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INTRODUCTION

The main purpose of the Local Development II (LDII) Urban
Inception Report is to develop a work program implementation
strategy and a work program schedule which reflects early "on-
site" reconnaissance efforts on the part of the Technical
Assistance (TA) Contractor. As such, the Inception Report effort
translates USAID Project Paper and Contractor Proposal goals,
targets and strategies into a structured work plan which is
gomirehensively responsive to the LD II Urban contract Scope of
ork.

This work plan is then tested during the Diagnostic Phase of the
Project and plan structural components, outputs and schedules
adjusted accordingly on the basis of detailed reconnaissance and
field investigation activities by the TA Contractor staff. The
completion of the Diagnostic Phase (June 30, 1988) should see a
final work plan which provides specific quidance for all LD II
Urban technical implementation efforts.

1.1 Inception Report Structure

1.1.1 Section 1, Introduction, presents an overview of the LD
II Urban Program and offers general comments on Phase I of the
Project, covering the first six (6) months of the work program.
Specific discussions of Phase I work tasks are contained 1n
each Action Package presentation as a part of detailed Actlon
Package work plans. The Introduction also discusses _the
transitional linkages between the Neighborhood Urban Services
Project (NUS) and LD II.

1.1.2 Sections 2 through 7 present Core Action Package resource
bases, technical components and work plans. The Action Fackages
are:

- The Basic Services Delivery System (BSDS)

o Task 5

o Task 6 - Programming, Budgeting and Managernient Infor-
mation Systems

o Task 7 =~ Operations And Maintenance of Infrastructure
Fixed Plants and Rolling Stock

0 Task 8 -~ Land Management

o Task 9 - Solid Waste Management

o Task 10 - Training



Each of the Core Action Package discussions are organized as
follows:

o Task Background

o Resource Requirements

o Data Collection Requirements
o Work Plan.

o Chronograms

1.1.3 The Inception Report also contains two appendices; one
for training Phase I course activities and one a general
bibliography of pertinent technical reports and materials
identified to date.

1.2 LD II Urban Program Overview

1.2.1 Program Objectives And cContent: The general objective for
1mp1ementat10n of the Local Development II Urban Program (LD
II) is the 1mprovement of administrative and operational
efficiency in six urban governorates, namely: Cairo, Giza,
Qaliubia, Alexandria, Port Said and Suez. This will be
accomplished by develoupment of decentrallzed municipal
management systems and institutions in the six governorates.
The program seeks improvements in the quality and quantity of
economic/financial analysis capabilities of the Governorates in
order to cope with the large number of capital investments
currently under implementation.

The program will be implemented over a period of two years, and
has two phases as follows:

Phase I: "Urban Program Inception" which includes four tasks:

Task (1): Orientation Seminars, Task (2): Data Base,
Task (3): Work Units and Stafflng, Task (4)
Diagnostic. This will be completed in the first six
months of the work program.

However, any activity scheduled in Phase II will start
as soon as authorization to proceed is issued in Phase
I.

Phase II: "Development and Implementation of the Core Action
Packages", which will be completed in the last 18
months of the program. The work plan will consider



all possible means to shorten the time necessary for
each task, particularly in the area of manpower
development.

1.2.2 Program_ Outputs: In general, the expected ocutputs of
implementing LD II Urban are as follows:

o Significant improvement of administrative and operational
efficiency 1in each governorate, vis a vis upgraded
management structures, operational systems, staffs,
equipment and training.

o0 More effective dialogue and inter-coordinated functional
relationships with regional, <central and parastatal
authorities. This can also be a basis for improvement of
inter-agency services and investments according to agency
plans and country policy.

o Tangible improvements in the prioritization, planning,
and management of basic infrastructure projects required
for local development.

o Support and participation of private assistance in the
implementation and maintenance of 1local government
capital investments and basic services.

In particular, the implementation of the program with proper
coordination between the governorates and the TA Contractor
Team will result in the following detailed outputs in each
governorate:

o Uninterrupted implementation of the BSDS and maintenance
facility investment programs (NUS and LD II Plan).

0 An in-place functioning OMED staff and administrative and
management systems.

o As an important component of the above, an operational
Management Information System (MIS) structured to track
the status of governorate and district basic service
investments and to provide all data necessary to assess
performance levels in the development and implementation
of these investments.



o A rationalized maintenance system(s) which reflects
realistic levels of available manpower and financial
resources, and efficient application of the same tc
ensure appropriate public and private sector
participation in meeting basic local government needs in
this area.

o Integration of all LD II Urban management and
investment procedures and systems with GOE planning and
budgeting cycles.

o An institutionalized manpower development and training
program that can be basically supported through GOE
resources.

o New plans and programs emphasizing local resources mobil-
ization, cost recovery and public participation
(financial and in-kind) inputs.

1.2.3 Program_Structure: The following diagram (Figure 1-1)
sketches the general organizational involvement and responsib-
ilities for the implementation and supervision of the LD II

Urban Program.

The primary work organizational coordination evolves around
five core entities, yet all are connected and overlapping in
responsibilities and requirements. Similarly, the outputs and
technical products emanating from the work program are
interrelated and impact, in varying degrees, all of the
participants involved 1in the program implementation and
decision-making process. Figure 1-2 shows in more detail the
many agencies, organizations and work units involved in the
LD II Urban Program, as well as how the Offices of Management
and Economic Development (OMEDs) and the Land Management
Units (IMUs) will fit into this overall structure.

1.2.4 TA Contractor Resource Allocations: While the T7
Contractor staff resources are structured to address specific
technical areas of concern (i.e. Action Packages), they are
also organized with the recognition of project output inter-
relatlonshlps involved, as well as the interlocking roles of
the various GOE part1c1pants in the planning, budgeting and
investment process. Figures 1-3 and 1-4 present current TA
Contractor staff resource allocations by technical team and by
technical work task.
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1.3 Comments On Transition From NUS to LD II Urban

1.3.1 Nus oOutputs: Except for a few district sub-projects
still under construction, the Neighborhood Urban Services
Project (NUS) component of the USAID/GOE sponsored Local
Development I Program has been successfully completed.
Improved procedures for basic services planning, programming
and implementation are now in place at the governorate and
district levels, and new systems for monitoring and reporting
on sub-project implementation have been provided. By December
31, 1987, the Project completion date, over 2,500 basic service
sub-projects in the local government and private social
services sectors were completed.

While NUS has been very successful, there are several areas of
basic services implementation and local government operations
which still need substantial improvement. This is particularly
true in the areas of maintenance and interdepartmental

cooperation.

The LD II Urban Program is designed to address those
deficiencies which occurred in NUS and, of course, to continue
the emphasis upon the development of more efficient 1local
government management and operational systems in the provision
of basic urban services.

1.3.2 NUB Concepts And_Guidelines Not cChanged: The following
concepts, targets and gvidelines which were developed and
implemented under NUS will continue to be a basic part of LD IX
Urban Program strategy.

0 The major goal of upgrading and expanding local govern-
ment management and operational capability to provide
basic services is still most important.

o The institutionalization of improved systems, practices
and procedures into present-day local government
structures is still a major goal of the program.

o Continued priority and emphasis is placed on up~grading
the gquality of life of lower income residents in urban

neighborhoods.

o The definition of "basic services" and NUS guidelines
for sub-project implementation remain essentially the
same.



o The emphasis upon district-level activities is still a
major concept.

o Training and technical assistance to both governorate
and district personnel remain important components of the
LD II Urban Program.

o The transfer of management information systems will
continue to receive emphasis and will be computerized in
the LD II Urban Program.

1.3.3 LD II Urban Changes And Improvements: The following
concepts, targets and gquidelines represent major differences
from NUS Program activities.

o LD II activities will be coordinated and directed in each
governorate by a Local Development II Committee (GLDC),
with membership on the committee from all major
participants in the LD II Urban Program; including
popular council and executive council representatives
from both the governorate and district local government

levels.

o Each governorate will appoint a fulltime LD II Urban
Coord-inator to manage Local Development II Program
activities. He will report directly to the Governor and
to the GLDC on all program implementation components.

o The Private Voluntary Organization (PVOs) component in-
cluded in the NUS Program will not continue under LD II
Urban, but will become part of another LD II assistance
activity called "Local Resources Mobilization System".
This separate activity, however, will also be directed by
the GLDCs.

o The basic concept for sub-project investment in LD II
Urban will be to maintain, improve and expand existing
district facilities and infrastructure. This means that
district and governorate maintenance facilities (garages,
workshops, repair centers, etc) will have first priority
for all LD (I investment mon.ies received by the districts
and governorates.



o The GOE is contributing investment and maintenance funds
to LD II also. These funds (whether coming from district
Jocal accounts, the Ministry of Planning./and Inter-
national Cooperation or the Ministry of Finance) must be
deposited in governorate and district bank accounts
before USAID funds are distributed. To ensure that this
is done on a timely basis, LD II Urban investment
planning and budgeting must strictly follow annual GOE
planning and budgeting cycles.

o As shown on Figure 1-5, governorates may reserve up to
25% of LD II Urban funds in governorate accounts. These
funds are to be used by the governorate in_ support of
District maintenance and investment activities. After the
first year of LD II, governorates may use up to 25% of
the USAID portion of their grant for importing capital
equipment that is not available in the local market.

o Because the LD II Urban Program places more emphasis
on appropriate maintenance of infrastructure facilities,
more funds will be made available in this area and
technical assistance will be provided to improve the
management of maintenance and operation of services at
all local levels.

o0 In LD II Urban, new work units (offices) will actually be
established at the governorate level for LD II Urban
coordinators, land management, management and economic
development and computerized management information
systems.

1.4 Phase I (Inception) Work Task Overview

As stated earlier, detailed task activities and schedules
relating to the Inception Phase appear in the Action
Package presentations.

1.4.1 Orientation Seminars (Task 1): During the fall and early
winter of 1986, orientation seminars for the LD II Urban
Investment and Maintenance Plan development process were
conducted in the four governorates and in each of their 23 dis-
tricts. These orientations covered both the Executive Councils
and the Popular Councils (in separate sessions) at the district
level and the formation of GLDCs at the governorate level. In
early 1987, the same orientations were extended to Port Said
and Suez Governorates. At every session, LD II Handbooks
prepared by the TA Contractor in Arabic were distributed to
each orientation seminar participant.

- 10 -
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As the orientations were completed, TA Contractor staff
provided tecunical assistance to dovernorate and district
staffs in the preparation of their plans. Checklists for all
plan deliverables were also prepared. This effort resulted in
the disbursement of LD II Urban First Year Plan Funds in March
1987 for the four original governorates. A similar technical
assistance effort was conducted for the Second Year Plans,
funded in December 1987 Plans have been prepared and funds
given for Port Said and Suez Governorates in September 1987
on the basis of a double (2 years) tranche. Thus, a solid
base has been established for LD II Urban goals and procedures,
and for Plan development.

Given the fact that this orientation base exists, nevertheless,
nuch remains to be done in this area. In this respect, the
following necessary activities to successfully complete this
tasks are:

o Reinforcement of original orientation sessions at the
governorate and district levels -~ with emphasis on
"mixing" key participants from the Executive Councils,
Popular Councils and technical agencies involved in the
budgeting and Plan development process.

o Immediate extension of orientation activities to Imple-
mentation Coordinators, OMED and Land Management staffs,
and on a more formal basis to maintenance and solid waste
management staffs (i.e. CCBA).

o Emphasis in orientation sessions on preparation of
appropriate materials to reflect GOE budgeting frameworks
and schedules.

Orientation seminars will be used by the TA Contractor as a
vehicle for continual reinforcement of involved GOE officials
with LD II Urban goals, purposes and procedures, but more
importantly as a forum for exchange of ideas and experien-
ce,discussion of issues and problems, development of contacts
and working relationships, to strengthen the consensus-
building process and communication critical to Project
success and overall local government operations.

As procedures are formalized over the 1life-of-project,
additional orientation seminars will be developed to
familiarize officials with specific purposes and features of

- 12 -



LD II Basic Services Delivery, Operations and Maintenance,
Land Management, OMED and other Project-related systems.

These orientations will be designed as mini-workshops to be
conducted by a combination of Project staff and outside
specialists, and will focus on planning, programming and
reporting requirements for individual funds (e.g. request and
approval for block grants, maintenance funds, etc.) or
sectors, as well as inter-sectoral resource planning and
programming. Participants will be drawn from a mix of
governorates, districts, departments and administrative
levels to maximize the exchange of experiences.

Duration will be determined by subject matter and level of
detail; each workshop will be repeated until all members of
the target group have been covered. 1In reaching consensus on
understanding of procedures and regulations, participants
will make these workshops a part of the sub-project
development process, as well as an integral component of the
LD II Urban training program.

As a result of the activities described above, it is expected
that the following results will be achieved:

© On-going reinforcement of LD II Urban goals, proced-
ures and requirements.

o An established foundation for more extensive training
activities.

o More effective communication (horizontal and vertical)
among among the Kkey participants in the planning,
budgeting and investment implementation process.

1.4.2 Update Of Available Data (Task 2): Over 40 technical
reports and analyses have been produced by the NUS TA
Contractor during the last five years;: apart from training
manuals. Of these, the most significant are in the areas of
needs assessment, operation and maintenance, solid waste
management and financial management. Additional TA Contractor
efforts in the upcoming months will encompass Needs Assessments
in Port Said and Suez Governorates (on an expanded pilot
basis), wupgrading previous Needs Assessments in the four
original governorates, operation and maintenance surveys and
arabization and installation of the TA Contractor MIS in the
governorates.

...13_



A significant recent analysis was the survey of the condition
and operational status of the USAID CIP equipment in the four
governorates and in each of their 23 districts. Additionally, a
maintenance needs analysis of all NUS facilities and
infrastructure has been completed and serves as the basis - for
the current LD II Urban Maintenance Plans.

The following activities should be undertaken to successfully
complete this task:

o Updating of the NUS District Needs Assessment and
expansion of same in conformance with the Port Said and
and Suez pilot efforts (these efforts unclude roads and
utilities in addition to the basic NUS Assessments).

o Expansion of Maintenance Needs Assessment to non-NUS
facilities and infrastructure.

o Expansion of vehicle maintenance surveys to Port Said and
Suez Governorates, along with any updating of same
required in the four original governorates.

o Updating of NUS Mid-Term Report on governorate and
district budget and investment programs, with particular
emphaisis on the 5-year Development Plans. Additional
detail must be obtained concerning the GOE PPBS and
investment program implementation status.

o Obtain and utilize (in LD II Urban context) World Bank-
sponsored analyses in land and solid waste management,
plus other IBRD capital investment and management studies
in cairo, Giza and Alexandria.

It should be noted that the staff resources of the TA
Contractor will be such that mobilization of GOE staff
resources to accomplish these survey efforts is a necessity.
This will of course require the early development of good
rapport with the various district and governorate staffs.

As a result of the activities described above, it is expected
that the following results will be achieved:

o A comprehensive data base for understanding of GOE
processes, systems and resources in the context of

_.1[._



successful implementation of all Action Packages and
assistance in the determination of training needs.

O Necessary information and material for more relevant
structuring of GOE Management Information Systems (MIS) -
over and above basic LD II Urban concerns.

o Early involvement of key GOE staff in baseline surveys
and assessments which will, in part, provide a foundation
for more informed investment planning.

1.4.3 Work Units And Staffing Requirements (Task 3): Some
general organizational, staffing and work unit information was
assembled during NUS, particularly with respect to Planning and
Follow-up Departments and other staff units, but this has
relevance as general background material only. However,
materials and information resulting from the in-house cairo
Governorate World Bank consultancy will provide valuable
insights in this area.

The following activities should be undertaken to successfully
complete this task:

0 Ahssessment of basic work unit functions and required
staff resources, equipment and budgets.

O Assessment of assimilation potential of parts of existing
GOE unit staffs and resources into new work units.

© Staged development plan for units, in context of GOE
resource support capacity and in terms of logical
"operational functions" sequencing.

© Installation of units in accordance with ULDC, AMANA
and USAID concurrence concerning timetables and budgets.

Additionally, detailed organization and manpower plans will be
drawn up based on an agreed management plan. Job descriptions
and recruitment schedules will be prepared, including a
tinetable for establishment of the work unit or agenny
functions.
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The following outputs will result from the Task activities
described above:

o Functioning work units in each of the governorates.

o Staffing plans, operating programs and budgets for each
unit.

o Staged program of development for each unit.

1.4.4 Diagnostics (Task 4): The Diagnostics task, covering a
period of 3 months, is designed to undertake detailed field
investigations of urban local government structures, resources
and operating systems in LD II Urban areas of concern, and to
report on those activities and procedures requiring upgrading
and strengthening. As such, the diagnostic effort serves to
test the work plan strategies, schedules and outputs conceived
during the Inception Stage, resulting in a final work program
for the remaining 18 months of the Project.

A Diagnostic Report will be prepared at the end of Phase I
containing an indepth analysis and discussion of the problems
identified in Tasks 1 through 4 which need to be addressed
during the subsequent phases of the LD II Urban Program. During
the diagnostic study, policy guidance will be sought from the
ULDC, the AMANA and USAID, and proposals for the resolution of
problems and issues will be fully discussed prior to the
preparation of the Diagnostic Report.

The Diagnostic Report will present material and analyses which
will address the following:

o The provision by area of urban services to existing
consumers.

o Constraints impeding the efficient provision of urban
services to consumers.

o The deficiencies under which growth management is being
programmed.

o Inconsistencies in =sectoral investment programs.
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o The 1likely short-fall between available financial re-
sources and the indicated costs of ongoing and committed
programs and future needs.

The aim of the Diagnostic Report will be to provide a working
document which will act as the master plan for the ongoing
phases, and enable the governorates and their constituent
agencies to monitor and check the progress of the Program. In
this way, agreed upon Program targets and objectives should be
better able to be achieved. The objectives for Phase II will
also be detailed, as well as expected outputs to be achieved
through the implementation of the defined Program.
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Section 2

BASIC SERVICES DELIVERY SYSTEMS (BSDS)

2.1 TAS8K BACKGROUND

2.1.1 Task Description: Through the Neighborhood Urban
Services (NUS) Project, a major attempt was made to improve the
urban basic services delivery system via the physical ini-
tiation of more than 1500 district sub-projects in various
sectors of infrastructure, education, health, food security,
youth and social affairs. New facilities have been constructed
as well as existing facilities renovated.

Some achievements were attained in planning and sub-project
selection, as well as in the monitoring of on-going sub-
projects. Problems still exist with respect to:

o lack of prioritization of sub-projects identified in
needs assessments due to inadequate coordination and
cooperation between district planning offices and ser-
vice departments;

o poor cost estimates due to insufficient details in the
designs leading directly to cost overruns and numerous
budget adjustments;

o faulty selection of contractors due to unfamiliarity of
district procurement officers with the provisions of Law
No. 9 on contractor evaluation;

o inefficient operation of completed facilities as a
result of design shortcomings, non-enforcement of daily
quality control during construction, lack of monitoring
(on a sporadic basis) by senior district engineers, and
ultimately by the acceptance of inferior workmanship.

o incomplete and inaccurate financial data analysis due to
inexperienced financial personnel.

0 lack of coordination and cooperation between different
departments inside the districts (i.e. planning and
follow-up, contracting, accounting & engineering). This
leads to numerous errors and subsequent adjustments in
investment plans.

BSDS contractor personnel will conduct the following task
activities to resolve the above-mentioned problems:
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o improve investment planning processes, taking into total
consideration the LD II Urban priorities, namely

- Priority 1 - construction of new maintenance facilities
or upgrading existing facilities:

- pPriority 2 - upgrading of existing infrastructure to
make it more easily operated and maintained;

- Priority 3 - new infrastructure projects and equipment.

o coordinate continuously and effectively between Executive
and Popular Councils to achieve better sub-project
selection.

o improve performance of municipal procurement personnel in
contractor evaluation.

o enhance performance of municipal engineers in construc-
tion surveillance work.

o upgrade performance of municipal financial personnel and
their coordination with contractor, OMED, and training
groups in order to achieve better financial data
analysis.

2.1.2 BScope And Approach: BSDS contractor personnel will

provide major input in the training of municipal officials
through "hands-on" assistance provided in the planning,
budgeting, financial monitoring, design, construction sur-
veillance and project management of the approximately 550 LD
II Urban projects expected to be completed, and the
approximately 150 pieces of LD IT Urban infrastructure
equipment aniticipated to Le in place by January 1990.

The technical assistance approach is generally detailed in the
work program. Some pertinent activities are:

o conducting meetings with district officials to agree on
the most efficient procedures for implementing the needs
assessment surveys;

o following up on-going LD II Urban programs;

o coordinating and supervising personnel from the districts
who are conducting the needs assessment surveys and who
are preparing the reports;

o preparing and implementing the next LD II Urban
Investment Plans in accordance with the LD _II Urban

Handbook;
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o suggesting new procedures and techniques by which muni-
cipal personnel can upgrade their performance in
planning, design, contracting and construction inspection
(L.0. construction surveillance);

o addressing on a timely basis technical or financial pro-
blems related to district sub-projects;

o providing specific financial or engineering assistance to
problem situations.

]
o assisting in training seminars concerned with the plan-
ning, budgeting, and monitoring aspects of LD II Urban
sub-projects.

2.1.3 Problems, Constraints, And Solutions: Some of the more
prominent problems and constraints identified at this time
are:

o utilizing municipal employees to conduct the Needs
Assessment Survey without continuous guidance from
experienced TA Contractor BSDS personnel will undoubtedly
lead to some questionable/incorrect data.

Solution: all of the BSDS team, financial as well as
engineering personnel,will be actively engaged in the
needs survey effort. Effective spot checking will serve
to minimize the errors.

o inability of the district Popular and Executive Councils
to develop and to adhere to priority 1lists for
implementation of sub-projects.

Solution: the training orientations and seminars admi-
nistered during Phase I to district Executive and lopular
Councils will serve as the stimulus to help council
members make the difficult decisions. In addition,
BSDS Contractor personnel will reinforce priorities and
procedures as required.

o consistently poor quality of construction offered by many
small contractors.

Solution: contracting personnel, in their evaluation of
bids, must do a better job of rejecting contractors with

poor records. Municipal engineers must improve their
performance in inspecting construction and accepting the
final product. Districts must pre~qualify contractors

in a number of categories (e.g. small/medium/large jobs;
specialists in pipelines, paving, vertical construction
... etc.)
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o inadequate designs due to lack of experience of district
personnel, as well as from housing these design engineers
in congested, poorly lighted offices.

Solution: spot reviews of designs and tender documents
(i.e. specifications, general conditions, cost estimates,
drawings, and bills of materials) by senior TA Contractor

engineers. Use of 1local consultants. Additional
technical training in reinforced concrete design,
hydraulics, paving .. etc., funded by the Project, and

administered through local evening programs in Cairo.

o inadequate means of transportation by which district en-
gineering personnel can go out and visit the jobs.

Solution: districts must make better use of vehicles
already assigned to them, not only by better maintenance
to prolong the vehicles, but also by more efficient
dispatch procedures.

o lack of TA Contractor engineers to provide technical
assistance to district personnel. With the expansion
of Cairo governorate to 16 districts, this means a total
of 43 widely separated areas to be visited by the BSDS
engineer, preferably each month. With report commitments
keeping him in the office at least 6 days a month, this
leaves only 16 days for field work. Assuming two areas
can be visited per day, this indicates that the BSDS
engineer can, at most, visit only 75 percent of the
districts each month.

Solution: although other engineers (i.e. BSDS Team Lea-
der and personnel from O & M Section) may be called upon
to cope with some of the work load, it is apparent that
the BSDS engineer must recessarily forgo detailed plan
review and construction inspection for many sub-projects.
Instead, he will only spot-check investment plans,
respond to major engineering problems, and coordinate
Needs Assessment Surveys.

o lack of chief accountants who possess relevant experience
in controlling and monitoring the investment plans, as
well as having familiarity with both cost and commercial

accounting systems.

Solution: All BSDS financial personnel must be effect-
ively and continuously supplying technical assistance to
municipal accountants. Financial training courses would

also be of great benefit.

o authorized use of Project funds as illustrated by the
following cases:

- contract cost exceeds sub-project allocation
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— total final cost exceeds sub-project allocation without
any identification of a source for money to fund the

overrun
- total final cost exceeds contract cost

- plans are modified without TA Contractor and GLDC
approval

- NUS funds are used in implementing non NUS sub-projects

- only one bank account is used for both sub-project fund
and special programs (e.g. paving fund)

Solution: The BSDS Financial Group must issue written in-
structions and clearly define acceptable management and
control financial procedures for LD II Funds, as well as
conduct continuous follow-up field trips to the concerned

governorates and districts.

2.2 RESOURCE REQUIREMENTS

2.2.1 Manpower: The BSDS TA Contractor Group is as follows:

24 person months - Team Leader
J.Corson

24 person months Financial Specialist

Metwally Sherif

24 person months - Financial Specialist
L. Demian

Financial Specialist

24 person months
Tony Dahdouh

24 person months Engineering Specialist

Magdy Amin
Considerable use will be made of GOE counterpart personnel.
2.2.2 Financial: Additional budget requests are anticipated

during Phase II for the engineering manpower level in the BSDS
group, but these will probably not be specified until the

Diagnostic Report.

2.2.3 Training: Training is required during Phase I in several
areas; to include planning, budgeting, financial procedures of
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contract administration, review of engineering designs,

construction scheduling, and construction surveillance.
Detailed training programs have been included in the Training
Section of this report. Representatives from the Popular

Councils as well as concerned officials from the governorates
and districts should participate in this training.

2.3 DATA COLLECTION REQUIREMENTS:

The contractor BSDS team will issue forms previously used
during the NUS Project in order to collect detailed data on
facilities involving education, health, youth, and roads. The
data will be gathered and compiled by GOE counterpart
personnel, mainly at the district 1level. Specific data
required of existing facilities will include size and
condition as well as need for upgrading, extensions, or
potential improvements. The same type of condition survey
will be conducted for maintenance shops/garages/workshops.

other data needed are local cost estimates for similar
projects, information on performance and experience of local
contractors,and financial/construction progress information.
This latter form of data is normally reported by district
Planning And Follow-up Departments.
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24 TASK S, BASIC SERVICES OELIVERY SYSTIN VORK PLAN

TASK Mo YORK ACTIVITY OUTPUT/ DELIVERABLES TARGET CONPLETION DATE

PHASE 1

5.1 CONTINVANCE OF WONITORING ACTIVITIES

Setot ] Conducting 1014 visits to reater Cafro, Alex-| Tdentification of wonthly physical and finaa- oa-going
andria Port Safd and Suez Governorate Oistriets clol progress in individual sub-projects,
for sonitoring NUS and L0 11 urdervay sub-
projects,

$.1.2 1 Sub-profect spot field inspections Provision of techaical assistance vhen re- On-going
quired.

5.1 PROJECT INITIATION

Based oa contract requirencats and TA contrac- | Inception Report
tor proposal, prepare work plan to acconplish
required task,

NILESTONE (1) CONPLETED InCEPYION REPORT WD OF matcw 1988

5.3 NEEDS ASSESSNENT SumvEYs

5.3,

Complete education, health and youth needs When conpiled, verified and transtated iato End of June 1309
assessment reports for Port Said and Suer (a11 | English, will serve as basis for new invest-
fleld survey forns have been conpleted but that] aeat progran.

for Port Said health facilities),

$.3.2 | Conplete roads, sewers and potable vater needs | Areas with deficiencies in severs and potable | End of Juae 1900
assessaent for Port Said and Swer. As of and of vater will be dofined on separate aps for
Karch road report vill be completed for Swer, | each individual district.

road forns have been conpleted for Port Said.

S3.3 | Up-date education, health and youth facilitios | Wpgrading and renovation requirements will be | End of June 1980
needs assessaent foras for Greater Cairo and defined for priority 11 ia addition to futere
Alexandria tatension requirements for priority 111 for
all § governorates

S04 | Develop up-grading or renovation aceds foras | Data collection for priority I as well as Ead of June 1908
for maintenance tacilities and equipnent by the deteraination of meeds for the ?5! of the
governorate and district. Coordinate with USAID portion of the grant to be wtilized for
district personnel and receive data. procuring imported equipment

$.3.5 | List various equipnent donor prograns, both List of equipment to be delivered by other End of June 1909
curreat and potential prograss

$.3.6 | Oevelop road, sever and potable vater needs Roads ideatified ay haviag deficiencies will | End of June 1308

assessaent reports for Greater cairo and Alex- | be classified as uapaved or a3 paved dit
andria. Coordinate with district personnel and | suculd be overlayed.
recaive data,

$3.1 | prioritize needs for Wpgrading 2ad renovation, | List of high priority needs to be incorporated| End of June 1802
a5 wel) a5 needs for mev facilities br governo-] into investaeat plans unit costs to be availa-.
rate, district and service departaent {both ble for budgeting purposes.
Popular and Executive Councils) will be involy-
e,




2.0 TASK S,

BAS.C SERVICES DELIVERY SYSTEN WORK '_AN

TASK No

YORK ACTIVITY

OUTPUT/ DELIVERAL.ES

TARGET CONPLETION DATE

§.3.8

5.4

5.5

§.5.1

5.8

Identify unit costs for various types of basit
service areas. Engineering departaents vill be
involved to utilize the available actual costs
derived from recent contracts.

Unit costs » be available for budgeting
purposes

End of June 1988

NILESTONE (2)

CINPLETION OF EQUIPNENT AND INFRASTRUCTURE
NEEDS ASSESSNENTS

EMb OF JURE 1009

PROJECT REVIEY

Review and analyze data, achievenents, project-
ed schedules, constraints and problens then,
based on conclusions, foraylate reconsendations

Diagnostic Report

NILESTONE (3)

CONPLETED DIAGNOSTIC REPORT - END OF PHASE I

END OF JUNE 1984

PHASE 11

OEVELOP 3RD YEAR LD-I1 INVESTNENT PLAKS

Conducting meetings with individval district
planning and coordination officials to agree on
plans/schedules

Match aeeds with investaent fund sources:
- block grant {Us ¢ Np)

- services and development funds

- self-help

Prepare individual sub-project conceptual des-
eription foras; project sketches and cost
estinates wil) be attached.

Gain final approval of plans by Executive and
Popular Councils at district and governorate
levels,

Governorate and district level officialy Qe'
come conpletely avare of planning, budgeting
and inpleaentation cycle,

A preliminary proposed sub-project list,prio-
ritized in accordance vith L0 I criteria and
incorporating needs assessments classified by
governorate, district and service departaents,

Proposed sub-projects technically defined and
costed out,

Approved plans

End of July 1308

End of Sept, 1999

End of Sept. 1968

End of Oct. 1988

NILESTONE (4)

OBTAIN CERTIFICATES SIGHED BY DISTRICT CHIEFS
AKD POPULAR COUNCIL CHAIRNEN

END OF OCT. 1988

5.8.7

Gain final approval of plans by 6LDC and then
uLoc

Yalidate bank deposits of Eqyptian contriby-
tions (108 of block grants) in stparate bank
account

Define funding eligibility status on the date
fized by AlD

Approved fnvestaent plans

Bank statement vwill be obtained verffying
deposits of §% LSDF and 5% N8, SgbllSSlon of
approved plans to USAID for funding

End of Nov, 1988

End of Nov. fddé
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2.0 TASK §, BASIC SERVICES OELIVERY SYSTEN, VORK PLAN

TASK No

YORK ACTIVITY

OUTPUT/ DELIVERABLES

TARGET COMPLETION DATE

§.5.8

Fund L0 I 3rd. plan

Checks will be issued to each individual
eligible district to implement their plans

End of Dec. 1988

KILESTOKE (5)

R0, YEAR LO II PLAN FUKDED

END OF DEC, 1988

5,643

5.6.4

INPLENENTATION OF 3R0 YEAR LD LI INVESTMENT PLAN

Prepare tender docusents for proposed subd-
projects, Engineering and procurement depart-
aents vill be consulted. Large or compler subd-
projects vhich require special design skills
vill be given to individual consultants

Participate in individual sub-project processes

for contractor selsction and contract avard:

3. prequalified contractors list vill be pre-
pared with adequate docuaents shoving cont-
ractors technical and financial capabilities

b. each bidder will subnit work schedule

¢, the selection will be in compliance vith Lav
No, 9/83,

Inplement individual sub-projects:

a. sites to be given to contractors free fros
any obstacles

b. assignuent of district staff for construc-
tion serveillance

¢, establishuent of adequate financial monitor-
ing reporting system

d. establishaent of adequate quality control
systen

Individual sub-project final acceptance:

a, Users will be involved in receiving comnit-
tee conducting inspection

b. assurance of project inplementation in

accordance with initially contracted

specifications and dravings

site to be clear after cleanup of construc-

tion debris.

d. adequate installation off equiprent

e, establishnent on OUN system for each sub-
project

4

Following design and tender documents will be
completed:

- soil tests for multistory structures

- complete dravings to include civil struc-

tural, architectural, aechanical and alectr-

ical as required,
- specifications, bill of quantities and cost
estinates,

Lists of pre-qualified contractors for sach
governorates

Initiate sub-project progress reports

0n-going

Dn-going

0n-going

On-going

5.1

PROJECT REVIEW

Reviev and analyze progress, acconplishments,
probleas, and limitations. Based on conclusions
foraulate recomsendations

Final Report

KILESTONE (§)

CONPLETED FINAL REPORT

EXD OF SEPT. 1889
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2.8 TASK §, BASIC SERVICES OELIVERY SYSTEA WORX PLAN
TASK Mo VORK ACTIVITY QUTPUT/ DELIVERABLES TARGET COKPLETION DATE
5.0 OEVELOP ATH YEAR LD-I1 INVESTKENT PLANS
5.0.1 | Conducting meetings with individual district Governorate and district level officials be- | End of July 1889
planning and coordination officials to agree on{ come conpletely avare of planning, budgeting
plans/schedules and inplementation cycle,
5.8.2 [ Match needs vith investaent fund sources: A prelininary proposed sub-project list,prio- | End of Sept, 1989
- block grant (US & ¥p) ritirzed in accordance vith LD II criteria and
= services and developuent funds incorporating needs assessments classified by
- self-help governorate, district and service departments,
$.8.3 | Prepare individual sub-project conceptual des- Proposed sub-projects techaically defined and | End of Sept. 1909
cription forms; project sketches and cost costed out,
estinates vill be attached.
5.8.4 | Gain final approval of plans by Executive and Approved plans End of Oct, 1969
Popular Councils at district and governorate
levels, :
NILESTONE (1) OBTAIN CERTIFICATES SIGNED BY DISTRICT CHIEFS | END OF OCT. 1999
ARD POPULAR COUNCIL CHAIRMEN
$.8.5 [ Gain final approval of plans by 6LOC and then | Approved investaeat plans End of Nov. 1988
uoc
5.0,6 Vflidate bank deposits of Egyptian contriby- Bank statements vill be obtained verifying
tions (10% of block grants) in separate bank deposits of 5% LSOF and S% NB. Submission of
accounts approved plans to USAID for funding
$:8.7 | Define funding eligibility status on the date End of Hov. 1580
fized by AID
$.8.8 | Fund LD IT Ath year plans Checks vill be issued to each eligible End of Dec, 1909
district to inplement plan
NILESTONE (8) ATH YEAR LOIT PLAN FUNOED END OF DEC, 1989
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TASL 5 - BASIC SERVICES DELIVERY SYSTIN

¥ork Activitly

Phage 1 - 7To June 30, 1988

Description

January | Pebruary

Harch

April

Hay

June

CONTIKUANCE OF HONITORING ACTIVITIES
HMeld visits to all districts

Sub-profect spot fleld inspection

INCEPTION REPORT

NBEDS ASSESSHENT SURVIYS
Infrastructure needs assessment for Suez and Port Said
Utilities needs assessment for Port $ajd and Suez

Infrastructure needs assessuent for Greater Cairo
and Alexandria

Equipment and maintenance facilities needs iscessment
Equipment donor progran status

Utilities meeds assessment for Greater Cairo and
Alexandria

Prioritization of needs

Unit costs identificatfon

DIAGNOSTIC REPORT

- 28 -~



TASK § - BASIC SERVICES DELIVERY SYSTEN

York Activitiy

Phase 11 - July 1, 1989 - Dec. 31, 1969

Task

Description

st Qtr

nd Qtr

Ird Qre

Ath Qtr

Sth Qtr 6th Qtr

8.1

S0t

CONTINUANCE OF NONITORING ACTIVITIES
Field visits to all districts
Sub-project spot field inspections
DEVELOP 320 YEAR LD I1 INVESTWENT PLANS
Neeting vith district officials
Orafting of sub-project lists
Preparation of SPs description foras

Final approval of plass by Executive and Popular
Councils in each district

Approval of plans by 6L0C and ULOC

Bank deposits of Egyptian contributions
Final check of eligibility status
Funding L0 11 3rd plans

INPLEMENTATION OF 3RD LD T INVESTNENT PLANS
Tender document preparation

§P contractors selection and avarding
5Py isplenentation

§Ps handing over

FIRAL REPORTY

DEVELOP ATH YEAR LO L1 INYESTNENT PLANS
Neeting with district officials
Orafting of project sub-project lists
Preparation of SP description foras

Final approval of plans by Executive and Popular
Councils in each district

Approval of plans by 6LOC and ULDC
Bank deposits of Egyptian contributions
Final check of eligibility status

Funding L0 I Ath year Plans

L1
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gection 3

PROGRAMMING, BUDGETING AND MANAGEMENT INFORMATION S8YSTEMS,
And PROGRAM IMPLEMENTATION COORDINATIONS

3.1 Task Background

3.1.1 Task Description

3.1.1.1 Programming And Budgeting: During the NUS Program some
achievements were realized in this area, particularly in
respect to project programming and project implementation
reporting systems. However no GOE staff was committed fulltime
to program and investment analysis, budget development, and
monitoring of operating and investment programs. As a result,
limited institutionalization of in-place staff resources and
budget personnel has occured in this critical area of
programming and budgeting. In addicion, the information and
supporting systems for budget development and analyses are in
manual format only. In summary, a major effort in establishing
an organizational structure and staff appointment, development
of processes and procedures, information systems for
management, programming and Dbudgeting of GOE resource
allocations remains in order to bring everything into the
operational context targeted for the LD II Urban Program.

The LD Urban Programming, Budgeting and Management Information
Systems Action Package will result in task activities that
will;

o install Offices of Management and Economic Development
(OMED) in 6 governorates,

o implement new budget practices and procedures for the
1989-90 Governorate Budget,

o discuss and reach consensus with the ULDC and GLDC’s on
budget development process practices and procedures,

o coordinate training of OMED staff, governorate and dis-
trict personnel in management, budget, and analytical
concepts and practices,

o develop and install a five year forecasting model for
revenues and expenditures,

o coordinate annual maintenance plans with the annual
budget process,

o integrate other action packages, O & M, BSDS and solid
waste into the overall planning and budgeting framework,
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o and conduct a continuing technical assistance component
in developing OMED staff skills in fiscal and economic

analyses, and planning.

3.1.1.2 MI8: During the last months of the NUS Project, work
began on the Project Tracking System. This early start on
tasks originally scheduled for Phase I of LD II Urban
accomplished a rewrite of the Wilbur Smith Associates (WSA)
system into DB III plus programming languages from DB II.
During the rewrite process the efficiency of the system file
organization and inquiry mode was addressed. Enhancements to
improve the processing speed and modify the menus and screens
with editing messages remains to be accomplished during

Phase I.

In the 1late fall of 1988, system specifications were
coordinated with DAC International resulting in an agreement
that the (WSA) system would be adopted for the Urban Project
tracking component of the LD II Urban Project.

our work program and investment in the WSA system has proceeded
based on this agreement. In addition to the Project Tracking
System work plan the following tasks will be performed by the
MIS TA Contractor Staff:

o Operating Budget System
- define requirements
- survey and select software
- procure and install software
- train governorate staff

o Capital Budget System
- define requirements
- survey and select software
- procure and install software
- train governorate staff

Both of these tasks will be based on analysis and needs
assessment performed during Phase I by the programming
and budgeting TA staff concerning the present budget
development process.

o Other MIS Systems
An interview and assesment process of other MIS needs in
the governorates will be conducted with major department
heads. The needs will be analyzed for the feasibility
of converting to computer systems. Resource requirements
will be estimated and recommendations prepared for time
phasing implementation and prioritizing MIS Needs.

3.1.1.3 Program Implementation Coordination (PIC): The LD II
Urban Program calls for the appointment of six Program
Implementation Coordination (PICs),i.e. one in each govern-
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orate. In addition, space for a coordinator work station
should be allocated in each governorate.

3.1.2 B8cope And Approach

3.,1.2.1 Programming & Budgeting: Our approach is reflected in
the detail work program in Section 3.4. The programming and
budgeting component of Action Package Number 6 will require
extensive preparatory activities in Phase I.

The activities as reflected in the PHASE I work program center
around four (4) major functions:

o Conducting interviews on present processes.
o Appointment of OMED director and staff.

o Analysis of findings.
o Preparation of implementation recommendations.

The completion of these activities during Phase I will be
reflected in a Diagnostic Report and a detail Phase II work
program with achievable timelines. The findings developed in
PHASE I regarding present operating and capital budget
development systems will greatly influence the scope of Phase
IT tasks for the Management Information Systems (MIS) work
program relating to automating the current budget development
processes at the governorate 1level. Critical to successful
implementation of recommendations will be three (3) major
actions by the GOE:

o Timely appointment of OMED staff.

o Consensus by the ULDC and GLDCs in improvements in the
budget development process, practices and procedures.

o Concurrence by the Ministry of Finance and Ministry of
Planning in modifications, if required, to present
decrees/laws for local government budget preparation.

Phase I preparatory actions are basic to implementing the
Action Package 6 due to the conceptual nature of the task and
need to reformulate current processes, and practices. Phase II
then becomes an implementation phase based on findings and
recommendations developed in Phase I activities.

3.1.2.2 MIB: The rewrite to Arabic requires decisions on the
selection of programming 1language and scope of Arabic
conversion. We are now conducting a feasibility analysis to
ensure a sound decision process prior to investing time and
staff in programming. Two goals of this process are:
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o to determine the feasibility of using DB III plus as the
Arabic programming language.

o to limit the scope of conversion to input forms, menus,
screens and reports hoping to avoid a rewrite of detail
program instructions.

A short term specialist joined the MIS staff on March 7, 1988
to assist in the conversion prccess in order to meet our May,
1988 implementation target date.

During the March-May period we will accomplish training of key
governorate MIS operator personnel, and governorates must
complete site preparation for the computer equipment. In
addition, the User Manual will be converted to Arabic.

Implementation of the Urban Project Tracking System is

scheduled in the first governorate for early May with
implementation continuing to each succeeding governorate on
an approximate two week delay basis. Based on this schedule,

implementation of the Project Tracking System in all
governorates should be completed by the end of July.

3.1.2.3 Program_ Implementation Coordination: A detailed job
description has been prepared by the TA Contractor, reviewed by
USAID, and submitted to each governor, along with a cover
letter from USAID describing the appointment procedure.

Basically, a PIC should have extensive experience in Public
Administration/Local Government, and background in Budgeting
and Financial Management (at least 15 years).

Each PIC will work as part of the TA team for the duration of
the LD II Urban Program. His specific responsibilities as
submitted by USAID to each governor include:

o Liaison between the TA Contractor and the governorate on
all aspects related to the implementation of the program.

o Assist the governorate in the preparation of detailed
work programs and tasks as may be necessary.

o Assist the TA Contractor to secure needed data and
information related to the program.

o Attend meetings called for by any of the parties to the
contract.

o Follow-up TA Contractor requests for special actions

needed from the governorate and/or districts, e.g. BSDS,
O&M and Solid Waste.
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o Follow-up Program Work Plans and schedules.

3.1.3 Problems, Constraints and Bolutions

3.1.3.1 Programming & Budgeting: The appointment of OMED
directors and subsequent selection, appointment and training of
OMED professional staff in the April through Sept. 1988 period
must be accomplished to provide adequate support staff to
conduct the OMED Phase II work program in each governorate. The
TA Contractor is dependent on these positions being in place,
oriented, and initial training completed prior to beginning of
the 1989-90 Budget Development activities, implementation of
the five (5) year forecasting model, and documentation of new
budget development procedures and practices. We will continue
after initial orientations to stress to the governors the
importance of immediate recruitment and hiring/or appointment
actions. If delays occur that jeopardize timely implementation
of Phase II work activities, it will be indicated in the
Diagnostic Report.

The current GOE budget development process is based on legal
decrees/laws/and national government directives. In developing
recommendations for change the TA Contractor must indicate any
conflicts with current law or directives. Although it is too
early in the process to know if actual problems will occur, we
must anticipate the possibility that the scope of procedural
changes to the budget process could be restricted unless some
legislative and ministry action is taken to amend present laws
and directives. If conflicts occur, these will be indicated in
the Diagnostic Report along with recommendations not requiring
legal or directive changes.

Phase I of the MIS work plan will be principally involved in
the implementation of Project tracking system sub-tasks. Also
in Phase I a review of the current use by governorates of MIS
support to the budget development process will occur. The MIS
TA Staff working with the TA Programming and Budgeting
Specialists will assess the extent and priorities for
automating the operating and capital budget development
process. The applicability and conversion requirements in
selecting existing software will be accomplished in the first
part of Phase II activities. The ability of the present
governorate and OMED MIS Staff to develop their own software
may be extremely limited. Our present experience with the
project tracking systems and the Arabic/English language
requirement indicates that the same considerations may be
required for any budget development software. The impact of
these issues on the Phase 1II Work Program cannot be
realistically assessed at this point in-time but will be
discussed in the Diagnostic Report. A final assessment may not
be practical until after completing the Phase II first quarter
WOXk program.
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The original terms of reference (TOR) visualized the TA
Contractor working with Governorate in preparing the 1988-89
Budget. The inception of the Project in early January,
mobilization of staff, and the GOE budget calender make this
task not feasible. Governorate budgets must be submitted to the
Ministry of Finance, and the Ministry of Planning by March 1,
1988. Appointment of the OMED staff will not occur until after
this date. We will instead, as per our proposal, during phase I
assess the current operating and capital budget process for
1988-89 and prepare findings and recommendations for
improvements which will be included in the Diagnostic Report.
Phase I and beginning Phase II tasks are scheduled so that by
the late fall of 1988, the TA Contractor along with OMED staff
will begin a preparation process for the 1989-90 budget
development cycle.

3.1.3.2 MIB: The MIS TA Group consists of two positions. The
addition of a short term MIS Specialist during the Arabic
conversion programming phase will enable critical first phase
timelines to be meet. An assessment of MIS requirements for
budget development systems will occur in the Diagnostic Report.
These recommendations could influence the MIS resource
requirements for phase II activities as regards the extent and
timelines for achieving MIS systems in all six governorates.

3.1.3.3 Program Implementation Coordination: The first round
of PIC appointments has been completed. We have two for Cairo,
and one for each of the other five governorates (Cairo had
appointed an extra PIC for coordination of maintenance
activities at CCBA and garage program for Alexandria).
Coordinator work station space has now been allocated in four
governorates and those work stations that have been readied
(upgrading) are being furnished as part of our Contract
commitment. (Some locations are still undergoing remodeling).

A PIC in-house training program is being designed and im-
bPlemented. This is to familiarize PICs with the LDII Urban
implementation efforts and activities. The preliminary outline
for the training program is specified under the Resource
Requirements Section.

3.2 RESQURCE REQUIREMENTS

3.2.1 Manpower
OMED TA Group

24 person months -~ Group Leader W. Pat Moyer
24 person months - Financial Spec. Manal Shalaby

24 person months - Economist Mohamed El-Eraky
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24 person months - MIS Specialist  Bert Serna
24 person months - MIS Specialist Maha El Gemie

OMED Governorate
6 OMED Directors To be appointed

24 OMED Professional Staff To be appointed

Program Implementation Coordination

Six PICs to be appointed in six governorates, and one
extra for Cairo to coordinate maintenance at CCBA and
garage program for Alexandria.

3.2.2 Financial: A total Program Implementation Coordination
budget is specified in our contract for salaries in each
governorate. 1In addition, an LE. 18,000 budget for furnishing
work stations in all governorates is available.

We may possibly need to revise these allocations in the future,
and we will have this completed by the end of the Diagnostic
Phase.

3.2.3 Training

Two groups beginning in Phase I will require training support:
MIS Governorate personnel
OMED Governorate personnel

Detailed training programs have been included in Section 7,
Training, of this report. Training is important for both
groups to succeed in Phase I work activities. Successful
implementation of the Project tracking system during Phase I
will require trained MIS operators at each governorate. OMED
staff appointments must receive some initial training in
management techniques, such as management by objectives,
performance measurement indicators, forecasting methods and
program budgeting concepts.

We will conduct a skills inventory of appointed personnel by
governorate and, based on these surveys, plan direct training
activities jointly with the TA Training Group.

A special hands-on training program for Program Implementation

Coordinations is designed and tailored to the specific needs of
the LD II Urban Program as follows:
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o Each PIC will attend one of the orientation seminars
conducted by the Training Group.

o A preliminary work session will be held with each of the
TA groups, i.e. BSDS/O&M/SW, OMED/MIS, and training. This
is expected to be completed by the first week in April.

o Reading materials will be prepared and distributed to
PICs by each of the three TA Groups on their particular
program and schedules.

o T'ach group would define its needs for PIC inputs, and
coordination of this will be through the Assistant
Project Director(APD), Dr. Mobarek. A working procedure
will be established by the end of April.

o Each PIC will be required to prepare a weekly planning
activity sheet every thursday. This will be monitored by
the APD, Dr. Mobarek.

The period between the Inception and Diagngstic submissions
will be used to structure clearly the coordination activity

format.

3.3

Data Collection Requirements:

Data collection procedures involve two main tasks: desk
work and field work. The desk work task involves compiling
a list of any existing general data, references, and/or
reports pertaining to the budget process, organizational
responsibilities at the various 1levels of the 1local
government units, related legal ordinances and statutes for

budget preparation, . etc. Attached 1is a 1list of the
compiled references (Annex 1). After reviewing the existing
documents and in light of the general objectives of the

OMED team, a list of desired data has been prepared. Said
list covers the main data to be requested from the various
governorates, namely any guidelines pertaining to district
and governorate policies and procedures for budget
development, governorate organization chart, key dates for
Preparation of the budget, 1987-88 budget appropriations,
governorate five-year plans, training programs in the
field, as well as other general and specific issues related
to the budget at the various local government units.

Previous studies and reports are being collected/or
reviewed for backgrcund data or policy implications
including USAID library sources. This review has assisted
the TA staff in avoiding duplicating prior activities.

The prepared list of desired data is submitted to key

personnel and a follow-up procedure is conducted through
reqgular contacts and field visits.
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The field work task first entails an inception orientation
program by familiarizing personnel of governorates,
Ministry of Finance (MOF) and Ministry of Planning (MOP)
with the Project, TA role and local staff orientation.

We developed a questionnaire for interviewing key people in
different positions and at various levels including
governorates and/or districts, WMOF and MOP. This question-
naire is to be reviewed and modified regularly during the
course of field visits. Nevertheless, it covers primarily
the ensuing technical points with respect to both the
current budget (BABs 1,2 and 4 ) and the capital budget
(BAB 3) development process. The questionnaire includes
the following topics:

o governorate organization chart with individual depart-
ments and positions of people responsible for annual
budget development process.

o key dates in the process of budget development.
o means of implementing the adopted budget.

o the system utilized to track/monitor the budget during
the fiscal year.

o procedures followed in developing the governorate five-
year plan, its objective(s), components and responsibi-
lities.

o basis for developing capital projects, prioritizing pro-
jects and phasing revenues and expenditures.

0 budget appropriations in relation to actual needs of the
various sectors.

o means of segregating maintenance programs and coordinat~
ing maintenance costs of capital projects with the
current budget.

o basis for estimating current revenues and expenditures.

At the conclusion of the field interview work task, we will
perform a preliminary analysis of data received in order to
understand the organizational structure, current process for
current and capital budget development, implementation and
monitoring within each governorate,to identify inconsistencies
or basic obstacles, and to explore options and alternatives.
Findings will be developed and when required, individuals will
be re-interviewed to confirm conclusions.
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Finally, a binder of the present process, forms, reports, and
organization responsibility will be prepared for each govern=-
orate.

We anticipate completing the interview process by May 1, 1988
in all Governorates. We have completed initial interviews as
of March 31, 1988 in the following governorates; Cairo, Giza
and Qaliubia.
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3.4 - TASK 6, PROGRAMNING, BUDGETING & WAKAGEMENT INFORMATION SYSTENS WORK PLAN
TASK No YORK ACTIVITY OUTPUT/ DELIVERABLES TARGET COMPLETION DATE
PHASE 1
§.1.0 HOBILIZATION
6.1.1 | Notify and relocate expatriate staff Reallocation of expatriate staff
6.1.2 | Finalize ¥SA - DHES Contract Contract avard
6.1,3 | Finalize Phase I York brogras York program acceptance
6.1.0 | Arrange Cairo office facilities with ¥SA York space available
§.1.5 | Appoint Egyptian TA professional staff TA professional staff in place End of January 198§ -
coaplieted
NILESTONE (1) NOBILIZATION OF OMED TASK TA GROUP -
CONPLETED ENO OF JANUARY 1906
6.2,0 PROJECT INITIATION ORIENTATION
6.2.1 | Gather relevant data - List of desired data prepared, requested and
received End of Narch 1988
- Key persons to be contacted at each gover-
norate level are identified End of February 1988
- Interviev data binder available End of April 1988
6.2.2 | Conduct orientation meetings at governorates - Questionnaires completed Nid February 1988
- Discussions vith governors of ONED office
completed End of Narch 1980
- Orientation meetings conducted Nid Narch 1999
6.2.3 | HOF & NPIC orientation meetings Neetings conducted. End of Karch 1999
NILESTONE (2} INCEPTION REPORT COMPLETED EXD OF MARCH 1988
6.3.0 INSTALL OMEO'S AHD DEVELOP ANALYTICAL SXILLS
6.3.1 | Appoint ONED Director - Job description of OMED director and staff
: conpleted End of June 1989
- Obtain approval of OMED office
- Appointment of ONED Oirector
MILESTONE (2) APPOINTMENT OF ONED OIRECTORS END OF JULY 1948
6.3.2 | Establish hiring schedule and timelines Approval of time table for appointaents End of June 1988
6.3.3 | Assist ONED Director in staff selection = TA staff appointed to selection committee | End of October 1900

process

- Selection of staff
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3.4 TASK §, PROGRAMKING, BUOGETING & MANAGENENT INFORNATION SYSTENS WORK PLAN

TASK No YORK ACTIVITY OUTPUT/ DELIVERABLES TARGET COMPLETION OATE
6.3.0 | Assess preliminary training needs = Skills inventory completed tnd of July 1318
Training program developed
6.3.5 | Develop site specific TA Coordination plans A TA ¥ork Plan will be prepared for sach
governorate office End of August 1998
§.4.0 NONITOR & ASSESS 1988 - 89 BUDGET
6.0t | Identify development process - GOE budget contacts identified Nid February 1988
- Observation § interviev meetings scheduled | End February 1908
Identification of key decision points and | Nid February 1988
processes to be observed
§.0,2 | Observe 1969 - 99 budget process, - Participation at key decision points End of April 1988
Conduct interviews, and - Interviews completed End of April 1909
Assess organizational structure Establishaent of documentation binder of
current budget process
NILESTONE (A) INTERVIEYS CONPLETED ANO PRELIMINARY
FINDINGS PREPARED NID KAY 1988
6.0.3 | Analyze current fiscal system and reports for | - Iaterviews vith nonitoring staff and
budget monitoring operatiuns managers End of April 1908
- Assessment of adequacy of KIS reports Nid May 1998
Findings prepared and confirmed End Nay 1988
§.0.0 | Review present NIS capability to support - Interviews completed ind of April 1548
budget developaent process Written findings Nid Nay 1988
NILESTONE {5) KIS FINDINGS OM CURRENT NIS SUPPORT NID NAY 1508
6.4,5 | Prepare findings and recoanendations for Draft report Nid June 1990
Diagnostic Report
b.0.6 1 Conduct on-going skill transter of analytical | - Developaent of work plans for each End of August 1840

capability

governorate
Evaluation of ONED task completion
Obstacles and inpedinents docuaented

On-g0ing
On-going

- 41 -




3.0 - TASK 6, PROGRANNIKG, BUDGEVING & NANAGEMENY INFORNATION SYSTENS WORK PLAN
TASK NO YORK ACTIVITY OUTPUT/ DELIVERABLES TARGET COMPLETION DATE
§.5.0 NANAGENENT INFORMATION SYSTEM DEVELOPMENT
6.5.1 | Project tracking system installation
. modify and enhance present English User and systems manuals on nev systea End of March 1988
version (08 I11)
. Convert to Arabic systen User and systeas manuals on nev arabic End of April 1980
systen
. Train operator staff and prepare sites Xey operators trained and site ready for
installation End of April 19¢9
. Install in 6 governorates - Begin iastallation beginning of Way and se-
quence in 2 week time frame others End of April 1988
6.5.2 | Identify budget development WIS requirements - KIS support requirements for budget End of June 1889
development process .
. Capital Budget . Capital Budget
. Current Budget
o Current Budget software analysis and selection in Phase
1) see Task 15,0
NILESTONE (6) ARABIC SYSTER CONPLETED - USER NANUAL PREPARED| NID MAY 1380
KILESTONE (1) PROJECT TRACKING SYSTEM INSTALLED IM GOYER- ’
NORATES END OF JULY 1981
6600 OEVELOP S-YEAR FORECAST NODEL
§.6.1 | Identify data availability and gather base Historical data gathered, recorded and
years historical data analyied Nid May 1300
6.6.2 | Deternine method of forecasting and identify Selection of forecasting method and software | Wid May 1808
softvare .
§.6.3 | Prepare findings and recommendations report Report covering the proposed process and
procedures End of June 1980
§.6.0 | Gather data and conduct trial forecast Nodel tested End of July 1989
6.5.5 | Evaluate results and revise node S-year forecasting sodel ready for delivery End of August 1989
§.0.6 1 Prepare User's Hanual User's Manval to operate forecasting model End of Septeaber 1908

NILESTONE (8)

S-YEAR FORECASTING NODEL AVAILABLE FOR
1989-1990 QUDGET PROCESS

END OF SEPTENBER 1808
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3.0 - TASK &, PROGRAKKING, BUOGETING & MAMAGKEMT INFORMATION SYSTEMS WORK PLAM

TASK No YORX ACTIVITY QUTPUT/ DELIVERABLES TARGET CONPLETION DATE
§.1.0 PRELININARY PLANNING FOR AMKUAL MAINTENANCE
PLAN FOR 1969-90 BUDGET
6.7.1 | Establish joint team from action package areas | Joint team established Nid Nay 1989
6.7.2 | Develop budget timeline and plan criteria Annual maintenance plan, budget timeline
and criteria are established Kid June 1968
6.7.3 | Develop work program and assign
responsibilities, Departmental vork prograw completed End of August 1988
6.8,0 PREPARE DETAIL WORK PROGRAN FOR PHASE If
6.8.1 [ Oeveiop Phase I1 detail work progras Oraft Work program for Phase Il End of June 1988
6.8.2 [ Recomnend additional tasks to RFP and estimate | Additional tasks recommended and their
tine and costs estinated tine and cost End of June 1968
6.8.3 | Discuss draft work program vith USAID York program revised End of June 1960
6.8.0 | Reques’ 2pproval to proceed to Phase II - Approval to proceed vith Phase 11 End of July 1§88
- vork program subaitted 2
KILESTONE (9) DETAIL WORX PROGRAM COMPLETED FOR PHASE If NI1D JUNE 1988
6.9.0 PROGRESS REPORTING, COORDINATION AKD PROJECT
MANAGEMENT OMED GROUP
6.9.1 [ Participation in ULDC and GLOC scheduled Neetings conducted On-going
neetings
6.9.2 | Prepare nonthly progress reports for USAID Progress reports {OMED Section) Nonthly
6.9, | Present Diagnostic Report at end of Phase I Phase I Diagnostic Report Nid June 1908

NILESTONE {10)

DIAGNOSTIC REPORT COMPLETED - END OF PHASE I

END OF JUNE 1988
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3.4 - TASK §, PROGRAMNING, BUDGETING & MANAGEMENT INFORMATION SYSTENS YORK PLAN

TASK Ro YORX ACTIVITY OUTPUT/ DELIVERABLES TARGET COMPLETION DATE
PHASE 11
6.10.0 PHASE I1 INITIATION
6.10.1| Obtain USAID approval to proceed to Phase II USAID approval to proceed to Phase II End of June 1988
6.10.2] Reflect approved changes to draft phase II Approved changes incorporated in Oraft Nid July 1990
vorking papers (¥/P) phase 11 ¥/p
§.10,1| Establish ONED responsibility for Phase II ONED wvork program responsibilities are tnd of July 1968
activities, assigned.,
NILESTONE (11) L0 II - PHASE I1 APPROVAL T0 PROCEED FROW
USAID ENO OF JUNE 1988
§.11,0 PROGRESS REPORTING, COORDINATION & PROJECT
NANAGENENT
§.10.4| Conduct monthly progress reports and meetings | Progress meetings conducted 0n-going
A progress status report completed
§.11,2] Participate in ULOC & 6LOC scheduled meeting "Consensus building® by uL0C & 6L0C 0On-going
§.11.3| Install project management software package Hanagement of Action Packages tnd of July 1998
NILESTONE (12} PROJECT MANAGEMENT SYSTEN INSTALLED NID JULY 1§88
6.12.0 | HONITOR APPROVED BUOGETS & INVESTMENT PLANS
§.12.1[ Nonitor investaent programs Investaent projram sonitoring reports
§.12,2] Monitor 04N and solid waste activities OlN and solid waste activities monitoring re-
ports
§.12.3( Nonitor 1968-89 Budget during the fiscal year | Nonitoring & assessment of budget status
by ONED's for 1988-89 budget Quarterly Reports On-going 1968-99
6.12.4| Nonitor 1989-90 Budget during the fiscal year | Monitoring t assessment of budget status On-going 1909-90

by ONED's

for 1389-90 budgets
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J.0 - TASK &, PROGRANNING, BUOGETING & WANAGENENT INFORNATION SYSTENS WORK PLAN
TASK No YORK ACTIVITY OUTPUT/ DELEIVERABLES TARGET COMPLETION 0ATE
§.12.0 DEVELOP ONED CAPABILITIES
§.13.1| Update and evalvate training programs Training programs modified according to End of January 1808
needs,
§.13,2] Establish central control of NIS Central control of NIS data base system is tnd of Decenber 1349
data base systea in ONEQ aaintained by governorate ONED
6,13, Oevelop capacity & skills to monitor G0E capacity to monitor investments, 0 & N 0n-qoing
procedures and budgets, and solid vaste activities is developed
§.13.0] Continue to evalvate staffing needs and assign | Skill transfer on analytical capabilities
additional staff on budget issues 0n-going
6.13.5( Develop aastsr TA coordination and site - Aduinistrative procedures to ensure Inter-
specific ylan for Phase 11 Agency cooperation and coordination are in-
stalled
- Basic strategies related to governorate
operations are developed
- Sectoral plans and prograss based on
development proposals are formulated
- Criteria for prioritizing capital and
operating budgets are developed
- L0 I1 8505 ¥ 0N action packges are
integrated into governorate and distriby-
tion operations
NILESTONE (1)) SITE SPECIFIC PHASE I1 WORK PROGRAN BY
GOVERNORATE END OF SEPTENBER 1848
6.06,0 | OEYELOP PROCEOURES, POLICY & PROCESS FOR
BUDGET DEVELOPKERT
.04, 1) Develop procedures for Capital Inprovement Oraft CIP Report is prepared covering

Progras (CIP)

developaental goals, prioritization cri-
teria, and CIP developed policies

End of November 1908

KILESTONE {14)

CAPITAL INPROVENENT PLAN ADOPTED BY GOVER-
NORATE FOR 1989-90

END OF NOYEMBER 1948
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3.4 - TASK &, PROGRAMNING, BUOGETING & WANAGENENT INFORNATION SYSTERS WORK PLAN

TASK No VORK ACTIVITY OUTPUT/ DELIVERABLES TARGET CONPLETION DATE
6.18.2 | Oevelop procedures for capital budget = CIP report revieved and amended End of October 1308
developaent process
= WIS softvare implemented
- Coordination with planaing and operations
departaents
- Tinelines identified
- Instruction manual prepared
NILESTONRE (1%) REVISED CAPITAL BUDGET PROCESS INSTITUTED FOR
1989-90 BUOGET EHD OF OCTOBER 1941
6.14.3 | Develop procedures for operating (OUN) budget | Foras, procedures and reports are designed
developuent process
Preliminary budget calendar is developed
NIS softvare tested
Available resources estinated
Instruction manual prepred End of October 1508
KILESTONE (186) APPROYED REVISIONS TO OPERATING (O%M)
BUOGET OEVELOPNEHT PROCESS INSTITUTED END OF OCTOBER 1988
b 10,41 Conduct in-service training in nev process Consensus on nev processess devaloped and
for GOE agencies in-service training conducted End of November 1968
6.15.0 | MANAGEMENT INFORNATION SYSTEN DEVELOPMENT
§.15.1] Evaluate Governorate Arabic project tracking Evaluation of nev project tracking
systea systen in Aradic Nid July 1988
NILESTONE (1) ARABIC PROJECT TRACKING SYSTEM
IN ALL GOVERNORATES NID JULY 1988
§.15.2 Select and install automated capital budget Capital bufget development KIS support soft-
development support system vare End of October 1908
€.15.3] select and install automated operaiing budget Operating budget development HIS support soft-
development support sytem vare End of Noveaber 1988
NILESTONE (18) WIS BUDGET OEYELOPMENT SOFTWARE INSTALLEO FOR
1989-90 PROCESS END OF NOYENBER 1900
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1 -

TASK §, PROGRANNING, BUDGETING & WANAGENENT INFORMATION SYSTENS WORK PLAN

TASK No

VORK ACTIVITY

OUTPUT/ DELIVERABLES

TARGET CONPLETION DATE

61504

Continue work program on other automated
sanagenent systeas for major operating de-
partasts;

+ Dafine information requirements

. Perforn feasibility analysis

» Recommend plan for resource requirements
and time phased fmplenentation

Recoamendations for resource requirements
and tine phased fnplementation plan

End of May t449

NILESTONE (18)

NIS PLAN FOR OTHER NAJOR NAMAGENENT SYSIENS

END OF MAY 1948

5182

§.16.3

PREPARE GOVERMORATE S-YEAR PLANS
Prepare forecast for 1980-89 fiscal year

Prepare forecast for 1909 - 99 budget
development

Vpdate forecast quarterly

Inplenentation of S-year forecasting wodel
fron Phase [

End of October 1509

NILESTONE (20)

1009-90 - 1992-93  FORECAST OF REVENVES AND
EXPENDITURES

END OF OCTOBER 1508

§.10.0

6000

6.17.2

PREPARE ANNUAL NAINTENANCE PLAM {ANP) FOR
GISTRICTS ANO GOVERNORATES

Operating departaents prepare ANP coordinating
8505 projects

Annval saintenance plan reflected in budget
developaent process

Plan and timelines fwplemented in 1909-90
Budget requests

Annual maintenance plan reflected in invest-
nent decisions

End of Noveaber 1908

End of Narch 1949

NILESTONE (21)

ANNVAL NAINTEMANCE PLAN SUBMITTED FOR 198999
QUDGET DEVELOPNENT

END OF NOYENBER 1988

h18.0

6.10.1

.02

6183

CONDUCT 1389-90 BUDGET OEVELOPNENT PROCESS
Adopt 1909-90 Capital Improvement Program

Conduct 199290 capital budget developsent
process

Conduct 1909-90 operating budget developnent
process

CIP approved by governorate

CIP development process inblelentel

ONED offices conduct budgét process

End of Wovember 1904

Ead of March 1999

End of March 1809
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3.0 - TASK 8, PROGRANNING, BUDGETING & WANAGEMENT INFORMATION SYSTENS YORK PLAN
TASK No VORK ACTIVITY OUTPUT/ DELIVERABLES TARGET CONPLETION DATE
6.19.4) Prepare consolidated budget documents Budget documents End of Narch 1989
6.10.5( Enter adopted budget into fiscal monitoring Introduce decentralized aunicipal management | €nd of July 1949
systen systens concepts in budget monitoring for
1989-80 Budget
6.19.0 | PREPARE FOR 1990-91 BUDGET DEVELOFNERT PROCESS
6.19.1] Evalvate 1989-90 budget development process luprovenents to 1989-90 budget developaent End of June 1863
and revise as appropriate process reflected
§.10.2; Perforn preliminary preparations for 1990-41 Prelininary planning completed for 1990-41
process budget developaent process End of October 1909
6018 Evaluate T and ONED perforaance and effecti- | fyaluation completed End of Deceaber 1809
veness and enhance where required
§.20.0 PREPARE LD II (ACTION PACKAGE) FINAL REPORT
6.20.1) Prepare findings and reconmendations susmari- | Findings and Recommendations
ting progress inpleaentation action package End of Kovember 1889
§.20.2f Prepare draft report and discuss with client « Draft report
- Discussion of inplementation progress End of Septeaber 1919
§.20.3| Prepare fina) report and present to client Final report on project action package End of December 188§

NILESTONE (22)

FINAL REPORT ON ACTION PACKAGE § CONPLETED

END OF DECENSER 1909
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TASK 6 - PROGRAMMING, BUDGETING & MIS ACTION PACKAGE

York Activitiy Phase I To June 20, 19860

Description Janvary | February Narch April Nay June

KOBILIZATION

PROJECT INITIATION & ORIEWTATION

Gather Relevant Data
Conduct Orientation Intervievs at Governorates ——
Conduct Orientation Neetings at NOF & NPIC -

INSTALL ONED'S & DEVELOP AWALYTICAL SKILLS

Appoint OKED Director

Establish Hiring Schedule and Timel{ines

Assist Tn Staft selection Process

Assess Preliminary Training Needs
Oevelop Site Specific York Progras

NONITOR & ASSESS 1988-80 CONSOLIOATED BUDGET
OEVELOPMENT PROCESS AKD PROCEDURES

Identify Developaent Process

Conduct Interviews and Document Present Process
Analyze Current Fiscal System Support to Wonitor
Budgets

Review Present NIS Capability to Support Budget De-
velopaent Process

Prepare Findings and Reconmendations For Diagnostic
Report on Budget Developsent,

On-going skill Transter of Analytical Capability
NIS OEVELOPNENT - PHASE I

Project Tracking System
+ Enhancements
. Arabization
« Training
« Installation - Arabic Systen in all Governorates

Identify Budget Developnent NIS Requirements

OEVELOP S-YEAR FORECAST NODEL

Identify Data Availability and ¢ather Base Tears
Select Forecasting Nethod & Software Somt—

Prepare Findings & Recommendation Report
Conduct Trial Forecast
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TASK & - PROGRANMING, BUDGETING & NIS ACTION PACKAGE

Vork Activitiy Phase 1 Yo June 30, 1980

Deseription January | February Narch April Nay June

ANNUAL WAINT, PLAN PRELININARY PLANNING FOR 1989-%0
BUDGET

Establish Joint Team from other Action Package Areas,
0tN, 850§ s sy
Develop Budget Timeline and Plan Criteria

Develop Work Program and Assign Responsibilities

PREPARE/UPDATE DETAIL WORK PLAN FOR
PHASE 11

PREPARE PHASE I - REPORTS

Participate on ULOC & GLOC Scheduled Neetings
Utilize DHES Engagement Planning Control
Prepare Nonthly Progress Reports for USAID

Prepare Inception Report Section
Prepare Diagnostic Report Section
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TASK ')+ PROGRANMING, BUDGETING & NIS ACTION PACKAGE

York Activitiy 190 1909
Task Dascription ist Qtr ind Qtr | 3rd Qtr | Mth Qte | Sthqtr | 6th qtr
$.10 PHASE T1 INITIATION —
[]] PROGRESS REPORTING COORDINATION & MANAGEMEMT
6,110,104 Nonthly Progress Reports & Neetings
§.11,2] Participate fa ULOC & GLOC Scheduled Meeting
§.11.31 Implement OHES Project Nanagement System For Phase Jl
Subtask Tracking |
$.12 NONITOR APPROVED QUOGETS & INVESTNENT PLANS
5.1, DEVELOP OMED CAPABILITIES
(1} DEVELOP POLICIES, PROCEDURES, & POLICIES foR
BUDGET DEVELOPNENT PROCESS
E00 0| Capital Improvement Procedures
§.10.21 Capital Budget Davelopment Process
6,003 Operating dudget Development Process
B 004 In-service Trafning for GOE Agencies p—
[ 1) NG DEVELOPNENT
18,00 Complute Installation of Project Tracking Systen b
§.15.2( Select and Install Capital Budget Development
Softvare
6.15.31 Select and Install Operating Budget Development
Softvare
§.15.41 Conduct Study of Other Najor Operating
Departaents NIS Keeds
5. 18 PREPARE GOYERNORATE $-TEAR FORECAST
6. 16.1( Complete Foracasting Wode!
§.16.2] Prepare Forecast For 1985-90 Budget Development S
6.16.3] Update Forecast Quarterly — . — [ —
i1 PREPARE ANNUAL NAINTENANCE PLAN
FOR 1909-00 BUDGET DEVELOPNENT
§.40 CONDUCT 1909-90 BUDGET DEVELOPNENT PROCESS
(18] PREPARE FOR 1990-91 BUDGET DEYELOPNENT PROCESS
6,20 PREPARE LD I1-URBAN FINAL REPORT

- 51 -




SBection 4

OPERATION AND MAINTENANCE

4.1 TASK BACKGROUND

4.1.1 Task Description: Considerable effort was focused on
operation and maintenance during the NUS Project. Several
analyses and plans were conducted and developed. The major
constraint was the 1limited institutional capabilities of
governorates and districts in terms of management systems,
physical plant and equipment, and technical skills required to
operate and maintain public services and facilities. 1In
summary, the following major achievements were recorded in this
area in the NUS Project:

© A comprehensive survey of operation and maintenance needs
for the NUS sub-projects was conducted and cost estimates

were developed. An operation and maintenance plan was
implemented, and a significant portion of the plan was
completed.

© A detailed report of the roads conditions and needs for
the Suez Governorate was prepared. The report includes
the following data and analysis:

= Conclusions of the inventory survey of the roads

network:

Paved roads in good condition 27.08 kms.
moderate condition 66.54 kms.
poor condition 23.16 kms.

Total 116.78 kms.
unpaved roads: 87.30 kms.

Total length of the network 204.11 Kkms.

- Analysis of the existing organization, staff and equip-
ment of road maintenance units and departments.

- Recommendations on work levels and standards develop-
ment, preparation of maintenance cost estimates, and
the budgeting prc-ess.

o Early in the NUS Project, a comprehensive analysis of the
operation and maintenance status of the rolling stock in
Greater Cairo and Alexandria was conducted. Based on this
analysis, the following actions were taken:
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- 0 & M facilities in both Greater Cairo and Alexandria
(4 Governorates and 23 districts) were surveyed and
their status was defined. A recommendations report on
O & M facilities improvement was developed for each
Governorate. On this basis,special maintenance facil-
ities programs were developed and implemented,
including renovation of existing facilities, construc-
tion of new ones, and the pu.-chase of equipment and
toolm for the garages and workshops.

- An inventory and status survey of the CIP vehicles and
equipment was conducted in Greater Cairo and Alex-
andria.

- A preventive maintenance manual in Arabic was developed
and distributed to each of the units in the four
governorates. This manual specifies improvements in
maintenance management, parts storage, and overall
reporting procedures including distribution of all new
logs and reporting forms to accomplish effective
preventive maintenance.

- A special program for the rehabilitation of the entire
CIP fleet in the Alexandria Governorate was developed.
The program includes:

The alteration of space for a new spare parts
warehouse and implementation of a Kardex system for
inventory control was planned and completed. The
warehouse 1is provided with modern shelves, bins,
Kardex files and cards.The warehouse and Kardex
system is now in use.

A training workshop program on Kardex use and ware-
house management was developed. The workshop was run
once in Alexandria with four spare parts engineers
and 15 store keepers attending. Trainer and trainee
manuals in both Arabic and English were developed.

A list of locally manufactured spare parts to upgrade
the fleet is ready for bidding once funds are
distributed to the Governorate.

A one time repair contract, involving the private
sector, is ready for bidding. Invitation to bidders
to pre-qualify was advertised, and 13 private sector
firms responded. The bidding process is proceeding.

Organizations of all garages and workshops in the
Alexandria Governorate were reviewd by the TaA
Contractor. A re-organization proposal for all units,
including the CcCentral Workshops, was presented to
Governorate officials, approved, and implementation
begun in the Ras-El-Soda Garage. Implementation will
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proceed on completion of the construction of the
other facilities .

A comprehensive incentive pay plan was submitted to
the Governorate. H.E. the Secretary General approved
the plan and promised to try to find funds for
implementing this program.

o The LD II Urban Operations And Maintenance of Infra-
structure Action Package will result in several activ-
ities that will:

- Integerate the on-going O & M programs to cover all
concerned governorates.

- Apply the Alexandria program for upgrading the CIP
fleet to other governorates, to cover all vehicles and
equipment.

- Develop five year (1988-1993) O & M system plans that
emphasize utilization of existing equipment and human
resources, and introduce new techniques, operating
procedures and management systems. -

- Design and implement a maintenance management informa-
tion system with central and data-base management.

4.1.2 goopo and Approach: The approach of the O & M team is
detailed in the work program, Section 4.4. The O & M component
of the action packege will require, besides review and follow-
up of on~-going programs, extensive preparatory activities in
rhase I. Three major activities are:

o conducting interviews with local government officials in
the 6 Governorates who are involved in O & M to collect
specific data and updating available existing data.

o Analysing data and preparing recommendations for O & M
special programs. o7

o Preparation of criteria and guidance for the implemen-
tation of these special programs.

The completion of the above activities during Phase I will be
reflected in the Diagnostic Report and the detailed Phase II
work plan. Budgeting requirements will be developed from the
data collected.

4.1.3 pProblems, cConstraints and Solutions: The problems and
constraints are common to all governorates and districts and
generally fall into the following categories:
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o The limited capabilities of the projects departments in
Governorates and districts in terms of:

- Appointing best qualified consultants and contractors,

- Lack of coordination between the projects departments
and the user departments resulting in:

"a. Many change orders and overruns in the construction
stage.

te b. Delays in completion.

.e. A long time lag between the completion of
construction and start of operation of the
facility.

~ Poor planning, monitoring and quality control that
results in complicated and more expensive maintenance
requirements.

o Poor organization and staffing of O & M units at all
levels.

o The absence of adequate O & M systems and programs. Ade-
guate preventive maintenance programs, reporting systems
A and work standards do not exist.

.*"“o Budget proposals are not well prepared and justified.
a7 This results in lack of adequate funds for O & M.

~ o The lack of understanding of the importance of proper
O & M of the infrastructure, fixed plant and the rolling
stock leads to an inbalance between the investment cost
N and the 0 & M needs budgets.

o The low productivity of O & M units due to low wages and
the lack of reasonable incentives to increase product-
ivity.

In solving the problems and relaxing constraints the procedures
and systems that were successful in the NUS Project will be
implemented in the Governorates of Suez and Port Said and
reinforced in Greater Cairo and in Alexandria. In conjunction
with governorate authorities, ways to involve the private
sector in operation and maintenance of basic services will be
explored and implemented where feasible. The areas feasible

. for private sector involvement will be identified in the

Diagnostic Report after governorate personnel and the Project
Implementation Coordinators become familiar with the objectives
of the LD II Urban Project. TA Contractor personnel will

F~\‘{ PR YIRS PN O P IR S EECTAY
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emphasize private sector involvement whenever such involvement
appears practical and efficient.

4.2 RESOURCE REQUIREMENTS:

4.2.1 Manpower
O & M Group
11 person months Albert McCarty, Assistant Project Director,
Engineering
24 person months Fouad Sultan, Chief O&M
24 person months Essam E1l Din, Engineer

24 person months Gamil Ashmawy, Engineer

4.2.2 Financial: Except for training needs which are discussed
in the training section of this report, no changes are anti-
cipated during Phase I.

4.2.3

/

/.

Training:

=) Tl s - 'C NI )

ey .t
A -,r”t.!‘v'/'“
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! v
O Extensive training is needed for 0 & M managers, engi-
neers, supervisors and labor. It is desirable to include
the following topics in all seminars and meetings with
Popular Executive Councils,

The importance of P.M and repair of the infras-
tructure, fixed plant and the rolling stock.

How to remedy the imbalance in budgets between invest-
ment and recurrent cost.

Financing of local services,infrastructure and equip-
ment.

Effective 1linking between O & M planning and the
budgeting system.

The importance of improving the incentive wage program
to encourazge greater productivity in O & M units.

It is desirable to train a number of engineers in the USA

as follows:

T4 T// 1., WA

15 «civil engineers in 1local government maintenance
units and/or centers on "Management of O & M for Infra-
structure and Fixed Plant". The course duration woulr
be 3 weeks.

20 pomeof B
25 mechanical andgélectrical engineers)in local govern-
ment workshops and garages on "Management of 0 & M for

L i
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the Rolling Stock". The duration of the course would
be 4 weeks.

o In-Country, several training workshops and on the job
training programs are essential for O & M managers,
engineers, spare parts store keepers and workers,
involving 491 engineers and store keepers and 1040
workers of various skills.

Data Collection:

Data collection involves three main tasks: first, wupdating
the available data for both Greater Cairo and Alexandria;
second, collecting data for the other two governorates.
Primarily this data will include:

o The detailed organizational charts and staffing for all
O & M units and centers.

o Survey and status of existing infrastructure, fixed plant
and rolling stock, and needs.

o Current procedures; reporting and budgeting.

o Current status of spare parts inventory control system
and future needs.

o Private sector involvement in O & M activities.

' < o L e S
The third task will be checking the reliability of the
collected data on which basis plans will be developed and
then implemented.

B . Soc L,
I Ly R SR TR I
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Ad -+ TASK 7, OPERATIONS AND NAINTENANCE WORK PLAK
TASK Mo VORK ACTIVITY QUTPUT/ DELIVERABLES TARGET COMPLETION DATE
PHASE 1
1 INITIATE PROJECT
1.1, 1] Based on contract requirements and TA Con- Inception Report End of Narch, 1189
tractor's proposal prepare vork plan to
accomplish required tasks
NILESTORE (1) INCEPTION REPORT COMPLETED ERD OF MARCH, 1989
1.2 BACKGROUND ANALYSIS
1.2.1] Interview governorate officials and collect Needs assessaents, organizational charts, End of May, 1948
data staffing charts, equipment fnventories and
budgeting procedures are received from gover-
norates
1.2.2] Analyze data and forsulate recommendations Recosnendations are foraulated End of May, 1988
1.1 OPERATION STRATEGY
T.3.1] Analyze infrastructure data and assist gover- | Recommendations furnished to governorates tnd of Nay, 1994
nerates in defining 0 & N budget estinates
for FY 1988/88
1.3.2] Furnish qovernorates criteria and quidance and | Special projects are prepared and subaitted End of June, 1500
assist in preparation of special projects fer funding action and on-going
14 NANPOYER/PRODUCTIVITY
LA tf Identify potential areas for private sector Privatization opportunities and perspective End of June, 1388
involveaent contractors are identified and on-going
1.5 NAINTENANCE NANAGENENT
1.5.1] Follow up special garage programs in Greater Coapletion of garage construction End of Janvary, 1989
Cairo aad Alexandria
1.5.2] follov-up Alexandria CIP fleet repair Completion of Ist LD II Urban Special Project | Dngoing to end of April
1989
1.6 PROJECT REVIEY
1.6.11 Reviev and analyze data, accomplishaents, con- Diagnostic Report End of June, 190§

straints and probless, and based on conclusions
forsulate recomaendations

NILESTONE (2)

DIAGNOSTIC REPORT COMPLETED - END OF PHASE [

END OF JUKE, 1988
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A b = TASK 7, OPE:ATIONS AND MAINTENARCE ¥ORK PLAN
TASK No YORK ACTIVITY QYTPUT/ DELIVERABLES TARGET COMPLETION DATE
PHASE 11
13 OPERATIOR STRATEGY
1.3.t] Review existing 0 & N managewent systeas and Proposals subaitted to governorates for con- | End of October, 1988
prepare proposals defining maintenance levels | sideration and implementation
vith appropriate responsibilities and reporting
systems
1.3.2| Analyze infrastructure data and assist gover- | Recommendations furnished to governorates End of May, 1983
norates in defining 0 & X budget estinates, and on-going
FY 1383/90 and subsequent years
1.3.3| furnish governorates criteria and guidance and | Special projects are prepared and subitted 0n-going to end of
assist in preparation of special projects for funding action August, 1989
KILESTOKE {3) SYSTENATIC PREVENTIVE MAINTENANCE PROGRAN ENO OF DECENBER, 1908
ESTABLISHED IN GREATER CAIRO AND ALEXANORIA
GARAGES
1.4 KANPOYER/PROOUCTIVITY
LAI| Review existing organizations and the staffing | Recommendations for Cairo Governorate syb- End of September, 1809
of 0 & W units and centers in districts, CBA's | mitted to Cairo authorities for consideration and on-going
and governorates; analyze for improved and implementation
effeciency and effectiveness, Begin vith
Cairo governarate and axtend to other gover
norates
T2 Ldentify training needs for vorkshop and fixed Required training scheduled End of August, 1009
plant maintenance personnel and on-going
1.0.3f Develop vork standards and methods of per- Standards and information systems are ready End of January, 1969
formance measurements with appropriate in- for implemenation
formation systeas
1ob. 4| Develop performance indicators for garages Performance indicators are established End of January, 1309
and workshops
NILESTONE (V) EFFICIENCY AND EFFECTIVENESS OF GARAGES AKD END OF APRIL, 19988
YORKSHOPS IMPROVED AS EVIOENCED BY REOYCTION
OF DOYNTINE OF VEHICLES ANO EQUIPNENT
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TASK 1, OPERATIONS AND WAINTENANCE ¥ORK PLAK

TASK Mo

YORK ACTIVITY

OUTPUT/ OELIVERABLES

TARGET COMPLETIOR DATE

EQUIPNENT/STORES

Assist maintenance units in Greater Cairo,
Suez and Port Said governorates in developing
etfective inventory control systems and vare-
housing sinilar to Alexandria pilot sffort

Using data generated in the (D II project,
nake a cost comparison analysis of in-house
versus contracting maintenance services

Conduct ¥inancial analysis to include P.K.
and repair costs, and define a systea to
calculate *repair or replace® cost justi-
fication

Using data generated and experience qained in
L0 I1 project assist governorates in preparing
an equipment replacesent schedule

Spare parts varehouses ysing Kardex fnventory
control system are operating in governorates

Cost/benefits of contracting indicated

Governorates are provided a system on which to
base "repair or replace® decisions

Governorates are provided a system for pre-
paring an equipment replacement schedule

End of Kay, 1989

End of Karch, 1989

End of June, 1989

End of July, 1989

KILESTONE {5)

158 OF FLEET IN GOYERNORATES IS AVAILABLE FOR
DISPAICH

END OF AUGUST, 1989

NAINTENANCE NANAGENENT

Provide technical assistance to governorates,
(BA's and districts to institute a systematic
0 & N progras

Inpleaent priority I investaent special pro-
jects in all governorates

Inplenent rolling stock rehabilitation pro-
grass in all governorates

Taplenent developed organizations and systens.
Analyre results and make appropirate changes
and improveaents

Governorate vorkshops adopt a system for
scheduling and performing 0 & N work

Nev projects identified and reconnended to
governorates
Inproved equipment availability

Recommendations for improvements to organi-
tations and systems furnishad to governorates

End of September, 1989
and on-going

End of August, 1589
and on-going

End of August, 1989
and on-going

End of August, 1389
and on-going

PROJECT REVIEY

Review and analyze progress, accosplishaents,
problems and linitations, and based on con-
clusions formulate recommendations

Final report on 0 & N Action Package

End of September, 1969

NILESTONE (6)

FINAL REPORT CONPLETED

END OF SEPTENBER, 1368
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Ao = TASK 7, OPERATION ARD MAINTENANCE

York Activitiy Phase 1 - To June 30, 1400
Task Description Janvary | Febrvary Narch Aprit Koy June
1.1 INTTIATE PROJECT
1.1.1] Prepare vork plan to accomplish required tasks
12 BACKGROUND ANALYSIS
1.2.1] Interview governorate of ficials and collect data
1.2,2] Analyze data and foraulate recommendstions J— —-J
1.1 OPERATION STRATEGY
1.0.0] Define 0 & N budget astimates for FY (900/08 s————
1.0.2] Assist in preparation of special projects
T4 NANPOYER/PRODVCTIVITY
T.4.1] Ldeatify poteatial areas for private sector favolve- ———
sent
1.8 MAINTEMANCE NANAGENENT
1.5.1] Follov-up special qarage programs {n Greater Cairo
and Alexandria
1.5.2| Follov-vp Alexandria CIP flest repair
1.4 PROJECT REVIEY
1.8.1] Prepare Diagnostic Report
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Lb - TASK 7, OPERATION AKD MAIHTENANCE

York Activitiy

Phase 11 - Jyuly 1, 1988 To Dec. 31, 1989

Task Description Ist Qtr | 2nd Qtr | ded Qtr | 4th Qtr | Sthoqtr | sth Qtr
1.3 OPERATION STRATEGY
1.0.1| Define waintenance levels with appropriate reporting  ioeseme——m—
systeas
1.3.2) Assist in defining 0 & W budget estimates
1.3 Assist in preparation of snecial projects
1.4 NANPOYER/PRODUCTIVITY
ToALtf Analyze 0 & N units for effectiveness and efficiency |ommemes f——
14,21 Mentify training needs
P.Au3[ Develop work standards and methods ———
104 Develop performance indicators e ——
1.8 EQUIPHENT/STORES
1.5.1f Gevelop inventory control systems in Greater {airo,
Suer and Port Said %—-
1.8.2 la!etcost conpar?son of in-house versus contracting
naintenance seryices ——7
1.5.3| Define a systen to calculate *repair or replace® cost e ——
justification
1.5.4] Assist in preparation of an equipment replacesent +
schedule
1.6 NAINTENANCE NANAGENENT
161 Institete a systenatic 0 & N progran
1.6.2 loplenent priority I investaent special projects
1.6.3( Implenent rofling stock rehabilitation progras —— J—
1.6.4| Recommend inprovements to organizations and systems
1 PROJECT REVIEY
T.hI| Prepare final report L
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Bection 5

LAND MANAGEMENT

5.1 Task Background

5.1.1 Task Description: Urban areas of Egypt are confronted
with severe problems. Not only are many existing areas
overcrowded and deficient in infrastructure and community
services, but population growth and urban migration are adding
an ever increasing demand on urban services and housing. To
meet this demand, especially for inhabitants with 1limited
incomes. A tremendous effort on the part of the GOE, and in
particular the six participating governorates, will be
required. Government activities to date, while providing
subsidized housing and housing credit extensions to existing
towns and new towns, have not been anywhere near the scale
needed. The financial burden of these programs and the
inability to recover the costs of provision have meant that
Government resources are severely constrained. '

At the same time, the growth of Egypt’s major towns continues
and without appropriate Government interventions new unplanned
or spontaneous! areas are being created daily. These will, in
turn, require upgrading in the future at high cost to the
Government. In 