECU NDTONS 

Proi ect Description: 

The Cairo Sewerage I Project was designed to rehabilitate and expand the Cairo 
sewerage systm. This evaluation is only concerned with the training 
ccomponent of the project. 

All design and construction related project activities were handled by the 
Cairo Wastewater Organization (CW0), within the Ministry of Reconstruction,
New Cammunities, Housing and Public Utilities. The Cairo General Organization
for Sanitary Drainage (C/GOSD) is responsible for the staffing, operation and 
maintenance of the Cairo wastewater system. GOSD is the project recipient of 
all training, operations and maintenance, and management assistance activities. 

Evaluation Purpose and Methodolocw: 

The purpose of this evaluation is to determine if the O&M training itself was 
successful and if the training has been effective in improving actual 
operation and maintenance of the sewerage system. The evaluation should also 
aid GOSD in assessing institutional changes which need to be made to better 
utilize future funding. 

Evaluation data sources include the 2-88 EQI evaluation, performance
evaluation checklists and contracts, site visits, and interviews with senior 
and middle management staff, a sample of trainees of GOSD and CWO, and the 
contractor staff of AMERIC and USAID. 

1. Work Order 4A (WO 4A) was written to facilitate training activities under 
the follow-on project, Cairo Sewerage II. 

2. The "performance monitoring checklist" was developed to evaluate the 
impact of the O&M training program. The checklist includes: 
- condition of pump control panels and automatic controls, and auxiliary 
equipment
 
- condition of wet wells 
- consistent documentation of performance monitoring forms 
-	 housekeeping and site safety 

Fiincrs and Conclusions 

A. Performance Monitoring and Traininga 

1. 	 The training itself was successful as measured by the performance 
monitoring checklists. 

2. Major elements of the training's success include: 
- Arabic language 
- simplicity 



- hands-on, practical application of training
 
- presentation of zaterial by esteemed Egyptian staff
 
- eniasis on role of trainee within the greater organization and water
 

cycle, and his consequgent inportance to society as a whole. 
3. 1ess direct reasons for GOSD staff's inproved performance are:
 
- cognizance of consistent cbservation of performac
 
- recognition of work well done
 
- introduction of ccipetition among the seven areas being evaluated
 
4. 	Only about 600 staff (6-7% of workforce) have been trained. 
5. Management training urgently needed.
 
6. 	 Sustainability depends on training being an ongoing process. Needs for the 

future include:
 
- more training for illiterate employees
 
- adequate spare parts at work site
 
- safety training and equipment
 
- indigenous trainers and Arabic-speaking consultants
 
- a fully-equipped training center as well as on-site training

7. 	 The training program under CSII should be overseen by AID as long as
 

possible.
 
8. 	 GOSD is anxious to expand training and equip a training center, but has
 

received no funds for training since 1986 except through WC 4A .
 
9. 	 Training came to a canplete halt due to the 15-month hiatus between the end 

of the training activity and the beginning of Work Order 4A. 

B. Impact of Training on Actual Operation & Maintenance 

1. 	 Training had a significant positive effect on overall performance of the 
wastewater/sewerage system as evidenced by: 

- GOSD officials' assertions that trained personnel enhanced the efficiency 
of pumping operations 

- marked decrease in sewerage flooding. This is also indicative that the 
performance monitoring system is a reliable measure of performance. 

- improved performance of pump stations and sewer cleaning.
2. 	 Success of this project depended on other factors as well as training such 

as:
 
-	 capital works; the rehabilitation of pump stations 
-	 provision of equipment e.g. mechanial sewer cleaning equipment
 
- practical advice on and system implementation of sewer cleaning 
- checklists on preventive maintenance. 
3. 	 There is disagreement among GOSD management as to the magnitude of the 

impact of training, though all agree that training at all levels is 
desirable. The uncertainty can be attributed to the limited scope of the 
training program under CSI. 

C. 	 Institutional Suport for and Constraints to Improved operations and 
Maintenance at GOSD 

1. 	 Institutional problem include poor pay, the organizational structure 
itself, and GOSD's lack of autonomy within the larger government structure. 



2. Specific problems include:
 
- nonexistence of a policy for training
 
- existing training center at Sypho totally inadequate
 
- low priority given to training vs. construction, design, and O&M
 
- no rewards of any kind related to successful training.
 

Principal Recomedations 

1. 	Significantly increase T number of trainees. 
2. 	 Train the tecmical eva. _:ion department in the use of the performance
 

monitoring scheme and make it responsible for its operation, including
 
reports to management and labor.
 

3. 	 Annual competition with prestige, prizes, and publicity. 
4. 	Staff newspaper.

5. 	 A graduate program in mangement should be developed with the American 

University in Cairo (AUC) for GOSD and other public utility cumpanies.
Employees should attend part-time and work for the company full-time while 
attaining their masters degrees.

6. 	 Long-term training policy should be established, adequate budget should be 
allocated to GOSD, and an enthusiastic, energetic training department 
should be developed.

7. 	 Training facilities at Syphon and proposed at Ameria and Zeonon should be 
expanded.

8. 	 Public relations activities should be expanded, including educating the 
public not to misuse sewers. (This was also mentioned in BQI evaluation 
as proposed part of WO 4A.)

9. 	 Reduce overstaffing by encmraging early retirement and hiring ceilings.
In the long run, certain aspects of wastewater treatment should be 
privatized and a public company should be created which is able to raise 
its own revenues and given a substantial measure of autonomy by the 
government.
 

10. 	 In the short run, institutional obstacles to a successful training program 
can be partially overcome by: 

- giving higher priority to management system imlenentation already in WO 
4A. 

- GOSD making every effort to spend up to budget.
 
- Ministry telljng GOSD early in the year what their foreign currency
 

allocation will be so urgently needed spare parts can be ordered. 
- WO 4A's assisting in preparation of budget bid to Ministry of Finance. 
- USAID working directly with GOSD on O&M matters. 

Lessons Learned 

1. 	 In order for training to be effective, trainees must be motivated to use 
the newly acquired knowledge, the training must be regularly reinforced, 
and follow-up checks must be made. 

2. 	 A training scheme can be successDl only if it is supported by management 
and fully integrated into the management systems of the organization. 



J. MISSION COMMENTS:
 

Despite substantial revisions, this evaluation remained poorly
 
organized and non-responsive to some key questions in the scope of
 
work. Even though most of the recommendations appear reasonable,
 
they rarely flowed from a findings/conclusions/recommendations
 
paradigm, raising questions about the process by which they were
 
arrived. According to the project officer many recommendations are
 
"straw men" in that they were already in the works under the aegis
 
of W.O. 4a before this evaluation was undertaken.
 

These criticisms notwithstanding, the evaluation did provide
 
potentially useful insights into the requirements for and impact of
 
O&M training and the constraints to its persistance in the
 
wastewater sector. Mission staff are encouraged by the finding that
 
O&M training does improved sewer cleaning performance as long as O&M
 
practices are reinforced by the use of performance monitoring
 
checklists.
 

Doc. CSIOM Drafter LErikson/ABarkley/ys
 
Disk Lottie Evaluation Reports- 2/21/1989
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Ahmad Abdei Salam 

Heamn 1tbrouk Alxlellah 

Ahmed A]U 

A] yAfifi 

Madeleine Labib Henen 

Mohamed El Sayed 

Abdel Aziz Mohamed Shahri 

Ahmed El Slazly 

Yehya Abdel Fattah Mohamed 

Abdel Malek Abou El Fattah 

Wagih George 

Mohamed Abdel Wahid 

Salah Wanis 

Abdel Salem 

SamirAbdel Menelm 

Sample of Trai re Intervie ed: 

Eng. Said Ibrahim El Zomor 

Ahmed MIhamed Yehy& 

Fathyj Hussein Alyj 

Gomm Refey Husein 

Bayouml Mohamed Mahmoud 

AwI Abdel Gheni IMhmoud 

Engineer Mechanical Sever Clean rig Division 

Maintenance Engineer, Yehicie Repair Shop 

Engineer Sever Cleaning 

Engineer Sewer Cleoning Repair Shop 

Chemist (Work Order IYA) 

Supervisor of the Submersible Pump Workshop 

Supervisor of t*e Syphon Pumping Station 

Mechanic Submersible Pump Station Workshop 

Operation Worker Syphon Pumping Station 

Electrician Submersible Pump Workshop 

Industrial Safety Official Submersible 

Pumps Workshop 

Gam Station 

Giza Station 

Deaoura Station 

Head of Training Division 



Fred Znbrist 

Hesn Hessen 

SallU Patton 

Mike Gould 

Yikh Mlidrum 

Kas Kavata 

Safvat Bishara 

Tarek Bekheit 

Chuck MEIRou 

Eric Duffey 

Tim Swayne 

Wayne West 

Ken Stumpf 

Paul Gustafsn 

Buck Osteen 

Hwan El Ho3seini 

Salah Il3asi 

Rifli Hemen 

Matt Antlil 

Youssef Rizkallah 

e. USSIO 

Associate Director Development Resources 

Office Director UA.D. 

Project Officer 

Chief of Division Cairo Branch UA.D. 

Evaluation Officer 

Consultant 

Cairo Severage 2 

Program Development Support 

C. RMBRIC 

Chief of Project LA 

Institutional Development Specialist 

A,3i3tant Project Director East Bank Work" 

Trai ni ng Coordinator 

Operation end Maintenance Specialist 

Unsevered Areas Project 

Environmental Engineer 

Computer Training Specialist 

0. OTHERS 

Under-3ecretary Training Department 

Ministru of Housing & Reconstruction 

CWO 

Former Training Coordinator of AMBRIC 

Former Director of 0 & Min GOSD, currently 

Trainer in the Ministry of Housing 



APPENiIX C
 

TRAINING PROGRAM PRESENTED
 

TITLE 

GOSO PERSONNEL 
FITrENOING 

-

PumpStation0& MTraining 8 14 181 -43 24 270 

Electrical Short Cour,-e Training
for Pump Control Panal Rewiring 8 5 0 7 0 20 

EJector Station 0 &M Training 0 8 71 0 67 146 

Technical Training Course for 
Pump Station Electricians 
(Trainee Oata as of 11/12/86, 
this training is still ongoing) 

Technical Training Course for 
Submersible Pump Repair 
(Tralnedatasof 8/12/86, 
this training is still ongoing) 

13 18 51 I 
i 

88 

T@T@L 

* au 
I. 

Assistant Mechanics 
Lsiorer 



APPENDIX D
 

AE'EIRENCES
 

Evaluation of Cairo Sewrege I - Rehabilitation 

bUEQI 

February 1988 

Rehabilitation and Expansion of the Greater Cairo Wastevater System 

WO IVA 

January 1988 

* The Greater Cairo Wastewater Project Operations and Training 

Wayne West, Paul L.Gustafson, Fred A.Zobrist, Eng. Attala Safvat
 
Water Pollution Control Federation LA. California
 

Octobei"1986 



APPENDIX E 

TRAINING COSTS 

Long-term Training: 

ALIC - Graduate Degree Program (5 Wars) coat would be approximately $ 2,000/yr/ 
person x 15 persons/year for 5 years = 75 persons over a 5 year period @$ 10,000/ 
persons = $ 750,000.00. Persons participating in this program would be those identified 
as having capability for the executive mnagement track. One decision properly nmde by 
one of the participants in this program after reaching an executive position In the 
organization vould more than justify the cost of this program. 

Year I 2 3 4 5 6 7 8 9 0 
Participants* 15 30 45 60 75 60 45 30 15 0 
Cot:US$(O00) 30 60 90 120 150 120 90 60 30 0 

Short-term Training: 

Staffing 

TRAININGClOuAlNATIA 

SIPMON 0NMEIN C 

I Expatriate I Expatriate I Experlio 

4 E yptians 4 Egyptians 4 Egypttans 

!/ 

http:750,000.00


Costs: 

4Expatriates - $20,000 each (include overhead) $800,OOO 
12 Egyptian staff - $ 10,000 each/yr (Inc]udes overhead) .=ji2Mi 

$ 920,O00/yr 

These persons vould be responsible for administrative, technical, production 
(manufacture of training materiels, training of trainer (TOT) training; manuals, 
8udlo-vlsual tapes, etc.) and all other short-term training interventions. 

Equipment 

Audio-visual (including YCR's and Cathode Ray Tubes) = $200,000 
Copiers, typevriters, etc. - $ 50,000
 
Tranportatlon - (3 vehicles/training center +
 
spare parts + insuronce, shipping costs, etc.) $ 225,000
= 

Annual Maintenance + Insurance/Yehicle = $ 45,000/yr 
Training/Office Supplies =$ 25,000tUr
 
Computers 
 - $ 80,000 
Annual Mintenance =$ 10,000/yr
 
Ten Training Terminals + CPU = $ 100,000
 
Annual Mintenmnce - $ 10,000/yr 

racliuty 

Inorder to prepare the three facilities (Amerla, Siphon, and Zenin) for operation and 
training, the following ara "bell park e'stimates of the costs: 

Siphon (Expansion + Rehabilitation) $ 100,000
 
Ameria 
 $ 500,000 
Zenn o$00,000 

$1,1I00,000 



In subsequent years, annual upkeep and maintenance is estimated at 

approximately $ 20,000/yr/fecility. 

It should be borne in mind that vhile these costs may appear large at the outset, they 
are normal start-up institutionalization costs (facility, staffing, equipment, etr.). As the 

program continues these costs are reduced and the unit cost/student for training is 
reduced. The estimated benefits of this investment in training are that: 

I. 	 the number of persons receiving training viii be three (3) times greater per 

yeer then the total number trained in all the training interventions to date. 

2. 	the ienthof training per trainee viii be theequivalent of one ( I ) month/year s 

compared to one (I) week/yar prevously. 

5. 	 Clas size viii be approximately 10 trainees/cless alloing for personalized, 

practical training. 

4. 	 Acadre of trainers viii be developed, thus expanding the breadtlYof training and 

further instltutionallzlng training as apart of the organizational structure. 

5. 	 Providing mid-level aod upper managemant with training in current techniques 

of supervision, personnel, financial, problem-solving and other aspects of 
menagemant. 

6. 	 A more knowledgeable vorkforce vhich will perform more efficiently and be a 
better position to sustain the project once donor participation ceases. 



Summary of Annual Training Costs 
InUS $(nol, 

you 1 2 

ALI 30 60 90 

Staff 920 920 920 

Audio-visual - ­ -

Copiers - - -

Transportabon - 45 45 
Supplies 25 25 25 

Computers 10 10 

TermInali 10 10 

Facility 20 

9?5 Im 1,120 

hLL 
Start-up capital coats of $ 1,625,000are included in Chapter 5 p.35. 
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APPENDIX f 

PRESENTATION Of WORKSHOPS REPORT 

As part of the evaluation, two workshops were held to discuss their findings. These were 
held in the conference suite at the President Hotel, Zemalek, Cairo on the 3rd and 4th of 

October 1988. 

The first of then on the 3rd of October was preented to 33 participant3 made up as 

follows: 

LISAID 4 

Vice Chairman of GOSD I 

Middl Manegers of GOSD 14 

WO IYA Contract Staff 8 
WASH Team and Support S 
EQI 1 

Total 33 

The workshop first dealt with training. After ashort introduction on training method. 
the participants divided into groups to list the principal training problems of GOSD and their 

perceived solutions. 

This produced aconsolidated list of problems and solutions a follovs: 
a No commitment to training by management and traines i.e. lack of motivation. 

No contnudtyoftrmning, not coordinated withactual workof trainees, no follow upor 

feed back. 
* Insufficient budget for training, hence lack of mterials and equipment.
 

a More full time, high quality trainers required.
 

* Mreon the job training 

o Adequate specialized training center md, fully equipped. 

ltJ
 



* Not enough types of courses covenng all departments. 

s Level of training not high enough to meet real needs of trainees. 

a Training In new AMBRIC works needed on 0& M before taken over. 
a Difficult to epply acquired skills in the workplace due to lack of tools and spare parts. 

v Problems relating to traning ilitrte . 

* Management training required. 

* Training in English required. 

* Tlmlng of trainIng to suit shifttirues etc.
 
s Training incentives required.
 

Inaddition to these problems, the follo''lng suggestions were also made: 
* All managers should be surveyed for their suggested training needs of them and their 

3taff. 

a Workshop required for the overhaul of diesel engines. 

" Stores handling needs computerization. 

" General need for computer basd systems. 

* New pump repair workshop required. 

An attempt was then made to see which problems could properly be assisted by WO IYA. 

The traimng sesrion concluded with aslide presentation on the principal conclusions and 
recom'p~endations of the evaluation study. The slide presentation continued with the 
achievements end remaining probleme of 0 & M support followed by a presentation of the 
pri nclpal concl uslona and recommendMtons of the eval uetlon study. 

Participants were invited to Wect the most important points either in or out of the 
evaluatlos to be conveyed to the senior staff workshop on the folloving day by the Deputy 

ChairmeGeneral Nsaer. Thaee points were: 

1. The need for anedequate training budget. 

2. The need for *comprehensive set of training programs at all levels. 
3. Training In 0 & Mof the new works being built by AMBRIC before they came on 

stream. 



4. The need for an adequate fully equipped training center. 

5. The need for the upgreding of sewer cleaning equipment. 

At the conclusion, participants completed an evaluation form for the workshop with the 

results shown on the conmolidted form. 

The second workshop, at the same venue, on October 4th va held to present the main 
conclusions of the evaluation report to senior staff of GDSD, AMBRIC and other governmental 

officials and LSAID staff as follows: 

USAID 3 

Chairman General Sevelam of GOSD I 

Senior staff of GOSD 6 

Senior staff of AMBRIC 3 
(Othera list): DirectorofCWO I 

Head of Projects Division CWO I 

Under-secretary for Planning Affairs, 

Cairo Governorate I 

Director of EQI I 

Evaluation team support 5 

Total 22 

The recommendhtiow on training, 0 & M support and instituional support provoked a 

lively and useful discusion. 

At the conclusion Mike Gould, Chief of Division of USAID, indicated that a copy of the 
report, when received woqjld be handed over to AMBRIC WO IVA staff to see which 

recommendations Vould fall within the scope of s31s'iance under WO IYA. 

General Sewelem thanked all those tht vere misting GO(D in the major task of meeting 

the challenge presented by the carrying out of the effective drainage of Cairo. 



SUMMARY OF REPLIES 

USAIE WiKIIP EURLURTION FORM
 

OCTOBER 19U
 

I. How successful has the workshop been ? (P/ease tCA.) 

I I 
.......................... ... ...
Very successful ................... 

10 
Reasonably successful ....................................................
 

z
 
Not very ... ...................2............................ 


2. In What wars cauld it hoa been Uproved 1 

Advance notice of Questions and Agenda. 
. . . . . ........, , , o.,.,. ,... ,,............. .......................... .......
. ........... . ..... ... ,............................... 


Ai r could hwe been clearer. 
.......................................... , ...... ................................................................................... ..
 

.......... ......... .
Not long engh. Better visual aid3 and..........................................room layout.

Participants informed ebout WO IYA in advance. 
.......................................................... ,..................................................... ..... . ... .. . .. .
 

Not all ectors of GOD covered. 

rpart .- t =n end in itself. Hope it will be implemented. 

3. NMw do gemrate Ike sassses ? (Please tick) / 

PERI OMI CE MONITOIIN6 N TUINING: 
2,5 

L o w .................................................................................... I................................
 

Medium ....................... 8,5
 

Hlg h................................................................................. ........ ..... ............
 



EXECUTIUE SUMMRY 

I N RAB I c 



These factors or variables are also a prerequisite to training persistence. Given the 

improvement in performance of the pump stations over the period during which 

evalultions were conducted and analyzed, It can be said that the training was not only 

effective but that its impact persisted. Training is an on-going process and in order for 

this or any other training intervention to persist it is necessary to have a continuing 

education mechanism. 

2.6 Ftalfiur Trlalmj Needs 

In Intervimew with GOSD, CWO, AMBRIC and AID personnel associated with the Cairo I 
Sewer Project, respondents were queried as to what supports they felt were critical to the 

future s'wcso of the program. While a variety of response* were offered, the following 

list of training needs was universal: 

a 	 More videspread traiMng (electricians, mechunic:, operators, etc.) - At present out 

of the total population of the GOSD workforce, only six to svn percent of the 

employees have received any training. 

e 	 Training designed for illiterate, innumerate employees - in order to assist them in 

understanding the *ignificance of the work of the pump stations and the importance of 

carrying out their Job responIbilities. 

" 	 Adqut spre parts at thewo rks teAs- a rei nfore ment mechnism for the 

conceptual classrom training, it is necessary to provide hands-on opportunities to 

understand the practical applications of the theory. The absence of spare parts end the 

procedural difficulty In obtaining them Is a major complaint and is crucial to the 

sucem of any prent or future training intervention. 

" 	 Safetytrainingandequipment - Since 1985 $xGOSDemployees have perished due to 

inadequate understanding of the role of safety, and the lack of safety squipment. Other 

employs hn been involved in various types of aecdents but statistical informticn 

on these events is not kept. 
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lndigenous trainers - Acadre of Egyptian trainers must be developed who have the 
ability to translate, decode and communicate conceptual and practical information to 

GOSD employees. 

" 	 Management training - The overwhelming majority of GOSD management has an 
academic background in engineering. While engineering is a profession which enjoys 
high esteem in the society, it does not necarily prepare them to be managers and 
motivators of the personnel under their leadership. While there are many capable 
managers in GOSD, managerial training will provide the skills and techniques 
neceary to enable employees to reach their maxi meal potential. 

" 	 Incentives - Discipline is a useful and necessary manogemnt tool and can motivate 
vorkers to do their assigned work. iowever, it is much more desirable to motivate 
through pride rather than fear. One way of providing this motivation through pride 
and reinforce training is by personal recognition. When deserved, verbal recognition 
of a worker for having learned veil and done good work, in front of fealow workers, 
will instill great pride in that individual and motivate his fellow work .s to strive for 
the same recognition. 

" 	 On-site training - Many menge:. complain that the workload at their pump station is 
so severe that it is impossible to send personnel off-site to a training facility. In 
cases where three shifts are operating, 2/3 of the workforce have no toaccess 
training at all. In instances such as this, training on-site could be provided to at least 
two shifts while allowing workload requirements to be met. 

" 	 Training center - Presently, training is conducted at the Siphon training center. In 
this facility, computer, electrical, mechanical, and other types of training are 
occuring simultaneously in an area that is barely suitable for one of these activities 
alone. Attention is an immutable prerequisite for learning and the distractions, wich 
are interminable in this small, cramped, crowded facility, are uncomplementaru to 
the training process. Alarger, fully equipped training facility would not only aid the 
proces of learning/training but would allow greater access to training to more 
trainm in the various cat gories than is presently the case. 
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a 	 Budgetary support - Since 1986, GOSD has not received any external budgetary 

support for its training activities. In fact, at the end of the lost period of support 

from AID, all materiels were wlthdravn (e.g. copier machines, paper, etc.). Since 
that time, GOSD has provided LE 1,000 per year in an attempt to continue this vital 
function. Two fact are clear: this level of funding for training is Vwoefuly 

inadequate and In order for training to continue and suryive sufficient donor funded 

facilities and financial support must be made available. 

* 	 Arabic-Speaking Consultants - To the extent passible, consultants who are fluent in 
Arabic should be mode available for this and other projects. 

a 	 Commitment - A strong commitment must be made by GOSD to rmintain continued 
emphasis on training for all levels of the organization. GOSD must make provisions 
for using training modules that have been designed and implemented on acontinuing 
basis to train new employees and reinforce the training of existing staff through 

repetition. 

It is hoped that the above future training needs will be addresed and given high 

priority under 'Work Orders IYA. 

2.7 Rhcomudatisle. 

In addition to sending staff to exiting mnagement training courses, a graduate 
program in management should he developed in conjunction with the American 
University of Cairo which could be offered to qualified engineers and technical staff 
who are filling, or who will be filling management positlons with GOSD or other 
Egyptian public utilities. Apreferred approach would be for participants to attend the 
program on a part-time basis vhile remaining in full-time employment. By 
attending the masters degree program on a part-time b1ss It would take a minimum 
of three years to e maximum of six years to complete thus ensuring GOSD a reasonable 
amount of guaranteed oervics from the employees in return for GOSD's subsidization 
of the cost of the employee's participation in the program. Amechanism of this sort 

would go far in developing acdre of trained managers. 
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e Until the new central training centre is provided, proposed facilities at Zenin and 

Anerie ohould be expended end utilized as general end as specialized training centers. 

Siphon 3hould alb be expended. 
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CHAPTER 3 

IMPACT OF PERFORMANCE MONITORING 
AND TRAINING ON OPERATIONS & MAINTENAN CE 

5.1 Gsenulr 

Clearly the effective operation and maintenance of the original, the rehabilitated and the 
new elements of the Greater Cairo severage and wastewater treatment plants are avital 
element in the future strategy of the citu. 

The ffort3 of 05% - 90% of the 10579Gi tO faredevoted to thi3 end. 

Nor does the task stand still, by 1991 the clean voter put into supply will reach 6million 
cubic metres aday (m3/d) and alloving for 70% entering the sewers areception capacity 
of 4.2 million m3/dwill be required. 

The capacity of the sewerage system then Vill be: 
New system 1.2 million m/d
 
Old system 2.1 million m3/d
 
Total 3.3 million m3/d
 

It will be seen ,aat the 0& Mof the system will have to be at maximum effectiveness if 
major problems are to be avoided. 

Th1s shortfall In system capacity also shays the visdom of retaining the old pump stations 
on acare and mi ntenance basis. 

Aconsiderable effort s mode in Cairo Sewerage I to rehabilitate both the primaru and 
secondary collector systen end to rehabilitate nserly half of the existing 104 pump 
stations. Equipment and nnagement assistance was given to clean out accumulated debris 
in the sewers and as the EI Evaluation of early 1988 shows the incidence of floding has 
been significently reduad (Se, Table 2). 
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Inspite of this, renining problems need to be tackled under WO IYA. 

Another pert of the project where progress remains to be made is the unewered arm. 

Over 2 million people live in arm without wcm to sewerage and major developments, 

including multi-storey apertnent blwcb, continue to take plaice with no access to sever. 

TROLE 2
 

NO. OF FLOODED ARERS OBSERVED IN 8 DISTRICTS
 
UNDERSTUDY IN SEPTEMBER - OCTOBER 1907
 

Name of *No. of Flooding Areas Comments 
Neightborhood ----------

___________________ In 1gg1 In 1987 

I. El Mounlro
 

(Tahrir/Talaat Harb) I0 6 2 chronic areas
 

2. Abou Herlera/Sekket Mkki 14 5 2 chronic erdW 

3. Nozah/Shorefe (El Sakakini) 13 3 Not chronic 

4. Kalet El Kabsh (Baghla) 6 3 All 3 flooded
 
are chronic
 

5. Gezlret Badran 3 1 1chronic not
 
in original area
 

6, Al Awkef City 10 1 Not chronic 

7. Abou El Seoud 10 3 1chronic -Tanneries
 
(industrial waste
 
disposal In the system) 

8.Zolfakar 1 I Not chronic 

Totul 67 2.I II chronic areas
 

Source AMBRIC - Pre-dign Reports, Oeneral Sumnary of Drainao Aram and
 
Propomls 1981 

ML Chronic flooding refers to asituation where weiage overflows the system
 
caus n pondag over the ground, In en extended area which never dries up.

This situation is recurrent.
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5.2 CurrentPump Stitluo Perlormancu 

After the good results reported from the 6 evaluations carried out by AMBRIC, as part of 
Cairo Severage I, of the 49 rehabilitated pump stationm it was disappointi ng to observe a 

declining trend of performince In the stations V13sted. 

Much of the decline can be attributed to the hiatus in AID input from the end of Cairo I in 
1987 to the start up ofWO IYA in June 1988. 

This is confirmed by a start up re-eyaluation of a sample of stations carried out by 
AMBRIC under WO IVA staff. 

Figure 1 shows Pump Station Area Performance of the 6 evaluations 1985-86 and the 
1988 partial evaluation in chain lines. It wiI be seen that there has been adrastic fall 

off, none meeti ng even the original minimum acceptance level of 50%. 

Obyiousl y, the new stotions are reeoonabi y satisfactory and many of the old stafins cannot 

be expected to be, but some old stations, due to self motivation by the superintendent are 
kept in reasonably good condition e.g. Saida Zeinab, while some new stations lack safety 

equipment. 

Among along catalog of defects noted were: 

I. 	 Burnt out pump control panels due to fuses being by-pwssed with wire. 

2. 	 Water leaking back through pumps when shut off. 

5. 	 No identification on pumps, motors or electric control panels to indicate to the 
operators which pump the switch controls. 

4. 	 Most automatic float svitches not used, pumps on hand control. 

5. 	 Cabling with bad connections looped on wells and floor vith electric shock hazard. 
I. 	Gate valves leaking. 

7. 	Leaking pumps due to worn ' rings. 

U. 	Pressure gauges not vorki r. 
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2. 	 Hatch way and vent openings for ejectors below ground level allowing water to 

enter the ejector chamber. 

10. Minimal safety precautions: open chambers, manhole covers removed or cocked 
up, fire extinguishers either non-existent, empty or time expired, no or 
indequate firstaid kits, unguarded electric fans, broken glass. 

11. 	 No operations manual at any station visited. 

12. 	Lack of tools to make minor repairs or adjustments. 
15. Spare parts difficult to obtain for same makes of pumps. 
14. Cumberuome procdures for obtaining spare parts. 
15. 	Many stations without day to day schedules of pump operation. 

16. Illiteracy of work force. 
1. Cleanliness and hygiene below standard at almost all sites. 

I . Little or no site security.
 
I.Changes of management staff at GOSD 
 during the period 1986-8 means that 

senior staff were unawere that the evaluation program had existed. 
20. Check lists fell Into disuse at statior due to inability to obtain fresh copies of the 

form resulti ng from the very li mited photo copying facilities at GUSD. 
21. 	About 70 pumps, nearly one per station, awaiting repair at the very inadequate 

pump repair shop at Souk El Samak. 

There are bright spots like the existing pump station at Ameria where the check list has 
continued in use and been expanded by the station engineer and has full preventive 

maintenance scheduled. 

Where pump station performance he been maintained or improved it has been due to the 
presnce in post of capable engineers with natural management ability and ahigh degree of 
self motivation. 

It should be the aim of WO IYA to provide the climate in which such initiative can be 
developed and rewarded. 
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Italso reinforces the view that a top down training plan is needed. Interventions at lover 

levels of management tend to wither unless higher management is knowledgeable and 

supportive. 

3.3 Currut EjctorSletla Performance 

In the centre of Cairo as well as the normal pump stations there is a system of ejector 

stations, driven by compressed air, for the conveyance of wastewater. 

The system dates from 1935 and originally consisted of 50 ejector stations of which 40 
remain in use, as well a3 3 air compressing stations and acompressed air network to the 

ejectors.
 

Given the age of the system, the need for ejector valves etc. to seat properly for effective 

operation, maintenance must need considerable effort. Another problem is that ejector 
stations are completely underground and vehicles parked over them prevent acce to 

them. 

In the CSI report dated April 1987, 19 maintenance and other problems were itemized 
with proposed solutions and reference was made to preventive maintenance check lists. 
However, only one evalustlon at the end of 1986 was done, this was Just as the CSI project 
ended and it is nov stated by the Ejector Department that only breakdown maintensne is 

done. 

Safety is spin largely ignored. At the Meerouf Air Compreming Station, the station 
floor ts saturated with oil and one machine was running with no guard over the rotating 

shift. 

3.4 opnommnm tesm 

* The April 1987 report should be updated and Its contents Implemented. 
* Check lists and wel ustions to be reinstated for preventive maintenance. 
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a The Technical Evaluation Department should be trained in the use of the scheme 

end m reoponoible for it operation. 

a They should be required to produce regular reports both upvards to the Head of 

0 & Mbut also downwards to the participating arm. 

3.5 Pump Stalion Parlemanllc NoitoiWa 

In order to maintain the major investment in Cairo Sewerage I represented by the 69 new 

or rehabilitatod pump stations, a training and assistance program was provided. The 

needs asesment revealed that the performance of pump stations depended on other factors 

as Well as staff skills and training and, out of this, an eveluation program was produced, 

which is detailed in Pars 2.3. 

The results obtained Inthe 6th and last full evaluation at the end of Cairo Sewerage I are 

shown in Table 1. 

It is possible to demonstrate the difference between good and bad rated 41ations only at 
Amerie where before the stations were rehabilitated significant breakdowns averaged I0 

per year. Since rehabilitation and the Introduction of weekly, Monthly, quarterly and 
annual preventive muintemnce no significant faults have occured. 

No cost savings can be quoted as the costg systems etc. which would enable this to be done 
are to be designed under WO IVA and it will be some time before reliable coat data or 

which such astudy could be based will be available. 

The end product is reduction in Cairo wewr flooding. This is a problem foregone which 

cannot be costed and is apublic benefit not a cost savng to GOSD. 

It could, hovever, be essed by using Lndsat satelhte pictures of Cairo which are 

available for the period covered by C.S.I. which with expert interpretation could give the 
annual arms flooded and measure the improvement obtained. 
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AMBRIC inspired evaluations ceased when CS I staff were withdravn in 1987 as it had not 

been properly integrated into any GOSD management system. 

As forms ran out and could not be replaced, enthusiasm ran out except in one or two are 

where the effort ye mintained or even improved. 

With the start up of WO IVA, an inventory of all pump stations is being carried out and at 
the same time an Informal check list evaluation is being carried out. Results so far are 
seen as a broken line in Figure 2. This show the ground that has been lost due to the time 

lapse between AID intervention*. 

Another factor in the downturn is the unsatisfactory state of pump repairs and the 
necessarily limited impact of training due to the large numbers requiring trainin. 

The scheme, however, is well conceived and does provide agood training model and could 
readily be transferred elsewhere, provided that It is supported by management and fully 
integrated into management syterns of the organization. 

3.6 Rucmmandetlooz 

To regain loot ground and provide afirm base for the future the following is required: 

a The Technical Evaluation Department should be trained in the use of the 

performance monitoring scheme and made responsible for its operation. 
0 They should be required to produce regular reports both upwards to the Hed of 

0 &M but alao downwards to the participati ngares. 

* 	 An annual competition should be run with prizes for the best station and the most 
Improved station of the yur. The prizes should ha prented by the Chairmen 

and given publicity. (UfB. Astaff neowpaper is neded for this end many other 
rnoem). 

a 	 Anowv pump repair shop is of tie highest priority. 
• 	 Impruvement in the supply f spores, tools and equipment anda reduction in the 

cumbersome and time consuming stores procedures (This is stated to be in hand 
but evidence is locking). 
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" 	 Local budgets provided for day to day small items. (In the S.Zone with 30 pump 

statIons the cash f1at Is LE 100 !) 
" 	 Safety and security equipment and sta.nderds are almost non-existent. AGOSD 

sufuty and seurity policy, a proper ,xle of equipment, safety training and safety 

exercises are urgently needed. 

* 	 Amajor increase in the scope and numbers of training is required. 

,.? Currhmt Sawar Clhmalag Prfonhmii 

The sewer cleaning prgram carried out under Cairo Sewerage I had, as has already been 

noted, (Table 2), aconsiderable degree of succs. 

Sever cleaning has become a routine operation and craves have been allocated to carry out 

frequent cleaning where known problems exist. Cleaning programs are often interrupted 

to deal with emergencies but this is a fact of life in a public utility and crews would be 

under-employed if dedicated solely to emergencies. 

The simpler tasks winch/buket cleaning, catchpit emptying and manual rodding and 

sewer 'diving' are carried out reasonably affectively Without significant over manning. 

However, the more expensive items of plant are either under-employd or not used at all. 

Two closed circuit television vans (CCTY) for sewer inspection have been supplied. These 
should be in daily use to inspect all nrw sewrs for defects before accaptance by GOSD end 

to survey exsting severs to finxd defects, Illicit connections etc. 

Beftre being used, the sower should be jetted to clean it and remove obstacles. This was 
not On and It s ObvluS tht CCTY has not been used for some ti me. 

Although managers complain of lack of equipment, jetter3 seem only to be used in 
emergencies and two jetters are laid up at the New Garage for lack of a parts list to order 
spares, aproblem solvable in 5 minutes by on air letter to the makers quoting the chesis 

number. 
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There must be knowvn bad areas that should be routinely jetted, thus, releasing winch 

gong for work in other ares. 

There are area which have never been properly cleared. In the 3rd collector a large 
number of manholes have been buried and cannot be found using box finding equipmnt. 
This also applies to the second collector where manholes are buried under ruins. There 
are also special problems at the Tarot El Galed collector which need expert attention. 

5.I 	 ImplmmeatillUe Problems ad Ioconmeatlons 

* 	 In the public domain severs are constantly misused, blocked vith rubbish, 
animal carcasses etc. A public awarenos program is urgently required to 
educate the public In basic hygiene and the importance of the xrwerage system. 

a 	 Improvements are needed in the building regulation and planni rk field. Not on]y 
are multi-storey aprtment blocks built in unsevered area but manholes are 
built over, severs tipped over, and manhole co.'ers buried by highway surfacing 

crows. 

* 	 Astrengthened system of trade effluent control is needed *ittrE laboratory, an 
adequate inspectorate, transport and effective penalties to ensure that effluent 
from factories reaching the *ever is free of gross solids and that heavy metals, 
chemical pollutants, aggressive acids or alkalis are removed and/or pre-treated 

effectively before entering the eer and that proper charges are paid for 
treating ,wage of higher 8.O.D. or 5.5. then domestic.
 

a 
 Aprogram properly to map the Cairo Sewerage system possibly in conjunction 
with the digital map~ing pilot project of the Governorates of Greeter Cairo 

(GOC). 
a In view of the level of sewer blockfqes more use should be made of jetter, CCTV 

re-introduced and shift "vorking introduced for 3e'er cleaning crews to 

maximize use of plant. 
0 Additional equipment and spares are required especially more and better 

trailers. 

23
 



I 

a The degrading and dangerous occupation of sever 'diver' must be abolished as an 
urgent priority (N.. Each manual cleaning gong as vell as rodding severs to 
remove blockages empk 0 a man, almost unclothed, who on a rope enters the 
sever and removes the blockages with his bare hands). The risk of drowning 
asphixiation or diseae epedially the potential fatal Wejl disae 3pread by rats 
urine must be high. le is consoled by a 10% bonus for this ! 

" The provision of acrew under a competent engineer to fird, improve or build 
manholes on lines where existing manholes are lost and then to clear the 
blockage3 in them. 

" Obtain spares for and re-activate the two 3eer jetters at the New Garage. 
* 	 Replace the Souk El Somak sever mointeanco depot Which Is cramped and 

unsuitable by properly designed and equipped zone depots. 
" 	 Safety and mecurity equipment and standrds are almout non-existent. A 

GOSD safety and security policy, a proper scale of equipment, safety training and 
3afety exercises are urgently required. 

* The Technical Evaluation Department should be trained in the s"qer cleaning 
evaliation scheme and mad responsible for its re-introduction Vd operation. 

" They should be required to produce regular reports both upwards to the Head of 
0& Mbut also downwards to the particIpallng areas. 

" Annual ards should be given for the best and most improved evaluation 
performances. 

" Existing locally manufactured manhole covers and frames are of poor quality 
metal and much too heavy. Anew cover should be designed based on best practice 
and arrangements made for quality assured manufacture. 

Keg [Iiits of the lasistoe: Progroin 

The success of the CSI Program lay in the blend of: 

" capital works - the rehabilitation of pump stations;
 
" 
 the provision of equipment - mechamcal sever cleaning equipment; 
" training- some 600staff trained;and 
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practical advice and systems implementation: 

- on sewer cleaning 

- check lists for preventive maintenance. 

All were vital in the ucc . 

The final element continuity end long-term monitoring was absent. CSI 
terminated abruptly In 1987 with sstem not wholly implemented and the 15 
month delay before the continuance as part of WO IVA has been severelij damaging 
in terms of loss of interest and changes of management leading to loss of 
awarenes of the s3Itema. 

It is emntial as pert of WO IVA that sufficient time is allowed for re-implementation of 
the performance monitoring and for its integration into the management sstem of GOSD. 
It is elm desirable that its effectiveness is checked by USAID for as long a poriod of 

posible. 

After WO IVA staff ere withdrawn the U.S. Twinning Au.thority provided for in W0 IYA 
could play a role In this regard, by d1sculng annual objectives with 6,SD and by 
carrying out annual monitoring visits by one or two senior staff to ases prgrem and 
revi3e targets. It would be reamoneble to expect USAID to fund air fares a subs3stence 

costs for this. 
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CHAPTER 4
 

INSTITUTIONAL SUPPORT
 
FOR OPERATION & MAINTENANCE
 

4.1 Gilriel 

The effective operation of the Cairo General Organization for Sanitary Drainage (GOSD) is 
subject to a number of constraints amongst them are: 

9 Apopulation to be served of at least 12 million increasing at the rate of 300,000 
a ear, much of it in areas without severs. 

* Two million people already living in arem without severs. 
a a result withoutAworkforce of 10579 Inadequately trained, poorly paid arid as 

sufficient motivation. 
* An overloaded management structure with too many reporting to6ach 3nior 

manager and minimal delegation of authority and responsibility.
 
a The effectiveness of the professional 
 staff hampered by lack of management 

training. 
e GOSD as agovernment body subject to close regulation on pay, conditions and job 

tenure which inhibits the recruitment and retention of able staff and the removal 
of inadequate staff. 

* Entirely dependent for revenue on grant from the Ministry of Finance.
 
* 
 Revenue received covers salaries, wages, energy and consumables with very little 

available for trainlng etc. 
a A sw oregs system, although the subject of very substantial aid for new major 

collectors, pumping stations and vastewater treatment plants, will, nevertheless, 
continue to require, very substantial maintenance costs due to the sandy 
environment, the lack of records and the poor condition of many sewver. 
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4.2 OrgnzItional Structure 

GOSD is agovernment body without any significant revenue of its own, tied to government 

selary scales and other conditions of employment and with insufficient management 

autonomy. This 1s clearly an obstacle to the long-term success of 0 & M (see Figure 2 

and Table 3). 

For example the expansion of sewer cleaning crcvs is hindered by the lack of vehicle 

drivers who cannot be recruited dus to the low pay scales offered. 

An effective long-term answer might be the creation of a Public Company able to raise its 

own revenues and given asubstantial measure of autonomy by the government. 

In the west activities like sewer cleaning and pump station maintenance are being 

prvatized and this might be the subject of future consideration. 

Under CSI where much of the emphasis was on capital expenditure USAID ,,'orked through 

CWO on works ultimately Intended to be taken over by GOSD. 

In the future, as far as 0 & M activities are concerned, there's seems little reason why 

USAID should not deal dlrectly with GOSD. Collaboration between CWO and GOSD now 

appears to be good but the delay in starting up WO IVA may have been due tothe bilateral 

procedure required. 

43 60 Budgt fwr 0 & M 

ga=: The GOSD budget isshovn in Table 4. Aseparate account is not kept for O&M 

but its cost ma be inferred. 

Assuming 90% of salary costs relate to 0 & M budget appears to be as set out In Table 5 

for the year 1987-8. 
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FI6URE 2 
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1. Specialzed Cadra 

2. 	 RdmlnlstraUton 

5. 	 Intermediate Technical 

4. 	 Clerical 

5. 	 Technical Labouren 

6. 	 Support Staff 

Gr ldIItat 

THBLE 3
 

STAFF BY CLASSIFICAIiON 

Engineers 
Scientists 
Agricultural Enrgineers 

Accounting 
Admin. Development 
Statistics 
Security 
Legal 

Engineering Support 
Architecture 
Technical Laboratory 
Architecture - Nutrition 

Qualified 
Unqualified 

275 
20 
43 

338 

106 
68 
7 
2 

33 

216 

467 
4 
8 

30 

509 

712 
127 

839 

4278 

4097 

10277 

HAW 	 This vari3 3srehat from the total current figure of 10579 but i3 the bt available. 
The total number of posts in the staff establishment is 12,000. 

29 



0 

SETI'ONS 

1. 	Sularles& Incentives 

2. 	Operation, Maintenance, 
Training, Services, etc 

5. 	Projects Now & Ongoing 

4. 	Loons& Interests 

due to be paid
+ for Customs 

TRBLE 4 

GOSO BUDGET 
FINAN*IAL YERS 87/8 & 81/9 

VEAR 07/80 


----------- -------------------u---
lppreum;d Disbursed 

(LE) (LE) 

30.226.292 29.931.539 

7.926.000 7.177.940 

05.755.000 61.583.378 

6.417.000 5.417.000 

YEI 90/9g 
- --.----- ----­, 
Proposed A1pproved 

(LEI I 11tE) 

34.297.000 30.480.000 

16.734.750 7.249.000 

142.345.000 92.424.000 

24.278.891 23.557.000 

17.310.000 

_________40.937.000 



The first point to note is that the budget is nearly LE I million underspent. This is aveak 
base to argue the cewe with the Ministry of Finance for greater funding. 

Thus, In the current per funding, other than for capital vorks, which is alri Oit ent,iely 
for 0 & M, has had its bid reduced from LE 51,031.750 to LE 37,737.000 which is leIs 
than the current year LE 38,152.292, in spite of a high level of inflation. The completion 
of GOSD generated capital vorb of LE 81 m during the ear which ill woneed 0 & M, 
not to mention the AMBRIC works coming on stream, will further stretch this budgt. 

When the computerized managenont information systems to be installed under WO IVA are 
up and running, better budgeting data will enable a better came to be made to the 
MII1nistry of Finance. 

In the meanwhile, every effort should be made to at least spend the sum alloated and 
perhap3 WO IVA staffcould assist in preparing the budget case to the Minister. 

With current manning levels the budget 1s too small but might be mote adequate If 
manning levels could be reduced and remaining staff better paid. 

The amount of capital works built every year continuously extend the system requiring 
0&M. ArisingO& M budget is esntial if 0& His to meet itstask. 

Afurther problem in procuring tools, machinery and spare parts is the acquisition of the 
foreign currency neede to import these items. The 0 & I budget is in Ejyptisn currency 
and to get its equivalent In the appropriate foreign currency GOSD tohas make a 
convincing cue against other competing demands to the Governorate of Cairo and the 
MIr Aries of Local Governorates, Planning, Finance and Housing. GOSD asked for 
LE 5.5 m for spares but were allocated only LE 1.5 m with a promise of more If foreign 
curraw-y available, but nothing is known for certain. This explains why sine spars 

parts take a Ioi time to obtin. 
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TABLE 5 

EXTHRCT OF GOSD BUDGET 87/8 
DIRECTLY RELATED TO 0 & M AND TRINING 

SECTION 2 Proposed Approued 
(LE) (L) 

I. 	 Materials 8000 5.000 

2. 	Fuel, Oil and 
Power Generation 3626.300 3702.500 

3. 	Spare Parts & Tools 1.900.000 1.653.800 

4. 	Stationery & Books 57.500 37.700 

5. 	 Service & Research Work 500 1.400 

6. 	 Printing Costs 20000 20.600 

7. 	 Cost for Training Courses 9.560 2.200 

3. 	 909 of Salary Costs 29k768 400 27.203.662 

Totals 	 35.3g0.260 32.626.162 

Disbursed 
(L)
 

4019 

3.564.773 

1.132.665 

36 040 

1 115 

20263 

1.570 

26.938.385 

31.69.i30 



Recommendations: 

* Give higher priority to the management system implementation already in WO 

IVA. 

" GOSD to make every effort to spend up to budget. 
" GOSD to be told early in the year vhat their foreign currency allocation will be so 

that urgentlu needed spares can be ordered. 
" Consideration that WO IVA assist in preparation of the budget bid to the Ministry 

of Fi nance. 

4.4 Pmenaoal 

Information provided on the manning levels at pump 3taions, workshops and other site* 
compared with those which would be consdered adMuqte on similar sized site3 In the west 
indicate a high level of manpower some of which is obviously accounted for by skill 
shortages and the national need to sustain ahigh level of employment. 

When the organization and manpower plan being prepared as part of WO IVA is in place the 
problem vll arise, given government employee scurlty of tenure, to how reducedas 

manpower and cast savings are to be achieved.
 

0 	 It is recommended that In the higher echelons, able staff willing to undergo 
manegement training be slotted into posts in the new establishment. Others 
should be transferred to a supernumary list and as they retire the post be 

abolished. 
* 	 It is remmended that an immediate ceiling on numbers at the present level is 

Imposed. 
* 	 The Government Law allowing retirement at 55 with certain pension, rights be 

u3ed to encourage as many as possible 55 over to retire without replacement. 
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4.5 Publicty IntenMal and [Nternal 

The Public Relations activities of GOSD reed urgently to be expanded. In the public field to 
educate the public not misusto sewer* for example and internally by m"ans of a 
newsletter to rals sta morale and to highlight meritorious performance (me also 3.6 

rocomaendetions). 

4.6 6iS Moianosu t leu i 	 Per tia en Troilm aId Its Impact on 0 A M 

Although everybody In the different echlons of management personnel agree about the 
necessity of continoue training for ill levels of the workforce, still they differ very 
widely about the eff~t of the training carried out either by GOSD or AMBRIC in 
improving actual operations and maintenance of the severage system. This is largely due 

to the folloving: 

1. 	 Shortae of funds allocated for training in GOSD budget, which was LE 1,570 

in 	1987-8. 
2. 	 Disruption of technical assistance Including training provided b%the consultant 

for about 15 months. 
3. 	 Mn existence of a policy for training, identifying targets, means, programs, 

peronnel, etc. 
4. The existing training centre at Syphon is totally inadequate and the small training 

staff vith their tiny budget deerve great credit for the training they have 
achieved but it Is totally inadquate to mest the need. 

5. 	 The low priority given to training vs. construction, design, 0 & Mactivities which 
is a common feature In governmental organizetions.
 

. The illiteracy of much of the work force.
 

7. 	 No incentivw3, promotion or any kind of reward related to successful training. 

So as to achieve a significant improvement in training, a long term policy for training 
should I constructed, an adequate budget should be allocated In GOSD and In WO IYA 
starting a powerful, enthusiastic, energetic departmnt for training and giving priority to 
training activities as they are the beck bone for succes in any sphere oi work. 
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CHAPTER 5 

RECOMMENOATIONS AND ESTIMATED COSTS 

The recommendations and costs refer to these in the previous paragraphs mentioned and 
are to meet the requirement to institutionelize the recommended program and to ensure thet 
long-term benefits ensue. 

NB..
 

* Estimated costs ore only giwen for items not at present in the WO IYA program or 

are mdiled. 
e Estimates in the time available can only he 'ball park' figures. 

* All are at 1988 prices. 
e In the case of annual costs these will continue for as long as AID funw.can be made 

available or until GOSD finances improve. 
e If and when any of the recommendations are considered for Notices under WO IYA, 

it is essential that AMBRIC calculate in more detail and add inflation factors in the 
customary local format. 

Recommbndatleas 

Chaplin 2 
Pmrtmuece Meeitrlg MWd Trm m 

(Additional to already provided InWO IYA) 92t AuaMkCost.s
 

For details see Appendix E $1,625,000 
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---- -------- --------

Chapler 5 
Impact of Pufemarace Helludag and Training on 
Perftomagce of Ipwitha sad Maintenance 

a Annual competitions for best station etc. 

* Nev pump repair shop 

a Safetyeqzupment 

a Trade effluent lab, inspectors, transport 

9 Sever mapping 

a Better eer cleaningequpment e.g. trailers 
a Manhole improvement program 

9 Replace sever maintenance depot by 
5 new zone depots 

* Safet equipment for over cleaning 

a Avards for best teams 

* Better design of manhole cover 

Chapltw 4 
Inslltutilaa Supa for Opairtloa and Maintenance 

Cd Annual 
Costs Costs 

Awards cups, trophies 

could be gift of consultant 

or Tvinning Authoritu 

$ 500,000 $ 25,000 

$300,000 $30,000 

$ 2,500,000 $ 50,000 

$ 250,000 $ 35,000 

$ 150,000 $30,000 

$ 50,000 $ 25,000 

$ 2,500,000 $ 50,000 
$ 150,000 $ 15,000 

Girt of consultant
 

or Twinning Authoritt
 

$ 10,000 

* Pilot study of feasI blilty of privatlslog sever cleaning 
and PS. maintenance $20,000 -

a WO IYA staff mist In buet bid preparation Within existing resources 
a Caill oon numbers and early retirement NIL 

(Cost sving) 
a Realistic publicity budget, nevsletter etc. $ 25,000 $ 25,000 

TITKS $ 8,OO,00 $ 265,M" 

Excluding Training (see Appendix E). 
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CHAPTEFR 6
 

OVERVIEW
 

If the objective of the Operetions and Maintenance interventions under Cairo Sewerage I 
was to improve the actual operation and maintenance of the Cairo eeveragie system then it has 
undoubtedly been succeful. 

As the EQI study earlier this year shoe flooded areas in 1987 were reduced by nearliy 
2/3 compared with 1981. 

Pump and Ejector stations although still not maintained to a common standard are 
certainly more effective with fewer breakdowns. 

Sever cleaning is carried out on a regular basis although not frequently enough and afew 
areas remain blocked due to lost manholes etc. 

This improvement was due to acombination of capital works in new pumps and sever 
cleaning equipment, training, the check list and evaluations of preventive maintenance, and 
management edvice. 

Unfortunately, just when the check list and evaluations were beginning to show results 
CSI terminated and due to delays in the start up of WO I A a hiatus of 15 months occurred 
which was asetback and destroued some of the gains. 

WO IYA with its flexible system f 'Notices offers the opportumty to regain lost ground 
and to complete the process especially in view of the enthusiasm of top management and the 
good liaison arrangements al ready in piece via the Executive Steering Committee. 

It is hoped thet the recammendmtions of this evaluation report will be afurther useful 
mean* to this end. 
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RPPENUICES
 



OPPENOIX R 

MICIIEIS OF EURLIIATION TERM 

J.Anthony Young WASH (Team Leader) 
A.Tarik Boufs 
Wefkytrnour 
rmnGhazalla EQI 

Younef El Refel 



RPPENDIX i
 

LIST OF PERSONS INTEiUIEWED
 

A. GOU (The Geniral Orgenizallon for Suitirg Drainage) 

Mohamed Farld Sevelam Chairman of GOSD 
Mohamed Mohamed Naser Vice Choirman of GOSD 
Ishak Metry Director of Central Planmng Dvision 
Abou El Eish Mohamed El Saved Head of Operations & MM ntenance Division 
Said AUyyd General Director of Financial Affairs 
Samlr Badr El Din General Director of Mechanical & Electrical Division 
Abdel Aziz El Malatavwy General Director of Accounts 

Abdallah Ashmavy Director of Public Relations 
Ismail Metwalli Deputy of Budget Administration 
Lulu Salame Khalil Director of Inforrmation Center 
Mohamed Ismail head of Inspection Division 
AtMel Nasser Abdel Fattah General Director of the Western Region, 
Hemdy Hessan Masud General Director of the North Cairo Region 
Hamed Waly Director of South GIza Region 
Salah El Din Taha Mahmoud General Supervisor of the Mid Zone Stations 
Abdel Kader Hamdy General Supervisor of the Helvan Region 
Ahmed El Kot Director of Souk El Samak Pumping Station 
Mahmoud Ismail Director of Ameria Pumping Station 

Mohaed Abdel Fatteh General Director ofth Vehicle Repair Shop 
Mohemed Khattab Head of Mechanical Sever Cleaning Division 
Ramada EL Saghtr Mohamed Heed of the Submersible Pumps Workshop 
Amira Ibrahim Hussein Lab Superisor/Chemist tellopolis 
MIlad Ibr*Mm Yacoub Training Coordinator 
Thervat Mohomed Mostafa Treatment Stations Engineer (Work Order IVA) 
Mohamed Saved Saleh Enginer/Supervlsor of the Syphon Pumping Station 
Samy Youssef Engineer Ejector Stations 
Samis Samy Selim CiYil Engineer (Work Order IYA) 
Mohamed Gmal Ishak Mechanical Maintenance Engineer 
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