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findings and rccommendations.

The Diagnostic Phase, conducted during the first six months of the Project, resulted in
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Section I

INTRODUCTION AND EXECUTIVE SUMMARY

This Report, entitled Local Development 1 Urban Diagnostic Report, has as its main objective
the presentation of a detailed Project implementation strategy to accomplish the goals and targets
autlined in the USAID Project Paper and the Terms of Reference (TOR) for the Technical
Assistance (TA) Contractor. To this end, a serics of work plans have been prepared which outline
the step-by-step activities to be undertaken by the various TA Contractor technical teams in
fulfillment of their respective work program mandates.

This cxcrclse obviously builds upon the concepts, work program approaches and strategies
presented in the Inception Repor, submitted by the TA Contractor to the Government of Egypt
(GOE) and USAID at the end of March 1988, To date, comments have been received and
discussions licld on Report contents with USAID, but there has been no reaction from the GOE.,

Al the same time, however, the Diagnostic Report, through infensive ficld reconnaissance and
discussions with local government officials and staff, attempts to asscss the validity of LD II Urban
Program achicvements in ‘erms of time and budget constraints, stafl resources and GOE priorities
and/or receg tivily to various program components and targets.

By validity is mcant what level of achievement can rcasonably be expected to be attained
during the two-ycar TA Contract period. And, based upon thesc assessments, significant
affirmations of and/or deviations from the TOR Scope Of Work and from initial program
implementation strategics are presented for discussion to the GOE and USAID by the TA
Contractor.

This Report, thercfore, becomes the vehicle through which the various parties to the LD II
Urban Project debate those significant program element issues surfacing during the first six months
of the Project and come together in agrcement upon 4 final Work Plan for the remaining 18 months
of the initial Project period. As such, this Report is presented in draft form with the cxpectation
that substantial discussion will result from USAID and GOE review of Report content, findings and
recommendations,

1.1 Diagnostic Report Structure

111 Scction 1, Introduction And Excculive Summary, is designed to provide the reader with
an overview of Project progress to date, as well as a general summary of TA™ Contractor
recommendations for realistic implementation of program mandates and targets. 'n support of
the proposed Project implementation strategy, Section 1 presents a summary of amended
and/or additional GOE and TA Contractor resources required to fully execute the proposed
Work Plan.

Section 1 also addresses the issuc of which work program tasks arc feasible and
minimally requircd for satisfactory Project performance. In this regard, however, it must be
noted that "feasibility" is relative with respect to various GOE structures and inferests.

1
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112 Sections 2 through 8 present Core Action Package assessments of progress to-date and
proposed Project implementation strategies rclative to their respective arcas of technical
interest. For the Diagnostic Report, the refined Work Plans and Chronograms arc put
together in Appendix A. However, should the reader desire, the Work Plans and Chronograms
can be collated with their respective Action Package narrative scctions to form a complete
and independent scope of work for cach major technical component of the LD II Urban

Project.
The Action Packages are:

Scction 2 - Basic Scrvices Delivery System (BSDS)
Scction 3 - Programming And Budgeting (OMED)
Scclion 4 - Management Information Systems (MIS)
Scction 5 - Operations And Maintcnance (O&M)
Scction 6 - Land Management (LMU)

Section 7 - Solid Wastc Managcment

Section 8 - Training

Programming And Budgeting and Management Information Systems are split into scparate
sections for this Report to rcflect the varying aspects of implementation and feasibility of
target achievement between these wo arcas,

Each of the Core Action Packuge Scctions arc organized as follows:

Part A- BACKGROUND ANALYSIS

o  Review of Project Targets And Mandates
o  Data Reconnaissance Efforts
o  Analysis of Existing Situation

Part B- WORK PROGRAM IMPLEMENTATION

o0  Implementation Stratcgy
o TA/GOE Resources Required
o  Program Outputs.

113 The Diagnostic Report also contains three appendices; one for the Work Plans and
Chronograms, one for MIS forms and charts and onc for Phase II training coursc descriptions.
It should also be notcd that the Diagnostic Report exercise has gencrated a number of
technical analyses and proposals which will be submitted separately as technical memoranda.

Progress To-Date

As can be obtained from a review of the Monthly Progress Reports, progress on the LD
Il Urban Project has becn quite mixed. In some areas, where the collection of data is
requircd to devclop new GOE staffing and systems structurcs, the results have not been good.
In other arcas, where additional funding and equipment is involved, more progress has been
made, although surprisingly sub-projcct impicaicntation (Investment and Maintcnance Plans),
which has been the backbone of both the NUS and LD I Projects, is extremely disappointing.

2



121 Review Of Project Agrecment - In assessing the progress of the various Program
elements, it is appropriate to recall the committments made in the USA/GOE Program Grant
Agreement for Local Development II. This Protocol, signed by the American Ambassador, the
Director of USAID/Egypt, the GOE Deputy Prime Minister and the GOE Ministers of Finance
and Local Government, clearly states that the following activities must be undertaken to honor
the Agreement:
o  Establishment of a Basic Services Delivery System, incorporating:

1, Asscssment of needs

2. Allocation of resources to cach participating unit

3. Preparation of detailed Investment and O&M Plans

4. Implemcntation of same within one year; and

5. Evaluation of results,

o  Bstablishment of a Local Resource Mobilization (LRM) system, incorporating:
1, Impraved Local Government budgeting and financial systems (OMED)
2. Increased collection of local revenues; and

3. Improved management and administrative systems such s MIS and accounting.

9 Establishment of Training Programs, to include:

1. In-country training for professional and technical staff in support of project goals,
targets and mandates.

2, USA ftraining, on a selected basis, to provide in-depth skill upgrading to promising
GOE managers in key Project technical areas,

@ Creation of appropriatc administrative and management structures (committees, sub-
commiltees, Amana, ctc) to cnsure the timely and successful implementation of Project
components.

Successful implementation of the above cited technical and administrative cfforts should
result in; —~

o  Significant improvement of administrative and operational cfficiency in each governoratg,
vis-a-vis upgraded management structures, operational systems, staffs, equipment and
training.

o More ecffective dialogue and inter-coordinated functional rclationships with regional,
central and parastatal authorities. This can also be a basis for impravemcat of inter-
agency services and investments according to agency plans and Country policics.

3



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

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

o  An in-place functioning OMED staff with supporting administrative and management
systems. '

o As an important componcnt of the above, an operational Management Information System
(MIS) structured to track the status of governorate and district basic scrvicc investments
and to provide all data nccessary 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 cfficicnt application of the same to cnsure appropriate public
and private sector participation in mecting 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 institutionalizcd manpower development and training program that can be basically
supported through GOE resources.

o  New plans and programs cmphasizing local resource mobilization, cost recovery and public
participation (financial and in-kind) inputs.

122 General Progress Assessment - In reviewing progress to-date, Project componcents can
be categorized into administrative and technical activities:

1221 Administrative_Activitics:  Administrative activities can be defined as thosc
functions neccssary to the overall coordination and general implementation of the LD I
Urban Project.

o  Project Implementation Coordinators (PICs); One of the brighter Project aspects 1o

date, although PIC selection did not occur as quickly as anticipated. The original
concept in the TOR was six PICs. This was expanded to ninc by the ULDC. Eight
of the ninc have been appointed as follows:



Govermorate Namg of Coordinator

Cairo Mr, Basseem Sabra
Mr. Abdcl Rahecm
Ahmed

Sucz Mr. Hosni el Dessouki

Port Said Mr. Yehia Khalil

Gha Mr. Saad Kamel

Qaljubla Mr. Mahmoud Ismail

Alexandria Mr. Ahmzd Mokhtar

Datc Appainted

January 1988
(Previously NUS
Coordinator)
(Responsible for
O&M at
Governorate)

January 1988
(Previously NUS
Coordinator)

Fcbruary 1st,88
March 1st, 1988
Ma.ch 1st, 1988
April 1st, 1988
June 1st, 1988

Mr, Mounir Mokhtar June 1st, 1988

Starting May 1st, Mr. Bassccm Sabra has been appointcd as the ULDC
Coordinator, rcplacing Mr, Hosni ¢l Hoteibi. Consequently, the third coordinator,
yet to be nominated by Cairo Governorate, should be responsible for O&M.

Except for the Alexandria PICs, scven coordinators participated in extensive
on-the-job orientation conducted by the various TA Task Groups during the months
of April and May, 1988, Also, all PICs meet regularly on every third Thursday of
thc month at the TA Contractor officc in Cairo. In addition, consccutive and
rotating scheduling of site visits to the projects in each governorate arc now in
progress. These site visits include the TA Contractor tcams and all PICs, so that
a tcam approach is brought into the coordinator cffort.

Accelerated oricntation has been offercd to the two PICs latcly appointed far
the Alexandria program to catch up with the 1est of the group, Mr. Mounir
Mokhtar will be responsible for O&M in Alexandria,

All spaces allocated for PIC work stations have bcen furnished by the TA
Contractor,

Commiltces:  General administration, policy development and program declsion-
making related to LD II Urban matters, according to the Project Agrcement, Is
basically to be accomplished through a committee system. The status of this system
is:

- Urban Local Development Commitige (JLDC); The “umbrella® body for deciding

urban matters, it should scrve as a forum for policy discussion and program
development in all Project arcas. Has met once since the Project started six
months ago.



o

- ULDC Amana; The staff support group for the ULDC, composed of
governorate sceretary generals and their staffs, Was formed in April, has met
three times since then. At present, is the only forum for dxscussmg Projtct
matters in-depth, Needs to meet more often.

- Training Sub-Committee; Esscntial to formulating and implementing all aspects
of the LD II Urban training program, as well as interfacing with the LD II
Amana, the Ministry of Local Government and the general consultant firm of
DAC on overall training issues. The sub-committce is the focal point for
implementing the training block grants, This_sub-committee has not yet been
formed.

Opcrations And Maintenance (QO&M) Sub-Committees; Essential to the overall
improvement of maintenance management systcms in the urban governorates,
this sub-committee also has not yet been formed. When in operation, this
body should serve as the forum for discussing facility and cquipment needs,
systems development and maintcnance training programs.

- MIS Sub-Committec; Not a part of the original commitlee structure,
nevertheless considercd by the TA Contractor to be an cssential ingredient to
successful implementation of Project MIS activities, including officc
establishment, staffing, program development and training.

Qngngatlg - Another Project area which has gone well. The Oricentation Program
was an important early activity to exposc all major GOE LD II Urban participants
to the basics of the Project. Essculmlly finished on-time, over 1280 porsons
participated in these one-day oricntation sessions.

1222 Technical Activitics: This scction reports on the progress made to-datc by the
seven TA Contractor Action Package Groups.

Basic_Services Delivery System (BSDS); Considered the heart of the Project, the
BSDS effort has been disappointing in the first six months of the Project.
Investment Plan and Maintcnance Plan implementation for FY 87 and FY 88 is
months behind. The NUS Program has not been closed out in scveral districts.
Continuing at this rate, most districts will not be eligible for funding in
November/December of this year.

Part of the problem can be attributed to changing district personnel in the old
(NUS) districts and “first timc" cfforts on the part of Port Said and Suez districts,
but more important factors are present.

1. The PICs are just beginning to get comfortable in their duties,

2. The LD II Urban Committee review and oversight process is not working,

3. District attitudes arc somewhat casual with respect to plan preparation, plan
changes and sub-project implementation.
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4, For the last tranche, districts did not receive their checks for several months
after issuance by USAID,

3. The TA Contractor Team simply cannot exercisc an cffective oversight function
in the six governorates and 43 districts, given its current staff resources.

The situation is complicated by the Needs Asscssment Surveys which are
supposed to scrve as the basis for Investment Plan and Maintcnance Plan
preparation, These, for the most part, will not be finished in time ‘or the next
plan(s) cycle. In particular, thc Maintcnance Plan component is in trpuble at this
time. To date, the BSDS Team has becn able to spend 41% of its time in the field.

Training; As s BSDS, training is one of the critical elements of the LD I Urban
Program, serving in support of all Projcct technical activities. For example, the TA
Contractor Training Group conducted the oricntation seminars,

This Group is reasonably staffed, with the result that most Phase I targets
have beon accomplished on a timely basis and in accord with TOR mandates.
However, progress in computer and management training is starting to be sgverely
plfccted due to lack of approved fundng for thesc activitics. It is estimated that it
will be late June before funds are available to implement the next stage of the
training program,

Additionally, it must again bc mentioned that the lack of a fraining sub-
committee will essentially bring the LD II Urban training program to a halt jn the
next two months, With no traiping pregram development and decision-making body,

“TA Contractor rccommendations will not have a GOE approval procedure for
program implementation,

Qperaticns And Maintenance (Q&M); The garage program continues to limp along,
although some facilities are beginning to como op-line. Ficld data for improved
maintenance systems development are coming in very slowly. The O&M TA Group
has been ablc to spend 47% of its time in the field so far, and has beenp more able
than some of the other contractor staff to render on-site technical assistance.

However, the garage construction program continucs to dominate O&M cfforts
to the detriment of other activitics, including on-site technical assistance in the
road and building maintcnance arcas.

nagem nformation m ; This Project componcnt has progressed
extremely well in those areas not affected by budget request approval, The NUS
Project Tracking System has been updatcd (1o Dbase III), dcbugged, tested and
Arabized. The system is ready for installation in the governorates.

A complete on-site computer facility nceds assessment for LD I Urban MIS
operations has been completed in cach governorate, including review and analysis of
oxisting governorate MIS structurcs. As was the case with training, the computer
needs budget was developed by the TA Contractor and submitted in March. As the

7
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successful installation of the Project Tracking System is tatally dependent upon the
equipping of the governorate MIS facilities and the training of GOE MIS staff, it is
hoped that funds will be made available soon.

The TA Contractor MIS Team has also spent considerable time on in-house
Project financial systems and in support of the other TA Groups and USAID
concerning data generation and manipulation, graphics and reports. The Team is
now in the process of developing systems support procedures for the OMED
activities.

o solid Wastc Management (SWM); Inspite of limited resourees, the SWM Tecam has
been relatively successful in fulfilling its TOR mandates to datc. Data have been

collected, mostly in the form of consultant reports, and demographics and nceds
assessment analyses have been completed. Additionally, the Community Preference
- Questionnaire has been formatted and approved by the Central Agency For Public
Mobilization And Statistics (CAPMAS).

However, this Agency has not yet given approval to take the questionnaire
into the ficld. This type of burcaucracy is causing problems for all of the Action
Package Groups.

Ficld reconnaissance undertaken by the SWM Team has revealed solid waste
necds and prioritics different in some cascs {rom those expressed in the TOR Scope
of Work. Cairo and Alcxandria best lit TOR estimnates concerning the development
of master plans and pilot collection arcas, as does Giza when coupled with the
World Bank pilot collection project and the proposed LD 11 Urban Transfcr Station
Special Project.

However, in Qaliubia and Port Said Governorates, the pressing problems are
disposal sites and transfer operations. In Suez, the most scrious problems are
transfer operations and collection equipment.  As outlincd later in the Report, the
SWM Tcam Work Program implementation strategy is adjusted to mect these needs.

0  Land Management; Substantial progress has been made in this arca. Appropriate
data has been collected (mostly consultant reports), existing GOE structurcs in cach
governorate have been identificd and analyzed, and a proposal for the first LMU
Office has been prepared and discussed with Cairo Governorate.

Additionally, it has been found that Port Said Governorate offers an exccllent
opportunity for the developinent of a LD If Urban Special Project related to land
management with the potential for both upgrading and for necw development by
private scctor intercsts. This special project is being investigated in detail at the
present time.

It must be noted, however, that the timely cstablishment of the LMUs will be
beset with numerous burcaucratic, legal and political (in-fighting) problems. The
present land management structurc in most governorates is highly fragmented and
subject to overlapping and ill-defined functions.
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At the same time, some land management functions arc jealously guarded by
existing departments for a variety of cconomic and procedural reasons, Negotiation
and establishment of a new land management structure in most governorates will be
a delicate and timc-consuming matter. To-date, the LMU Tcam has been able to
spend 31 percent of its time in the field.

o I nt An mj 1 MED); The TA Contractor
OMED Team has perhaps the most difficult task of all the Action Package Groups
due to the fact that it is working in arens where data and information is considercd
scnsitive and where basic financial processes (budgeting, capital investment
programming, ctc) have been in place for some time. This problem is reflected in
the relatively limited amount of information gathered to-date by the Group,

The OMED Group has visited all the governoratcs and has established a
dialogue with appropriate directorates and departments in gach onc. It has also
anulyzed the present budget process in preparation for capital and recurring budget
systems improvement development. Again, data provision has been limited in some
governorates and Group actlvitles are viewed with trepidation by various GOE staff.

In proparation for the main thrust of establishing OMEDs in the governoratcs,
the Group has conceived and formatted a proposed OMED office structure, staff and
functions. This proposal is being prescntly communicated to the governorates.

323 Summary - As the First Phasc of the LD I Urban Project cnds, several facts and
{ssues have cmerged which must be addressed and resolved before the intensive Second Phase
technical assistance effort can successfully be undertaken, In this regard, the following points
are presented for further discussion with USAID and the ULDC:

o The Program development and Program management structurc (committees, sub-
committces, ctc) is not yet completely in place and functioning well.  Particularly
affected by this are the training, maintenance and special project activities,

o  The issuc of access to data must be resolved.

o  WIith respect to depth and substance, the TOR two-year Scope of Work is too ambitious
in some arcas, given the existing level of committcd GOE and TA Cantractor resources.
These arcas arc primarily BSDS, O&M, MIS and short-term specialist support.

13 Ovprview Of Project Implementation Strategy

The first six months of the LD II Urban Project has ontailed extcnsive data collection
efforts, the production of two major work plan reports, two quarterly financial reports, six
progress reports, nceds assessment reports and a variety of special reports and technlcal
memoranda. While these data collection and analysis efforts and the Inception and Diagnostic
Reparts have been necessary exercises in laying the foundation for a successful LD Il Urban
Program, the nct result has been that TA Contractor staff to-datc have spent less than 50
peveent of their time in the ficld on technical assistance cfforts.
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On the other hand, this structured preparatory Phase has laid a foundation for more
knowledgeable application of technical assistance services on the part of the TA Contractor
and more appreciation of their important roles in the LD II process on the part of the GOE.
The complexity of the work program, however, is such that uneven results should be expected
with respect to differing priorities and interests on the part of the six urban governorates.

With the above comments in mind, the following discussion presents a synopsis of the
proposed TA Contractor Project Implementation Strategy.

131 General: With respect to ‘the overall thrust and management of the LD II Urban
Project, the folloving general implementation strategies are proposed.

o Project Implementation Coordinators; Phase I has proven that the PICs can play an

essential role in the conduct of the Project.”” This position has filled a gap painfully
obvious on the NUS Project. To solidify this function, the following actions are to be
undertaken.

Upgrade PIC skills through structurcd program management training.*

Provide neceded office support in the form of one 'assistant, onc secretary and
recurring cost budget Lo include provision for supplies, communication and
transportation.*

Institutionalize this function over the life of the Project through the creation of a
project implementation office at the governorate level.

o  Proje¢t Management Structure;* The LD II Urban Project is structured to ulilize a
serics of committees, sub-comunittces and Amanas to monitor and manage Project
activities. This function is morc essential at the ULDC level, as the PICs are beginning
to cover individual governoratc nceds through their work with the governors and
directorate heads, The Project calls for this management structure to;

Establish a structured forum for dialogue Letween the GOE, USAID and the TA
Contractor.

Develop and present urban policies, proposals and positions to the LD IT Amana.
Make decisions regarding fund allocations to the various urban governorates.

Exccute timely decisions concerning program development and implementation in
specilic technical arcas.

Review and approve budgets in support of item 4 activitics.

Monitor all Project activitics and serve as the vehicle(s) through which probleins
can be addressed and corrections made.

Outputs which arc minimally required for satisfactory Project performance
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The necessary committecs, sub-commitees, ctc have beea named in an carlicr part
of this Scction. As previously stated, the lack of this committeo structure is beglnning
to seriously adversely affect Projoct progress in several areas,

The LD II Urban committec structure, therefors, must be put into place as soon as
possible, or alternative decision-making structures created,

Apglication of TA Contractor Resourccs: As with any project, TA Contractor resources
arc limited. The TOR Scope of Work calls for Installation of a number of programs,
systems and officcs on an cqual basis in each of the six govermosatcs, and this
objective has been the major thrust of TA Contractor cflosts during the past six months,
Howcver, Phasc I has shown that not all the governoratcs have the same priority
tatorests in all of the scope of work arcas.

This is to be cxpected and respecied in the context of trying (o provide those
technical advisory scrvices that arc really wanted by the various GOE local goveramont
uaits. In this respect, it is therefore proposcd to cxpend TA Contractor resources in
direct relationship to the desires of each governorate in cach Project tochaical arca.

Obviously, for cxamplcshould cvery wban governosate bo istorested im the
cstablishment of OMEDs or solid wastc managemest demonstration arcas, tho TA
Contractor will work as hard as possiblc and cqually ia cvcry governorate 1o imploment
these desircs.

;. To be effcctive, the BSDS cifort must bo

slmost tolally ficld orientcd, ‘The scope of this ficld cffort extends far boyond sub-project
implementation monitoring.  Plan development, capital investment program upgrading and
maintcnance sysicms improvement aso of cqual importance, The major thrust of BSDS
technical assistance, therefore, entalls the following:

5.

Dcvelop a stronger focal point for LD II Urban activitics through the creation of Project
tmplementation Offices at the district level (starting on a pilot basis).

Upgrade district project engincers status through an officc renovation and cquipping
program - to include transportation,

Conduct plan development working seminars in the districts during the carly stages of
cach plan development cycle, making full usc of tho Needs Asscssments.®

Conduct working scminars in the districts, jointly with financial and cngincering staff, to
revisc and upgrade the contracting process - within the present GOE legal structuse,®

Upgrade the Maintenance Plan Program through the addition of a two-man specialist tcam
to concentrate cntircly upon maintenance plan clements.®

Strongly push for the creation of a sub-project rcvolying fund so that sub-project

design, costing, the use of consultants, ctc. need not wait until disbursement checks are
reccived by the districts.
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133 Training; It is strongly felt that the LD II Urban training program will continue to go
forward. in bits and picces until a functioning -and effective Training Sub-Committec is
established by the ULDC. The Sub-Commiltec must be staffed by thosc persons most
involved in training activities .in their respective, governorates. Thus, the heart of the
Training Group implementation strategy hinges upon this onc clement in the Project Work
Plan.

In this respect, thc TA Contractor Training Group will serve as staff to the Training
Sub-Committee and, in this capacity, will:

‘1. . Scrcen and forward (with recommendations) training rcquests from the governorates and
TA Contractor technical assistance groups.*

2. Identify and recommend appropriatc training programs, institutions and agencics capable
of responding to these needs (In-Country or abroad).*

3.  Screen candidates and develop budgets for training program implementation.*

4. Develop and recommend the means for ap'propria.tc institutionalization, in GOE institutions
and facilities, of key LD II Urban training components.*

5. Identify and recommend new and innovative training courses, programs, etc in rcsponse
to unfulfilled training needs.* . _ :

“6. Scrve as the Urban training liaison staff in connection with overall LD 11 Amana training
activitics and programs. '

134 Operations And Maintcnance (Q&M); The major thrust of the O&M Technical Assistance
Team will be to build upon the alrcady substantial investment made by the GOE and USAID in
maintenance facilitics and operations. Beneficial results from this cffort will have substantial,

" positive impacts in rclatéd arcas such as solid waste management operations and GOE capital
investment cquipment requircments.

This basic strategy will be accomplished through three major actions:

1. Completion of the vehicle maintenance facility construction and cquipping program.*

2. Pluccment of maintcnance management specialist tcams in cach facility as it opens with
sustained, selective training of promising management and technical staff in appropriate
programs and institutions, both in-Country and abroad.*

3. Upgrading of road and building maintenance systems through the Special Project (pilot)
process and extending the positive results of this effort on a comprehensive basis to all
governoratcs.

The NUS Project demonstrated that new facilities and cquipment alone is not coough to
make lasting, positive changes in the vehicle maintenance system. The NUS Project further
demonstrated that training (i.c. USA mainlcnance management coursc), coupled with new
working cnvironments, however can cffectuate change - as scen by the Shoubra ¢l Kheima
garage example.
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Therefore, morc extensive and intensive "hands-on" on-site technical assistance is
considered essential to attaining LD II urban targets for maintenance management system
upgrading. This cost is minor in relation to the resulting protection and more cffective
utilization of major capital investmeiis alresdy made.

135 Management Information Systems (MIS): The basic implementation steategy for this
tochnical arca is very straightforward and can be clearly stated as follows:

1. The creation of a skilled LD II Urban MIS unit in each governorate through appropriate
equipping, training and sustained on-site follow-up efforts.*

2. Making cach unit functional through the installation and opcration of the Arabized LD 11
Urban Project Tracking Systcm.*

3, Incrcasing the competence of each unit through its programming support of ncew OMED
budget development systcms.

4, Extending the overall scope of each unit through systems applications for other
governorate functions and activitics.

136 Solid W Managemen : Phase I efforts on the part of the TA Contractor

Solid Wastc Managemnent Group resulted in the fact that substantial differences in “first
priority" solid wastc management needs were expressed by the governorates during ficld
reconnaissance activitics and follow-up discussions. Some of these priorities depart from TOR
Scape of Work items bu' the SWM Group fecls that its limited technical advisory resources
should be applicd to those areas deemed most important by each governorate,

These priority asscssments were made in conjunction with the SWM Group'’s basic
mandate of first analyzing the overall solid wastc management situation in cach governorate.
To this end, the Group has about completed its data collection cfforts (with the exception of
the questionnaires), has completed its preliminary analysis of each governorate SWM situation
and is in the process of identifying pilot demonstration arcas. Technical memoranda will be
produced this summer detailing SWM conditions in each governorate.

In accord with the above comments, the SWM Group proposcs to proceed as follows:

1. Continuc with basic TOR Scope of Work components in Cairo and Alcxandria
Governorates, utilizing demonstration arcas in Cairo recommended by the EQI Consultant
Office and in Alexandria by the Japanese Solid Waste Master Plan.*

2. Do the same in Giza, utilizing thc World Bank demonstration arca; however in
conjunction with a SWM Transfer Station Special Project.*

3. In Qaliubia, resolve a major disposal (landfill) problem in tandcm with development of a
Transfer Station Special Project. The Special Project will include funding for the
identificd landfill site development.*

4. In Port Said, attack unique disposal problems through the usc of short-term specinlist
inputs. In Port Fouad District, isolated from the rest of the Governorate by the Suez
Canal, a deseit-mounding landfill solution is to be investigated. In the rest of the
Governorate, the solid waste disposal Issue must be solved by the end of the year as all
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current disposal sites and canals will be filled by then. The problem is extremely
serious duc to the Egyptian Customs situation there (Port Said is a duty-free zone),
which severely impedes the passage of garbage trucks to outside the duty free zone.*

5. In Suez resolve the daily collection and disposal constraints (very limited capacity at
present time) through development of transfer stations and provision of proper collection
equipment.®

13.7 Land Management (IMU): It must be recognized that success in the Land Management
arca for Phase II is more dcpendent upon an action than an implementation strategy. Without
the cstablishment of functioning Land Management Units in the governorates, not much can be
done with respect to new development and/or upgrading projects.

The bases for the inclusion of the Land Management component in the LD II Urban
Project are recent World Bank (and other bilatcral lending agencies) studies and analyses
pointing to the fact that land management procedures at the governorate level are presently
so fragmented that there is in reality little or no control over land development activities in
urban and urban fringe arcas. Of particular concern is the lack of follow-up once land has
been turned over to public and/or private sector developers.

It makes cconomic and environmental sense to create cffective Land Management Units
at the governorate level, as governorates are the government units responsible for land
development and land control in their respective geographical jurisdictions. Economic sense in
the context that cffective Land Management Units can generate substantially incrcascd
revenues for their governorates through the sale and/or management of governorate land.
Regardless of what some GOE staff may say, this is not being handled well at the present
time,

Environmental sense in that no citizen likes to live in an arca, new or old, that is
lacking in basic scrvices (or poorly developed infrastructure), that has incompatible land uses
(i.c. sloughter houses next to homes) and that lacks safe places for children to play and for
people to rest. Land Management Units won't solve all the problems, but they will be a start
towards creating a bettcr urban living environment, both in new arcas and in existing arcas.

Within this context, the following major LMU Project implementation strategies are
proposed:

1. Establish LMUs with appropriatc status, budget and staffing in every governorate
possible.*

2. Develop Unit land management functions and programs.*

3. Expand and upgrade Unit staff capability through pilot projects and training,

138 Officc Of Managcment And Economic Development (OMED): As is the case with Land
Management and LMUs, the OMED program will be ineffectual without the cstablishment of
the OMED officcs. Thercfore, the main thrust in this area must be the development of
functioning OMEDs in as many governorates as possible by the end of 1989. To accomplish

this goal, the Group proposes the following Work Plan implementation strategy:
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. Establish in two or more highly responsive governorates, functioning OMEDs in time to
prepare multi-year Capital Budgets, starting for GOE fiscal Year 89/90.*

=

2. Computerize this budget process, again in time for the GOE FY 89/90 budget cycle.*

. Develop 5-year local revenue forecasts, and begin to upgrade the analytical process for
development of Curren: Budgets and Annual Maintenance Plans.*

w

-

Have this improved budget system in place in time for the GOE FY 90/91 budget cycle.

tn

. Expand this proccss, as appraopriate, to other urban governorates.

Resources Required

In attempting to meet all TOR Scope of Work components during Phase I, TA Contractor
stall cxperienced a number of problems rclating to data collection, decision-making and span
of control. Data collection and decision-making have been covercd in earlier parts of this
Section; span of control refers to the ability of TA Contractor staff in each technical group
to properly address all work program requircments,

It is now obvious that some resource changes and/or additions (on the GOE side as well)
arc nccessary to meet Project targets. In considering options, threc basic approaches cmerge,
or a combination thereof, entailing 1) a cut-back in the Work Program, 2) the cxtcnsion of
schedules to accomplish work tasks, and 3) the addition of staff and support resources to “get
the job done” as initially defined.

It is strongly recommended that the Work Program not be reduced for two basic reasons:
first, reducing a particular technical task, in part or cntircly, will severely damage the
interrelated program structure being developed and will, in effect, say these tasks weren’t
really nceded in the first placc - which is not defendable in light of Phasc I results.
Sccondly, a reduction in geographical scope could mcan some governorates will not receive
what other governorates arc recciving in the various technical advisory arcas.

Rather, the other two alternatives offer more acceptable possibilities with respect to
nceded changes.  Concerning the adjustment of schedules, the rcader will note that in the
Work Plans and Chronograms (Appendix A), the TA Contractor has taken the liberty of
proposing more realistic time frames for adequately addressing all Work Program issues, To
this cnd, a third year has becn added to the Chronograms.

141 Additional TA Contractor Resources Required; Over and above this, however, is the

basic fact that morc staff resourccs are needed, particularly in the eng-incering and MIS
arcas.  The underlying factor for this need is that in sevcral arcas on-sitc technical
assistance efforts will simply be superficial in many cases due to cxisting staffling constraints,
As shown on the frllowing chart, a number of additional staff resources arc proposed.

Six additional long-term professionals, all Egyptian, arc proposed to fill serious
deficicncics in engincering and MIS technical service arcas, Also, 31 short-term expatriate
and 79 short-term Egyptian specialist manmonths are proposed in response to identified
technical necds and staff schedule constraints (finishing several products simultaneously).

15



9l

ADDITIONAL TA CONTRACTOR STAFF REQUIREMENTS

LONG TERHM SHORT TERM
AMERICAN EGYFTIAN AMERICAN EGYPTIAN PURPOSE
ACTION PACKAGE GROUP NO. MH NO. MH NO. MH KNO. MM
2-man team, financial and engineering, to concen-

1. BSDS 2 36 trate upon Maintenance Plans.

2. O&M 1 18 1 3 10 60* 1 1 long term road maintenance specialist, short-
term road maintenance back-up
5 two-man teams for on-site maintenance manage-
ment technical assistance.

3. MIS 2 36 2 [} 1 long-term specialist for on-site M!S unit
development follow-up, 1 long term specialist for
capital budget programming, 2 short-term systems
development specialists.

6. Solid Waste Management 1 18 2 [ 1 3 to address Port Said waste disposal issues;
to delineate special collection routes in pilot
demonstretion areas.

5. Lland Hanagement 2 [ 2 6 to provide supplemental market analysis and plan-
ning support in scoping and bringing on-line land
development and upgrading projects.

6. OMED 1 4 1 4 to provide supplemental budgetary systems develop-
ment and their associated financial applications.

7. Training 1 6 1 6

TOTAL [ 108 9 31 14 9

* Special support for

vehicle maintenance

garage program.




The four original expatriate short-term manmonths have been committed, but 22 Egyptian
short-term manmonths remain, leaving a net requirement of 25 expatriate and 57 Egyptian
short-term manmonths. Of the total additional manmonths required, 83.5 percent is Egyptian
professional input.

142 itional E R czs Required: The Project Implementation Coordinator offices
have been furnished by the TA Contractor, but deficiencies (not the responsibility of the
Contractor) still remain. These are:

o telephone and reproduction facilities

0  administrative and secretarial staff and equipment

o  cleaning scrvices

o  operational budget for supplics, materials and technical reference (maps, books, etc.)
purchases.

‘these needs will be itemized, costed and presented to the ULDC for review and approval,
The stafling and support of the OMEDs and LMUs is also a responsibility of the GOE. Staff
positions, costs, cquipment and operational budget nceds will be furnished to ecach
governorate as a part of TA Contractor position papers for these two technical arcas.

Several other arcas of required support are:

o Solid Wastc Managemen(; six-person task foree in cach governorate to develop specific
SW collection procedures and collection routes for pilot demonstration areas,

o  Land Management; after establishment of LMUs, Project Selection Committee ta identify
and pick pilot land development and upgrading projects.
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Scction 2
BASIC SERVICES DELIVERY SYST! EM (BSDS)

PART A - 3 ANALYSI

21 Rcview Of Project Targels And Mandatcs

211 Introduction: As defined in the USAID Project Paper, one of the two explicit purposes
of the LD II Project is "to improve and cxpand the capacity of local governments to plan,
finance, implement and maintain locally choscn basic services projects®.  The term "basic
services® cncompasses those cssential services such as potable walcr, sanitation, roads, public
health, and social facilities provided by the municipal government to the people, and, in the
LD I (Urban) Project, the focus is on low income people residing in the major urban areas of

Egypt.

212 Background:  Referring again to the initial definition of project purpose, onc notes
four action terms, “plan, finance, implement, and maintain”. The Basic Scrvices Delivery
Systems (BSDS) Team is significantly cngaged in all four of these actions and is trying to
provide continuous hands-on guidance and technical assistance to GOE officials at both the
governoratc and district level.

In planning, the Team orchestrates and leads in the conducting of the Necds Assessment
Surveys that identify and quantily deficiencies in these basic services delivery systems. Then,
continuing the planning function, the Tcam works with cngincers, planners, and local Popular
Council members in establishing investment and maintcnance programs within LD II Urban and
GOE budgetary constrainls.

As regards the financing clement, the Team assists GOE personnel in developing and
establishing accounting systcms to monitor sub-project expenditures.  In Investment Plan
implementation, the Tecam aids and oversces the design, contracting, and construction
surveillance of the sub-projects. In maintenance, which is recciving strong emphasis, the
Team must be involved with the Maintenance Plans throughout the cntirc planning and
implemcntation cycles.

213 Quiput Review: During Paasc I, the Team work load, as spelled out in the Inception
Report, called for specific tasks:

COMPLETION
TASK DATE STATUS
1) Continue financial and On-going Requires
enginecring surveillance additional
of on-going NUS and LD I cffort
investment and maintenance
programs.
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2) Oversee and coordinate 6/30/88 behind

Needs Assessment Surveys schedule

3) Identify unit construction 6/30/88 behind
costs for various types schedule
of facilitics

Reconnaissance Eff

221 Prgject Participants: In the LD 11 Urban Project, there are 43 participating GOE
agencies, six governorates and 37 districts, receiving block grant money and administering a
variety of sub-projects. The BSDS Team, which is responsible for providing technical
assistance as well as monitoring the sub-project activity in all 43 of these governmental units
(in addition to providing financial surveillance of the two special garage programs), is
currently composed of two Engincers, two Financial Specialists, and a Team Leader, The work
is split gcographically so that each Financial Specialist and cach Engineer is responsible for
approximately onc half of the 43 districts.

Each of the governorates has at Icast onc Project Implementation Coordinator (PIC) and
these arc the vital individuals who arrange for mectings between Tecam members and GOE
officials. Mozxcover, the PICs now have the responsibility of collecting the updated financial
and cngincering status data for each of the sub-projects from cach of the districts. Reliance
for the accuracy of this data, especially construction status of sub-projeets, is placed on the
responsible GOE officials, inasmuch as the BSDS Team, duc to its manpower limitations, is
only able to provide intermittent spot checks.

In its role as technical advisor, the BSDS Tean meets frequently with governorate
planning, cngincering, and financial personnel, but most of its day-to-day dcalings arc with
the district level officials, the District Chicfs, Sccretary Generals and heads of the financial,
planning, and engincering departments, Figure 2-1 shows a typical organizational chart of a
district.

222 Scope Of Wark:  Although there is necessarily continuous coordination within the group,
the work of the BSDS Tcam logically divides out into financial and engincering components,
On the financial side, the monitoring function consists of spot-checking cxpenditure up-dating
by GOE counterparts and by validating bank accounts. The number of bank accounts to be
checked is considerable in that cach district (and the six governorates) have, on the average,
threc working Investment Plans, plus one Maintenance Plan. With the recent expansion of
Cairo into 16 districts, there are now 43 participating GOE agencics (plus the two
beautification authoritics), cach with monthly sub-project cxpenditures. Thus, discounting the
garages, the total is 43 x 4 = 172, or 86 bank accounts for cach Financial Specialist.

The initiation of ncw districts and the retirement or transfer of senior personnel mean
new accountants who must be trained and guided in the use of the LD' Il financial reporting
forms, Typical situations indicating a need for additional financial guidance cmerge every
month: in a few cascs, cquipment is discovered to have been procured from the East Block,
contracts arc awarded with prices cxceeding allocations and bank accounts of completed
programs arc not closed out and transferred forward.



1-2 3YNOI4

TYPICAL DISTRICT ORGRNIZ

ATIONAL CHART

District Chief

s I = 1
Public Services Rarkets Planning,Follow Public Relations Lesal Affairs Services Dept.
Dert. Dert. Derpt. Dept. Dept. (59,9
] 1
General Housing
Secretary Dert.
Councils | Construction
Dest. flaterials
1 | | | ! ] 1 ]
Adninistrative flanpoutr Revenue Financial Rechanical Pilities Pernit Projects
Construction
Affairs Dept. Dept. Dept. Dept. dert. dert. Raintenance Dept.
i Services Rev. Estinate Accounting $olid Building Project
Secretariat Garages ) (on;truchon
Documents $ection Section Haste Section ection
R
Servi Uarehouses Street Sho Maintenance
Files m’f“ Collection ‘," i Roads " . .
Affairs Sectien Lighting Section Section
Internal Erployee Legal Procurement Carts land
. . . Gardens
Strvices Reind, Seizure Section License Wil
Social,Health Registration Budgeting
Dept. egiats Section .
Cashier




In addition, the Financial Specialists play an active role in the Necds Assessment Surveys
by distributing forms, cxplaining proccdures, gathering completed forms and assisting in the
compilation and analyscs. On the enginecring side, the BSDS Tcam personnel are responsible
to their GOE cngincering counterparts for guidance and technical assistance in the entire
gamut of planning, design, and construction, BSDS Engineers, as required, will aid in:

o Conducting, interpreting and analyzing the Needs Asscssment Surveys;

o Defining, designing and cost estimating sub-projects;

o  Coordinating thc work of soils enginecrs, private consultants and other engineering/
architectural spccialists and decorators;

o  Performing construction surveillance and final acceptance,

The magnitudc of the current work load becomes apparent by referring to Tables 2-1 and
2-4 where it is sccn that a total of 837 Maintcnance and Investment Plan sub-projects are
now either under construction or about to start. Morcover, in the ncar future, the BSDS

Team will begin assisting GOE cngincers, planners, and clected officials in developing new
Investment and Maintenance Plans entailing hundreds of new sub-projects.

Table 2-1

BSDS SUB-PROJECT WORK LOAD

Not Started Underway

INVESTMENT (¥ of Sub-projects) |(# of Sub-projects)
PLAN TOTAL

NUS™* LDI1 TOTAL NUS* Lol1l TOTAL
cafro - 194 194 23 50 73 267
Alexandria . 128 128 6 22 28 156
Giza - 66 66 4 29 33 99
Qal jubia - 32 32 B 4 12 44
port Said . 10 10 - 26 26 36
Suecz - ) 6 - 24 24 30
Sub-Total 436 436 41 155 196 632

* HUS Only Investment Plan Sub-projects
Source : YA Contractor Wilbur Smith Assoc.

23  Analysis Of Existing Situation

23.1 Financial: With the exceplion of the maintenance programs, which arc nol recciving
sufficient attention, the BSDS Financial Specialists, duc to their past cxperience in Project
financial control, arc morc-or-less able to looscly monitor the various programs and to
furnish training to the new GOE bookkeepers and accountants coming into the project.

232 Enginccring: This is not, on the other hand, true of the BSDS Engincers whose
monitoring work involves time consuming visits to widely-scparated sub-projects and who,
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thus, are simply unable because of lack of manpower to spend the essential meaningful periods
of time providing technical assistancc and solving problems in a timely manner for the
districts,

233 Ficld Reconnaissancg: Table 2-2 lists the field visits of thc BSDS Tcam to the six
governorates. During the five month period shown, the overall Team percentage of staff ficld
visits was 41%. Inasmuch as the Tcam's primary value is providing technical assistancc and
attempting to institutionalize proccdures, both of which are donc largely in the ficld, it is
anticipated that this percentage will increase during the remainder of the Project.

Table 2-2

BSDS FIELD RECONNAISSANCE AND DATA COLLECTION
JAN - MAY 1988

FIELD TRIPS TO RESPECTIVE GOVERNORATES*

STAFF DAYS

MONTH  AVAILABLE CAIRO ALEX GIZA QALIUBIA P.SAID SUEZ
JAN 57 15 - 2 2 3 2
FEB 60 12 3 3 2 4 2
MAR 69 16 5 3 4 6 -
APR 76 1 9 - 1 4 2
MAY _76 16 5 4 ) . 4

TOTAL 338 70 22 12 9 17 10

Person days

SOURCE: TA Contractor, Wilbur Smith Associates

With respect to Maintcnance Plan sub-projects, the record of the BSDS Engincers is
indicative that morc ficld time is mandatory. Table 2-1 indicated a total of 199 maintcnance
sub-projects now underway in the governorates. Although the BSDS Team is committed to a
policy of spot checking as opposed to inspection of every sub-project, a sample of at least 10
percent is essential if the Tcam is to provide a measurable impact in its function of
technology transfer,

This target has not bcen reached in the monitoring of the Maintenance Program. Of the
199 Maintenance sub-projects now underway, only thrce have been inspected by a BSDS
Engincer during the past five months. It is clear that the BSDS Team must reccive additional
staffing if it is to provide an acceptable level of service to the counterpart government
officials participating in the LD II Urban Project.
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234 GOE Efforts: A few important parameters of success in carrying out Project goals,
namely, rate of expenditures (contractor progress payments) in sub-project implementation and
percentage of completion of the Necds Assessment Surveys, forcibly demonstrate that the GOE
counterparts rcquirc supplementary training and motivation,  Although all senior district
officials have been repeatedly advised that USAID eligibility for the next tranche depends on
their disbursing specificd percentages of the allocated funds in the current as well as the two
previous investment programs, the present average FY 88 expenditures for the six
governorates (sce the May 1988 Progress Report) are only 5.7 percent of the initial
allocations,

As such it is highly unlikcly that (if USAID adheres to the current FY cligibility
criterion) cven half of the districts will meet the 50% critcrion for the FY 88 Investment
program by November of this year. The result will be delays in receipt of the block grants
which will then appreciably slow down the FY 89 Program,

Notwithstanding the fact that greater diligence on the part of district officials could
measurably have improved the low rate of expenditures, it must be noted that much of the
current lag in contractor progress payments stems from late receipt of the individual block
grant checks by the districts. These delays, in turn, are to somc extent a result of the
archaic banking system of Egypt where it customarily takes a month or so to clear a check.

In Dccember 1987, USAID issued one check to each governorale as opposed to the
previous tranche where separate checks had been written to cach district.  The governorates
then deposited the checks in their accounts in the Central Bank and, after the money had
been transferred between accounts, wrote separate checks to each district. By the time these
second checks had clearcd and the money had been placed in the district accounts, an average
period of three months had elapsed. It is recommended that USAID in the coming tranche
again issuc checks directly to cach district and, in this way, save at least a month,

The sccond paramecter, the status of completion of the vital Needs Asscssment Surveys
again illustrates that the work is behind schedule. The Needs Assessments serve as planning
tools and the data should be available when the district planners and the local popular
councils begin to develop the investment plans in July, In 1983, during the NUS Project, the
TAC hired additional pcople and, with district staff involvement, conducted the surveys in
order to lead the way. Now, during the LD I Project, the concept is that the GOE
personncl having sccn the value of these surveys, will be willing to expeditiously perform the
work and gather the data with minimal participation by TA Contractor staff,

In fact, all of the districts arc cooperating, but as can be seen from Table 2-3 progress
is slow. In Cairo, for cxample, by the end of May, it is scen that only 16 (33%) of the
health, education, and youth forms which required updating have been completed and of the
new surveys, roads, sanilary sewers, and potable watcr, only two (4%) have been completed.
It appears then that the planning cycle for FY 89 must proceed with only partial assecssments
of nceds and complete data (compiled, analyzed, and published) will not be available until
planning commences for the FY 90 program,

235 Status Of Maintenance Plans:  Although maintenance is a key clement in the LD I
Project, there continues to be delays in the delivery of the MOF BAB two money and a lack
of urgency in the defining of the Maintenance Plans by cach district. With respect to the
first point, the FY 87 MOF funds were supposced to have been available in July 1986 in order
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TABLE 2-3

NEEDS ASSESSMENT SURVEYS STATUS

As of Ray 31,

a8

Survey Areas
Governorate/District
Educ. |Health {fouth |Roads |[Sewers |Pot.Water
ALEXANDRIA
1. Eastern 3 3 3 2 2 2
2. Mid-Towun 3 3 2 2 2 2
3. West 3 3 3 2 2 2
4., Amreya 3 3 3 2 2 2
5. Montaza 3 3 3 2 2 2
6. Gomrok 2 2 2 2 2 2
GIZA
1. North 2 2 2 2 2 2
2. South 2 2 2 2 2 2
3. West 2 2 2 2 2 2
4. Central 3 3 3 3 2 2
QALIUBIA
1. East 2 2 2 2 2 2
2. West 2 2 2 2 2 2
PORT SAID
1. Port Said 3 2 3 3 2 2
2. El Arab 3 2 3 3 2 2
3. East 3 2 3 3 2 2
4. El Manakh 3 2 3 3 2 2
5. El Dawahy 3 2 3 3 2 2
SUEZ
1. Suez 3 3 3 4 2 3
2. Al Arbeen 3 3 3 4 2 3
3. Atakah 3 3 3 4 2 3
4. Al Ganajen 3 3 3 4 2 3
1. District has not boen requested to conduct the survey
2. District has been requested to nonduct the survey
3. Survey form completed
4. Translation into English ond completion of analyses
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Table 2-3 (Cont)

NEEDS ASSESSMENT SURVEYS STATUS

As of May 31, 88

Survey Areas

Governorate/District
Educ. [fealth |[Youth |Roads |Sewers [Pot.Water
CAIRO

1. Helwan 2 2 2 2 2 2
2. Heliopolis 3 3 3 3 2 2
3, West 2 2 2 2 2 2
4. Abdeen 3 3 3 2 2 2
5. Central 3 3 3 2 2 2
6. Waily 2 2 2 2 2 2
7. East 2 3 2 2 2 2
8, Zeitoun 2 2 2 2 2 2
9. South 2 2 2 2 2 2
10, Misr El Kadima 2 2 2 2 2 2
11. North 3 3 3 3 2 2
12. Shoubra 2 2 2 2 2 2
13. El Zawia 2 2 2 2 2 2
14. Nasr City 3 3 3 2 2 2
15, EL Salam 2 2 2 2 2 2
16. Al Maadi 2 2 2 2 2 2
1. District has not been requested to conduct the survey

2, District has been requested to conduct the survey

3, Survey form completed

4. Tronslatiun into English and completion of analysecs

Source:

TA Contractor,

Wilbur Smith Assoc.
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that the districts could complete their Maintenance Plan implementations by June 30 of the
following year. By October 1936, only L.E. 921,752, which represented just 50 percent of the
promised moncy had been reccived by the districts.

In April of 1987, another L.E. 303,373 of MOF funds were disbursed but this was so late
that it allowed little time for planning and detailed design. The only recourse left to the
districts was to shovel the money to the annual maintenance contractor who was then issued
some form of instructions as to which iteme of the substantial deferred maintenance backlog
should be confronted. The net result was that in FY 87, Cairo and Giza districts received
only 75 percent of their maintenance allocations and Alexandria and Qaliubia received only 50
pereent.

In FY 88, thc MOF maintenance funds were not delivered until January of 1988, thus
allowing only six months for implementation of thc Maintenance Plan. Moreover, the districts
had to move fast because, if they did not obligate all of this money before the end of the
following June, the Ministry would pull back all the unspent GOE funds. Such hasty
procedures do not result in planned and systematic reduction of maintenance backlogs.

In light of this type of funding history, the districts have given little thought to careful
preparation of the FY 89 Maintenance Plan. In order to combat this situation, it is now
believed that two additional personnel, one enginecr and one financial specialist, should be
added to the BSDS Tcam primarily to work on all facets of future Maintenance Plans for the
six governorates. This subject is further addressed in the next part of this section.

Table 2-4, which is a tabulation of LD II maintenance fund allocations and disbursements,
is interesting in several respects. First, the governorates do not follow a single procedure in
distributing the money to their districts. Cairo appears to be using the Investment Plan
formula which is based on a number of 1982 indicators like total population, population
density, average houschold size .. ete.

Alexandria, on the other hand, in their FY 88 Maintcnance Plan, simply gave L.E. 80,000
to each district. Another interesting point is that some districts appcar to be on schedule in
disbursing their FY 88 maintenance allocations, whercas five districts have zcro expenditures
as of May 30 and six other districts have spent less than 20 percent (with only one month to
go in the fiscal year).

Table 2-4 also shows an overall FY 88 maintcnance percentage of 45.8 as of May 30 and
this could lead to the MOF recapturing some of its funds (unless the money is obligated) at
the end of Junc. One bright note in the maintenance picturc is that the maintenance
expenditures are definitely increasing, During the five years of the NUS Project, a total of
only L.E. 09 million of maintcnance moncy was spent by the four governorates (Cairo, Giza,
Alexandria, and Qaliubia) on a total of 234 maintenance sub-projects; but during the two ycars
of the LD II Project, the samc four governorates received L.E. 3.1 million for 404
maintenance sub-projects. '

236 Training Nceds: In spite of six years of forma!, informal and on-the-job training,
district personnel require additional training in project planning and implementation. This is
not to say that the samc pcople arc being trained and then rctrained and that they either
rcfuse to follow the program or clse are incapable of learning. Rather, trained personnel are
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Table 2 - &4

LD 11 MAINTENANCE FUND

(As of MAY 30,1988)

FIRST YEAR SECOND YEAR
Twemoratelulstrict
No. of Allocation | Disbursement | % No. of Allocation |Disbursement |X%
Eub projects L.E. L.E. lsub projects L.E. L.E.

1. Cairo 1 145,547 145,547 100 10 242,917 211,73 B7.2
Helwan 19 79,104 79,106 100 7 67,774 6,738 9.9
Heliopolis 10 26,235 26,235 100 3 24,910 9,687 38.9
West " 60,122 60,122 100 7 45,183 19,815 3.9
Abdeen 6 29,636 29,636 100 5 44,454 40,779 1.8
Central 8 41,782 41,782 100 6 62,673 49,583 79.2
Waily 10 42,946 42,946 100 4 42,996 10,755 5.1
East 13 57,814 57,814 [100 19 86,721 ()} 0.0
2aitan 9 63,975 63,975 100 9 64,859 0 0.0
South 7 57,572 57,572 100 " 57,572 8,593 15.0
Misr €l Kodima 9 48,042 48,062 |00 13 75,791 0 0.0
North 15 46,154 46,154 100 17 69,231 7,685 11.1
Shoubra 13 29,772 29,772 |00 9 60,145 40,459  p7.3
Sharebia 0 0 0 S 12,002 ' 4,002 3.3
Nasr City 0 0 0 2 14,462 13,808  P5.6
Sub-Total 13 728,751 728,751 100 127 971,670 428,677 IA

2. Alexandria 36,582 36,582 100 6 5,100 0 0.0
Bastern 12 63,844 63,844 |00 6 80,000 46,319 b7.9
Nidtown 4 46,215 46,215 100 6 80,000 11,285 4.1
West 1 20,000 20,000 100 5 80,000 79,813 9.8
Amcreya H] 28,000 28,000 100 7 80,000 22,043 7.6
Mentaza 4 19,288 39,288 100 6 80,000 51,556  p4.5
Gomrak 2 8,621 8,621 100 6 80,000 36,648 k5.9
Sub-total 28 242,550 242,550 100 42 485,100 247,664 51.1

3, Glza
North 10 48,369 48,369 100 8 64,515 46,514 72.1
South 9 39,301 39,301 100 3 52,475 15,000 8.6
West 12 60,449 60,449 100 6 80,525 0 0.0
Central 7 33,245 33,245 |00 5 44,253 38,942  ps.0
Sub-Total 38 181,364 181,364 100 22 261,818 100,546 1.6

4. Qaliubiya 2 20,000 14,001 70.5
East ] 36,230 36,230 100 7 72,373 44,973 p2.1
West 1 36,230 36,230 100 5 52,373 8,348 [16.0
Sub-Total 2 72,460 72,460 100 14 144,746 67,322 6.6

Total 199 1,225,125 1,225,125 100 205 1,843,334 844,209 k5.8

Source : TA Contractor Wilbur Smith Assoc.
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continuously leaving the program because of transfers or retircments and new, untrained
replacement personnel are coming in.

Personncl from the Planning and Follow-up Sections should be given training in compiling
and analyzing the results of the nceds assessment surveys, Data from the actual surveys
should be used to defing required infrastructurc improvements.

In addition, Cairo has formed four ncw districts and Sucz and Port Said Governorate
personnel have yet to receive substantial project implementation training. At a later date,
when the LD 11 Project managcment mcthods and techniques have indeced become more
“institutionalized®, then the governorate training departments will conduct classes in-house on
an "as-required” basis and department heads will instruct new personnel,

On the financial side, as previously stated, justification for continuing technical guidance
and training surfaces frequently. Audits by the TAC routincly uncover sub-projects where
disburscments exceed initial allocations and where, in disregard of Project critcria, completed
prior-year Investment Plans are not closcd out and the money tranzferred forward to current
programs.

On the engincering side, the neced for training in planning, design, and construction
surveillance becomes clear whenever one visits sub-projects in the field. Examples are
commonly scen where only part of the nccessary remedial work in renovation projects is
included in the tender package or where complete and adequate design details are not provided
to the contractor, with the result that incipicnt failures like door frames incorrectly scrured
to the walls are built into the job. Other commonly noted deficiencics in new facilitics are
inadequate lighting with unsafe wiring or toilet floors that don’t drain. Recommendations for
resolving all of these engineering and construction shortcomings are furnished in the next part
of this Report Section.

It is clear that district and Popular Council personnel need more hands-on assistance
with the devclopment of their Investment and Maintenance Plans. Requests for modifications
of the approved Investment Plans flow in a constant strcam into the office of the TAC where
they arc being processed as an interim procedure until the ULDC is able to assume its
approval function. A review of Table 2-5, which is a tabulation of district requests for Plan
modifications during the past three months, reveals that many of the rcasons for changing the
Plans arc simply routine errors in cost cstimates, which then result in a nced for shifting
contingency funds to accommodate the overruns, Nevertheless, a number of the rcquested
changes are major re-alignments of the Plans and this typc of modification dcmonstrates
insufficient investigations and coordination when the initial Plan was developed.
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Table 2-5
INVESTHENT PLAN MOO]FICATIONS

Date of | District/Governorate Reason Sector Status
Submi ttal
Mar. 2nd | Heliopolis/Cairo Finoncial Overrun (12,722 L.E.) infrastr. | approved
Apr. 24th | North/Cairo " " (2,000 L.E.) education "
Apr. 12th | Shoubra/Cairo " " (10,000 L.E.) infrastr. "
" " ¢10,000 L.E.) infrastr.
" " (4,000 L.E.) health
Mar. 30th | Misr El Kadima/Cairo " " (22,525 L.E.) health "
Apr. 13th | West/Cairo Program Re-aligmment (18,374 L.E.) "
Apr. 20th | Gomrok/Alex complete Re-development of program "
Mar. 28th | North/Cairo Financial Overrun (6,642 L.E.) education "
Apr. 10th | Gomrok/Alex " " (4,532 L.E.) education "
Apr. 19th | East/Cairo " " (4,633 L.E.) Social A. "
Mew Project (9,000 LLE.) kerox mach
May 26th | North/Cairo " " (15,000 L.E.) infrastr. | pending
Zeitoun/Cairo Financial Overrun (4,000 L.E.) education "
May 24th | East/Shoubra El
Kheima " " (3,312 L.E.) infrastr. "
" " (2,218 L.E.) "
" " (13,923 L.E.) "
" " (3,690 L.E.) education
May 20th | West/Shoubra El
Xheima " " (5,248 L.E.) infrastr. "
" " (9,849 L.E.) health

Source : TA Contractor Wilbur Smith Assoc.

As for the Maintenance Plans, the BSDS Engincers were unable to provide much
substantial input during the analyses of nceds and Plan formulation phascs the past two years,
Limited ficld visits by tcam members to maintenance sub-projects revealed that districts have
misconstrucd the meaning of maintenance and indeed have new construction (e.g. installation
of partitions) being funded by the Maintenance Plans, If new personnel are added to the
BSDS Tcam, they will be able to furnish this needed hands-on assistance in identification and
deiincation of maintenance sub-projects.

PART B - WORK PROGRAM IMPLEMENTATION

Implecmentation Stratcgy

24.1 New Approaches: During the next 18 months, it will be the responsibility of the BSDS
Team to work with its GOE counterparts with the objective of motivating them to improve
their performances in the planning, implementation and maintenance of infrastructure
improvements. These higher levels of performance will be achieved through a varicly of new
approaches:

o Increcased emphasis on site visits by Team members, especially on the engincering side, so
as to furnish esscntial on-the-job training for GOE personnel involved in both
Maintenance and Investment Plans,

o  Establishinent at the district level, of special inter-departmental working groups brought
together by the PICs in order to foster greater cooperation between cngincering,
financial, procurcment, contracting, administrative and uscr functions.
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o  Pre-qualification of contractors so as to climinate marginal and incompetent firms,

o Introduction of a supplementary program to procure essential working tools for financial
and engincering offices at the district level. Moreover, to explore possible management
restructuring alternatives so as to expedite the capital improvements work at the district
level.

o Acceleration of advance planning and detailed engincering design of sub-projects
identified in preliminary programming,

o Extcnsion of the training program by usc of narrowly focused workshops and seminars
for technical personnel and in-Country long-term training for accountants.

242 Focus On Ficld Work: In the ficld, working onc-on-one with district accountants to
track disburscments, and with district cngincers to review designs and inspect construction.
This is where the technology transfer will take place. For this reason, it is essential that the
BSDS tcam placc incrcased cmphasis on visits to district offices and construction work sites.

As detailed earlier in the Section, the Financial Specialists on the BSDS Team by virtue
of their long expericnee with sub-project cost accounting systems arc managing, with the
cxception of the Maintcnance Plan work, to spend only minimal time in the district officcs
and yet still are coping with the financial monitorirg requirements of the Project. Onc
additional Financial Spccialist, noncthcless, is nceded to visit the districts frequently to
concentrate on monitoring of thc Maintcnance Plans and to provide gencral backup support to
the other two Specialists, On the enginecring side, moreover, there is a demonstrable nced
for GOE counterparts to be provided more guidance and technical assistance in design, cost
estimating, and construction management,

243 Problem Solving: It was mentioned in the Inception Report that lack of coordination
and cooperation between the different departments within the district offices (c.g. planning
and follow-up, contracting, accounting, and engincering) hampers the effectiveness of these
units and leads to numerous errors and subscquent adjustments to the Investment Plans. A
new approach to this persistent problem is now being attempted in some of the reccntly-
formed districts of Cairo. If successful in these new districts, it will be introduced clsewhere
within the six governorates.

The approach is to have the PIC arrange a problem-solving meeting in the district
hcadquarters and this mecting should be attended by the district chief, head of the local
Popular Council, sccretary gencral, heads of the departments of planning/follow-up,
contracting, cngincering, accounting and other concerned departments, plus financial and
engincering representatives from the BSDS Team. In addition, representatives  of user
agencics (departments of health, education, youth.. ctc) could be invited if their sub-projects
arc to be discussed.

The purpose of gathering this large group together is to review and analyze the
implementation and financial statvs of the on-going Investment Plans, identify deficicncies,
areas of weakness, and slippages. Then the group can develop solutions to these problems.
This ncw approach has been tricd in Nasr City, Shourabia, Waily, Maadi, Giza West and
Shoubra ¢! Kheima Districts. The meetings arc held cvery other month or so on an "as-
required® basis, To date it is not yet possible to determine how effective they will prove to
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be but it appears that they do have a genuine potential for clearing obstacles to the sub-
project implementation process.

244 Upgrading Contractor Lists: Pre-qualification of contractors is a technique for weeding
out those contractors who are incapable of acceptable construction which can be defined as
work performed in general adhcrence to the specifications and in conformance with the
approved schedules.  Some small contractors, for example, lack the craftsmen to erect
buildings with walls that are plumb, to lay pipe on proper grades, and to install electrical
panels and wiring that arc safe for the user. Other bigger contractors, especially public
sector [irms, have no scnsc of urgency and will randomly delay small jobs for long periods
while they deploy their resources clsewhere.

Both of these types of contractors should be rejected from the LD II Urban tindering
process. The mechanism by which they can be legally cast out is pre-qualification. During the
summer of 1984, the NUS TAC staff filled out a rating form for all contractors who at that
time had cxperience on the NUS Project. Each [irm was given a rating with a reason for the
rating, and the individual NUS jobs on which the company had worked were listed. This
rating of contractors is now out-of-date and should be renewed so as to encompass all of the
sub-project construction these past four ycars. Morcover, the ratings should not be
accomplished by thc TAC staff, but should be donc by GOE officials at the district level in
cach of the governorates.

The results of the pre-qualification analyses in each district will then result in lists of
acceptable contractors. Then these lists can be consolidated by the TAC and circulated to all
the districts in the governorates. The first step is for the district contracting offices to
advertisc and solicit applications by contractors interested in the various types of work. The
advertiscments will specify the usual scope and type of the LD II Urban work and the fact
that bid bonds and performance bonds will be mandatory for all participating contractors,
Hopefully, the large public scctor contractors, who normally are not required to put up
guarantees, will then decide not to apply.

Committees of district engincering officials with representatives from contracting, legal,
and finance will then study all of the experience record: submitted by the contractors and,
wherever necessary, will verify the quality of workmanship and the proven adherence to
schedule of cach contractor. Figurc 2-2 is an cxample of a summary sheet to be filled out by
the Commiltee as it evaluates the contractor expericnce records. Margi-nal contractors will be
climinated and a list will then be prepared of qualified contractors who will be allowed to bid
on future LD II Urban jobs. The result should be a substantial increase in the quality of the
work at most of the construction sites,

245 Support For Engincers: Onc special project now under consideration is the upgrading
and cquipping of the engincering offices at sclected districts with the tools to allow them to
perform the work.  Almost without cxception, the enginecring people in cach district are
housed in dingy, ill-lighted offices with unacceptable working conditions. The engincers are
also without cssential equipment such as surveying instruments, light tables, drafting tables
and the usual racks and files for drawing and sub-project records.

On the average, these district cngincering groups are comprised of two to four enginecrs
plus two or three technicians, It if were possible to enhance at nominal cost the efficiency
of these groups which are so vital to the Project by simply upgrading and equipping their
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offices, then it would seem a prudent investment for the Project. Furthermore, the districts
as well as USAID have alrcady made substantial investments in the training of these engincers
and it is important to rctain these more knowledgeable employees. Improving district
engineering work arcas could then be a deciding factor when the young engineers deliberate
whether they should leave for the higher pay of the private sector or rather opt for a carcer
with government,

It is cstimated that L.E. 20,000 would rcnovate and equip an average engineering office.
The resulting improvements would include re-painting, installation of fluorescent lighting and
wall outlets plus provision of a drafting table, a light table, (possibly a blucprint machine), a
sct of simple, functional surveying equipment to include a level, transit, rods and chains,
several hand calculators, a sct of drawing instruments, and a dozen or so reference books. It
is recommended that four or five of the district engincering offices in the Greater Cairo area
be so upgraded and cquipped as a pilot program. Then, if the engincering performance is
scen to improve in these offices, the program could be expanded to other districts.

246  Projct Implementation Office:  Restructuring capital investment implementation
procedures at the district level, it is believed, might also improve the efficiency of sub-project
planning, design, and implementation cfforts, One of the alternatives which seems, on the
surface, to possess great potential is that of establishing a special task force, housed in a
"Project Implementation Office”, again to be implemented on a pilot basis in four or five
districts. The task force basic function would be to manage all aspects of the maintenance
and capital improvement programs. It would be a multi-disciplined group comprising
finance/accounting, cngincering/ architecture, procurement/contracting and  administrative
support.

All of these people would be drawn from existing departments at the district and would
be brought together to form the Project Implementation Office.  Figure 2-3 is a proposcd
organizational chart of a typical Project Implementation Office and from this dingram it can
be seen that the Office would manage project implementation from preliminary planning (Necds
Asscssment - Survey), through design, contracting, financial monitoring and construction
surveillance to the final acceptance of the job. As in the previously-discussed proposal, the
program would include a complete upgrading and equipping of an existing office in the district.

The costs would encompass all of the projected costs for the previously discussed plan
for the offices of the engincers (ie. L.E. 20,000 per office), plus support of the other task
force personnel and transportation (a pickup). It has long been a dominant theme with
district people, cspecially engineers, that they have no way of getting out to the job. One
solution would be to procure onc “dedicated” vehicle for such a Project Implementation Office.
Estimated cost per office is L.E. 85,000, of which the vehicle cost is about forty percent, To
date, a number of district officials have discusscd the merits of formulating this task force
with representatives from the BSDS Team, and new ideas are continuously evolving which
should streamline and optimize the concept.

24.7 Advance Planning:  Another suggested way to expedite the sub-project implementation
process is by moving at an carlier date from preliminary planning into detailed design. This
can be donc cither with in-house forces or by using local consultants, If the districts use
consultants, now would be the time in the sub-project cycle to establish a source for design
funds using contingency moncy or funds transferred forward from closed-out FY programs.
The aim here is to define, delincate, rnd validate needed, high priority sub-projects as soon as
possible then immediately proceed to design.
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If this policy is followed, design will start for many sub-projccts in August. Then, by
late September, a sizeable group of designs will be completed, reviewed and corrected.  Early
in October, the finished tender document packages will be "on the shelf awaiting
advertisement

248 Additional Training: Continuing training of GOE personnel is a crucial element in the
strategy of thc BSDS Team. The continuing interaction between BSDS Team members and
GOE counterparts, whether jointly reconciling contractor disbursements with sub-project bank
statements or visiting construction sites together is a highly valued source of informal (OJT)
training provided by the Project. Formal training also (via classes, workshops and structured
scminars) is absolutcly mandatory and serves to provide a solid foundation on which the BSDS
Team can build job-oriented technical advisory services.

A number of very successful NUS core courses, in financial management, engincering
design, and construction surveillance will be taught for the first time in Port Said and Sucz
and will be repeated in some of the other governorates. To supplement this essential
background instruction, a number of shorter cngincering workshops, very narrowly focused on
recurring arcas of weakness in the design and construction of sub-projects, have becn
developed and will be conducted beginning late this year:

a,  Design and inspection of clectrical-mechanical components in_small buildings: These
components, which consistently cause troubles include waler-wastewater connections,
fixtures, piping, and drains; clectric lighting and power circuits, pancls, and controls; and
air conditioning/ ventilation,

b.  Design_and_inspection of asphaltic and poriland cemeny conerete (PCC) pavements: to
include dctermination of traffic loads on strects and parking arcas; structural design
including CBR method for asphalt roads; maintenance practises including repair of
potholes, and cracked/shattered PCC slabs; and inspection procedures of paving
operations.,

¢ Design and_inspection of foundations for light construction: Review of applied soil
mechanics; interpretation of soil boring logs and records; dctermination of design loads
and design procedurcs for isolated, wall, and combination footings as well as
consideration of piles and raft foundations; and inspection of excavated sites, rebar
emplacement and concrete pours,

d.  Quality control of plain and rcinforced concrete: Aggregate classifications, sampling and

sieve analyses; water-cement ratio; propertics and testing of concrete; inspection of
cmplacement of rebars and concrete; and inspection (both function and safety) of form
work (shuttering) and shoring,

In addition, a seminar for maintenance management of public buildings which will instruct
participating cngincers in the identification, delincation, and costing out of maintcnance sub-
projects in buildings (also infrastructure) will be offered in all governorates. On the financial
side, the core coursc in financial management will be taught for the first time at Port Said
and Sucz during the July-August timeframe. Then, during the first half of 1989, this course
will be offered as a onc-time repeat in both Cairo and Alexandria.
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Also, a very worthwhile program for long term, in-country training for government
accountants and budget analyses is described in the LD II Project Program Paper. The
suggested approach is to send a number of local PHD university professors to the US for
post-doctoral training. Then, upon their return, they will establish an MBA program in Egypt.
Selected officials from the governorates and districts will be funded for this full-time in-
Country study program,

The advantages to this in-Country training, as opposcd to sending GOE officials to US
institutions for Lwo or threc years are twofold: first, training will focus on concepts and
practices which arc applicable to Egypt and sccond, the problems of the "brain drain® will be
avoided. When this program becomes locally operational, it should prove very bencficial for
the participating district and governorate officials.

JA GOE Resources

25.1 Manpower Needs:  As defined carlier in the Section, there is an urgent need for onc
additional cnginecer and one additional financial specialist for the BSDS Team if the Tcam is
to fully carry out its mandate of reasonably monitoring on-going LD II Urban Investment and
Maintcnance Programs, while at the same time cffectively and efficiently furnishing tcchnical
assistance to the counterparts.

On the one hand, the Tcam could continuc with its present staffing and its current
program of widely-spaced spot checks with maximum rcliance on the GOE officials and this is
in line with the aims of thc Project. Unfortunatcly, day after day, the results of BSDS
finoncial audits and BSDS design reviews and construction visits tell us that this approach at
this time is premature and, notwithstanding the past six ycars of NUS training, GOE
counterparts have a genuine nced for continuing "hands-on® guidance delivered frequently and
in the ficld,

The reasons for this condition stem from the facts that Port Said and Sucz have yet to
rcceive a full measurc of training and that thc desired institutionalization of Project
proccdures has not yct fully occurred. Morcover, thc constant turnover of personnel
resulting from transfers, promotions, and rctircments means that new people must be traincd
and that some GOE personnel (as in the preparation of the Needs Assessments) arc being
asked to do things that they have never donc before.

On the other hand, the BSDS Tcam must take a more active role in technology transfer
and this will requirc more time in the ficld and morc resources. The additional personncl
rccommended are:

a. One Financial Specialint to concentrate on the Maintcnance Plans, as well 83 to provide
backup for the other two BSDS specialists.

b. Onc Engincer to concentratc on the planning, design, contracting, and construction of
maintenance sub-projects.
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26 Program Qutputs

26.1 Overview: If the recommendations of this Report arc implemented, there will be, by
December 1989, a varicty of outputs, some tangible, as in the construction of infrastructure
improvements, and somec intangible, as in the institutional building effects at both the
governorate and district levels,

262 Infrastructurc Improvements: With reference to the Investment Plans, the NUS and
follow-on LD II FY 87 and FY 88 programs will be essentially complete with acceptable
workmanship. These resultant physical improvements in low-income urban arcas arc in the
categorics of infra-structure, cducation, health, youth, markets, and social affairs.

In the LD II Urban Project, it was originally estimated that 550 sub-projects would be
completed but much more will be accomplished. In the first two years alone (FY 87 and FY
88), over 800 sub-projccts have been approved and funded. To date, over 250 have been
completed, It is anticipated that during the next two and one-half ycars, during the
implementation of the third and fourth tranches, similar results will be achieved and, thus, the
total number of sub-projects should reach approximately 1600.

To put in perspective the scope of the construction of just the first two years, FY 87
and FY 88, it is nccessary to analyze the beneficiarics of these two programs, specifically,
how many residents reccived infrastructure improvements which will allow themselves and their
familics to enjoy a higher level of basic services. This data is tabulated below:

Goavernorale No.Of Sub-Projects Beneficiaries
Cairo 344 3,189,100
Alex 186 1,671,500
Giza 126 1,870,100
Qaliubia 63 753,200
Port Said 4 292,800
Suez 50 668,200
813 8,444,900

263 Futurc Budgeling: The Egyptian Government will partially accept the concept of block
grants and the nccessity of budgeting for essential capital improvements to be implemented by
local government.

264 Garages And Workshops:  Also for the Investment Plans, a sizeablc number of
maintenance facilitics (garages and workshops) will be constructed and put into operation,
Personncl will be trained in the cost cffective operation of these facilitics.

265 Maintenance Procedures:  For the Maintenance Plans, many structures and operating
facilitics will be more cffectively identified as needing maintcnance and repair. Much of this
work will be defined, tendered and awarded to qualificd contractors, as opposed to simply
awarding to an annual contractor with little or no cnginccering,
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266 Maintenance Cycles: Moreover, a system that routinely on an annual basis identifies
requised corrective maintenance and  establishes preventive maintenance cycles will be
institutionalized in several of the districts. The Egyptian Government will begin to accept the
necessity of budgeting to reducc the immense backlog of deferred maintenance.

267 Private_Sector Involyement: Through the mechanism of sub-project implementation,
private sector involvement will be cnhanced for both consultants and contractors.
Architectural-engineering firms will be awarded design assignments by the districts where the
work is complex or the schedule tight. Small contractors will develop viable, cost-effective,
and technically sound organizations.

268 Upgrade Engincering Skills: Engincers at the district level, as a result of intensive
technical training, will upgrade their technical skills and this will be reflected in morc
detailed designs, morc comprchensive construction surveillance, and thus better workmanchip
on construction worksites.
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Section 3

PROGRAMMING & BUDGETING

PART A - BACKGROUND ANALYSIS

3.1 Rcvicw of Project Tarpets and Mandates

The Arab Republic of Egypt is pursuing a policy of decentralizing national authority to
governorates and local units, The Amendments to * The Law of Local Government” in 1981 by
passage of Law 50 delegated more authority to local units than previously existed in Law 43
of 1979. Therc is a two-fold purpose stated in this legislation.

o  through local government, the sovereignty of the people is realized.
o local government guarantces the mobilization of cfforts and participation in the socio-

economic development plan and improvement of public utilitics and services.

The responsibility for solving local problems at the local level is prescnt. However, the
review of existing litcrature and on-sitc obscrvation during Phase I indicate thrce major
impediments in implementing full decentralization,

o  Policy development
o  Local resource mobilization
o Management skills and organization

In that policy development requires continued application of resources to achievo a goal,
policy development is now limited by the proccss of decentralized cxpenditures but little
revenue generating decentralization.  The budget-making authority of the Governor is limited

by central government finance and planning agencics. If the budget-making authority of the
Governor is to increase and be cffective, several factors must improve at the local level.

o Devclopment of staff skills

=]

Added control over local revenue gencration
o  Early disclosurc to governorates of national revenue limits/subsidy

o Balanced budget deliberations at the local level,

The purpose of the LD II Urban Program is (o provide technical assistance to achicve
proccdural improvements in local government arcas by upgrading decentralized municipal
management systems in the six urban governorates of Cairo, Qaliubia, Giza, Alexandria, Port
Said, and Sucz,
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This Report addresses the development of municipal management systems within current
governorate environments from the standpoint of Task 6 - Programming, Budgeting and
Management Information Systems (MIS). Section 3 addresses issues involved with Programming
And Budgeting and the nced for MIS support. Scction 4, MIS, describes in more technical
detail the MIS diagnostic findings aud recommendations to satisfy Programming And Budgeting
nceds and devclopment of governorate MIS capabilities.  Although both Sections address the
same tasks they have becn separated to better discuss the technical aspects of each specific
area,

The Phase I work program cnabled a reconnaissance effort to understand and define the
legal, organizational, and process constraints neccssary to achicve the seven goals of the
Action Package:

o iostall Offices of Management and Economic Development (OMED) in the six
governoratces,

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

o discuss and reach conscnsus with the ULDC and GLDC's on budget development process
practices and proccdurcs,

o coordinate training of OMED stalf, governorate and district personnel in management,
budget, and analytical concepts and practices,

o  develop and install a five yeur forccasting model for revenues and expenditures,
o coordinatc annual maintenance plans with the annual budget process,

o intcgrate other action packages, O & M, BSDS and solid waste into thc overall planning
and budgeting framework, and

o conduct a conlinuing technical assistance component in developing' OMED staff skills in
fiscal and economic analyscs, and planning,

Action Package 6 as prescnted in the Inccption Report is"conceptual® in naturc and has
the mandatc to analyzc and reformulate current processes, proccdures and practices.
Therefore, Phase I activitics centered on findings and recommendation activitics rather than
on implementation tasks. Milestoncs contained in the Inczption Report have been met to-date
with the exception of the MIS Project Tracking Systcm install-ation. An Arabic System is
rcady for installation but duc to factors beyond our control (i.¢ establishing a training budget
and computer facilitics plan budget), installation has been delayed. Another arca of concern is
the appointment of OMED Directors which is scheduled in the Inception Report to be
completed by the cnd of July 1988. The following Table 3-1, Project Targets and Completion
Status, summarizes work progress in Phasc I in mecting Inception Report Milestones.

32 Data Reconnaissance Efforts

The basic goal during Phasc I data rcconnaissance ficld work was to identily the
elements in the present budget development process by performing the following tasks:

o Identify impediments to mecting programming & budgeting Project objectives.
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Table 3-1

PHASE I PROJECT TARGETS AND COMPLETION STATUS

oYy

INCEPTION REPORT
MILESTONE DESCRIPTION TARGET COMPLETION ACTUAL REMARKS
NUMBER OF DATE COMPLETION
MILESTONE (PHASE I ONLY) DATE
1 Mobilization of OMED End of Jan 1988 End of Jan
Task TA Group 1988
2 Inception Report End of Mar 1988 End of Mar
Completed 1988
3 *
Interviews Completed
4 & Preliminary Findings| Mid May 1988 End of May
Prepared 1988
5 MIS Findings on Current| Mid May 1988 Jun 1 1988
MIS Support
6 Arabic System Completed| Mid May 1988 End of May
Users Manual Prepared 1988
7 *
8 *
9 Detail: Work Program Mid June 1988 Mid June
Completed for Phase II 1988
Diagnostic Report
10 Completed - End of End of Jun 1988 End of Jun
Phase I 1988

% Milestones not due in Phase I




o  Gain familiarity with the organizational structure and key personnecl involved in the
budget process.

0  Clarify speciiic steps in the process not detailed in current GOE litcrature.

o  Obtain historical budget data.

0  Analyze the relationship of expenditure and revenuc amounts by budget chapters.

0  Determine the relevance of final budget allocations to original budget requests.

o  Assess budget growth trends and revenue sources by chapter

o  Discuss the appointment of OMED Directors, their preferred organizational placement, and

determinc constraints that must be overcome in implementing successful OMED offices.

The Programming and Budget Technical Assistance Group was comprised of the following
positions:

Assistant Project Dircctor Dr. Hamed Mobarek
OMED Group Leader Pat Moyer

Financial Specialist Manal Shalaby
Economist Dr. Mohamed El Eraky

Manal Shalaby and Dr. Eraky comprised the ficld interview team while Dr. Moubarak and
Mr. Moyer were involved in oricntation, follow-up and periodic interview meetings. Interview
sessions were conducted over a period of three and onc half months. Over onc hundred people
were interviewed in approximately (43) mcetings. Interview topics were based on information
contained on data rcquest lists, interview questionnaires and identification of issucs as a result
of in-depth intervicws,

The analysis of historical budgets did not focus upon the appropriateness of budget
cxpenditurcs or subjective comparisons between individual governorates, but rather upon a
general picture of urban governoratc budgets and budget components,

The Group was not successful in sccuring all data requested; however, it is felt that the
data obtained represents an adequate sample of urban governorate activities to draw the
necessary conclusions, necded for this Report. It is recognized that some subtle differences
may exist in individual governorates that could not be discerncd without receiving all the data
requested,

The interview and litcrature search proved extremely beneficial in determining present
conditions, and was of great assistance in devcloping realistic reccommendations and work
program timelines for Phase 1I activitics. The following reports were found to be helpful in
assessing background and current conditions,

- NUS Final Report
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- Summary of the Sccond Five Year Plan 1989/88 - 1991/92

- The Decentralization of Local Government in Epypi - A Special Assessment for
USAID

- Inter-Governmental Fiscal Relations in Egypt and Mobilization of Local Revenues

33 Analysis of Existing Situation

At the conclusion of Phase 1 ficld work a technical paper, "Revicw of Urban Governorate
Budget Development Process®, was prepared outlining and discussing the present budget and
the procedures of the capital budget development process. The paper contains the following
scctions:

o  Budget Administration

0 Process and Timelines

Chapters & Formats

=}

o  Revenues & Debt Service

The analysis of the current process relics heavily on the description of the organization,
functions and process documented in the technical paper. Included in this Scction are
sclected charts and tables extracted from the Technical Paper.

A key budgeting consideration is the organizational and jurisdictional responsibilities of
the various agencics involved in the budget development process at both the central and the
local levels. Figure 3-1 displays the various agencics involved.

331 Consolidated Budget Development Process and Timelines: Local government budgets are
prepared on a fiscal year basis that starts on July I, in accordance with Law No. 53 for the
year 1973 concerning the state general budget and its amendments thercof, as well as the
guidelines and fiscal policy directives preparcd by the Ministry of Finance (MOF).

The preparation of local government budgets is outlined in articles 119-124 of Law No. 43
for the year 1979 and its amendments thercof, concerning local government. In a broad sense,
the budget of local government units is preparcd along two parallel lines; budget estimates for
service dircctorates and budget cstimates for gencral sceretariats and councils.  Such
estimates include revenues and expenditurcs,

On the national level, steps taken in the preparation of the State’s budget arc
summarized hereunder in Figure 3-2. By tracing the budget development process in local
government units, it was found that all units follow the same general rules and procedures,
The consolidated budget development process followed by local government units is depicted in
Figure 3-3.  Once the final budget cstimates arc approved by the Cabinct and the General
Assemb.y, the budget law is issued and local government budget appropriations follow the path
presented in Figure 3-4,
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STATE'S BUDGET DEVELOPHENT PROCESS
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Consolidated Budget Development Process
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CONSOLIDATED BUDGET APPROPRIATIONS
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The functional description of local government units budget dévclopmcnt roles and
timelines is summarized in Table 3-2.

332 lidatcd B Degvelopment P Findings: In unalyzing the budget development

process in local governments, the Study Team became aw::¢ of various problems affecting the
process. In the following discussion, an attempt will be made to outline some of the major
problems or apparent deficiencics in the system. It should be noted that problems actually are
not unique to any one governorate, but they upply to all governorates.

3.3.21 Timglincs; Timelines for the budget development process are not clearly defined.
In both Cairo and Giza Governorates, it was indicated that MOF should reccive a copy of
the governorate’s budget request by January Ist, according to article No. 17 of Law No.
53 for the ycar 1973 and its amendments thereof,concerning the State General Budgel.
Both governorales stated that the timeline for the budget is not realistic, in that they
received the MOF circular for 1988/89 budget preparation carly in November and have a
period of less than two months to contact all local units, preparc budget proposals and
obtain Executive and Popular Council approvals.

Article No. 13 states that the MOF shall reccive budget requests at least four
months prior to the beginning of the fiscal year (i.e. March); budget requests arc to be
sent to MOF no later than mid-February.

Undoubtedly, such contradictory timelines sct within the samc law and its
amendments thereof need to be resolved. It scems that the January deadline is only an
advisory one; in that no governorate is penalized for submitting its budget request after
January Ist. As for the dircctives stated in the MOF circular, budget requests should be
received by the MOF no later than December Ist.  Indeced, this is an unrealistic timeline
which was not met by any of the governorates and could not even be achieved,
especially if onc considers the fact that the circular was prepared by the MOF in
October 3! and was delivered to the governorates in carly November.

Tight deadlines for budget preparation impose great pressures on local units and
may lead to unsound cstimatcs, lack of financial analysis, or thc by-passing of the
required approvals by the Exccutive and/or Popular Councils.

33.22. Role of Exccutive and Popular Councils; Article No. 120 of Law No. 50 for the
year 1981, concerning local government, states that the Governor shall present the
proposed budget to the Popular Council for discussion and approval at least four months
prior to the beginning of the fiscal year (i.c. in March), and before submission to the
MOF. This rule is usually not adhered to in local units.

For example, in onc governorate, the Exccutive Council approved the proposed
budget requests for the ycar 1988/89 on Fcbruary 16, 1988, although the request was
submitted to the MOF on January Ist of the same ycar. As for the proposed 1987/88
budget, it was approved by the Popular Council during December 1987, ie. after the
budget law was alrcady issued.
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Table 3-2

FUNCTIONAL BUDGET AND TIMELINES

BEST AVAILABLE DOCUMENT

Step

Agency/Dept.

Function

official Date

Actual Range
of Dates

Remarks

Ministry of Fin-
pnce (MOF)

Finance
Directorate

J.ocal Units at
Governorate Level
KGeneral Secre-
tariat and Ser-
ice Direc-
torates)

pistricts
a. Executive
Council

b. Popular
Council

City Councils
a. Executive
Council

b. Popular
Council

A. Budget Request

Prepares a circular (Manshour No.1)
asking ministries ard governorates
to prepare budjet estimates for the
koming fiscal year and serds this
kircular to Finance Directorate.

Sends the circular to the local
nits including: service directo-
rates, general secretariats and
councils, specifying deadlines for
receiving draft budgets.

end the circular to city councils
or districts requesting their
pudget estimates. The main depart-
jrents involved are: the persomnel
dept., the budget dept., the plamn-
ing dept. and the revenues dept.

Prepare budget requests which take
the form of a statement of necds
cather than a formal budget, as ex-
penditure estimates only are pre-
sented. In some governorates, dis-
tricts may send directly to Finance
Pirectorate. Approval from Execu-
tive Council followed by another
from Popular Council, should be ob-
tained on proposed budgets before
being sent to gencrol secretariats
or city councils.

Consol idate district budget requests
bith the city’s surveyed nceds and
pbtain spprovals from executive ond
popular councils. Consolidated
budget requests are sent to general
secretariats.

No official dates
fFor delivery of
Manshour

End of

Dctober
eginning of

Eovenber

Mid-end of
%ovewber

2-3 days
following
the receipt
of the
circutar

End of
Movember-
Mid of
Pecember

Mid of
Pecember-
Mid of
Jarnuary

The circular deter-
Lnines deadlines for
Eubmissfon of budgets
hs well as guidelines
R directives to be
hpplied during the
hext fiscal period.

In some goverporates,
hamely Cairo, the
Finance Directorate
brepares a guideline
kPeriodic Book No.2)
bpecifying deadlinecs.
However such specified
Hates are not binding.

.ocal units are sup-
posed to formulate a
Pudget Estimates Com-
mittee; however, the
Fole of this committee
has not highlighted
in most governorates.

In some governorates,
Histricts send their
budget requests with-
but being approved by
kheir local councils.

Budget requests may be
kent without being
hpproved by local

founcils.

50




BEST AVAILABLE DOCUMENT

Table 3-2 (Cont.)
FUNCTIONAL BUDGET AND TIMELINES

secretary, heads of the various
directorates and general secreta-
riats as well as district chiefs
reviews, modifies and coordinates
the proposed budget requests.

Actual Range
Step | Agency/Dept. Function official Date of Dates Remarks
6 Local Units at Receive budget requests, prepare a | According to Ar- | Mid of -Chapter 4 is prepared
overnorate Level | consolidated budget for the local ticle No.119 of December - by general secre-
unit at the governorate level and Law No. 50/1981, | End of tariats. The Central
send a copy to Finance Directorate. | local units January Dept. for loans at
service directorates and agencies should submit MOF prcpares and/or
prepare their budgetary estimates their proposed reviews loan install-
in cooperation and coordination budgets to the ments and debt ser-
with the concerned ministries. governorate at vice, then informs
least 5 months Budget Dept. about
prior to the be- the share of debt
ginning of the repayments.
fiscal year (i.e,
in February). +1f for any reason a
local unit fails to
present its budget
request on time, the
governorate Budget
Dept. may add between
10% - 20X above end
of previous fiscal
year's account for
that unit in the
total proposed budget
7 Finonce Receives budget requests from End of The governorate pro-
Directorate general secretariats and service December- posed budget does
dircctorates, revicws proposed Beginning of | not usually include
budgets, consolidates them into one february the capital budget
form for the whole governorate and (Chapter 3) for all
prepares summary tables for presen- or most of the ser-
tation purposes. vice directorates.
8 Executive The "Plan & Budget Committee" which Mid February |Although by law, the
Council is comprisced of: governor, general Executive Council

should approve the
proposed budget re-
quest before being
sent to MOF, in some
governorates, such
procedure is not

fol Lowed.
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Table 3-2 (Cont.)

FUNCTIONAL BUDGET AND TIMELINES

BEST AVAILABLE DOCUMENT

Step

Agency/Dept.

Function

official Date

Actual Range
of Dates

Remarks

People’s Council
“permanent
Committee®

Council

Reviews snd approves governorate
proposed budget requests after
being spproved by the Executive

According to Ar-
ticle No. 120 of
Law No. 5071981,
the Governor
should present
the proposed

In most governorates,
proposed budget re-
quests are sent to
MOF without being
approved by the local
People’s Council.

budget to the
local People’s
Council for dis-
cussion and ap-
proval at least
4 months prior
to the beginmning
of the fiscal
year (i.e. in
Murch) and be-
fore being sent
to MOF,

Within the same Law No.
5371973, concerning the
State general budget
two articles contradict
the dates of submission
of the budget request
to MOF,

10 Finance
Directorate

FAccording to ar-
ticle No.13 of
Law No.5371973,
MOF & MOP should
receive budget
requests at least
4 months prior to
the begiming of
the fiscal year,
(i.c. in March).
FAccording to ar-
ticle No.16 of
Low No.53/1973,
MOF should re-
ceive budget re-
quests by a ma-
ximun date of Jan
Ist.

Januery 1st,
-Begiming of
February

Sends a copy of the proposed
budget request to MOF.

No exact dates were
specified in MOF
circular

1. General
Secretary

Begiming of
January-Be-
ginning of
February

According to Ar-
ticle No.17 of
Low No. 53/1973
and its amend-
ments thercof,
CAOA should re-
ceive a copy of
Chapter 1 accord-
ing to dotes
specified in MOF
circular,

(1) Sends a copy of Chapter 1 (wages
and salaries) to the Central Au-
thority for Organization and
Adninistration (CACA) which re-
views it,may negotiate it with
the Personnel Dept, ond the Or-
ganization and Adninistration
Directorate and notifies MOF of
its opproved requests
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Table 3-2 (Cont.)
FUNCTIONAL BUOGET AND TIMELINES

BEST AVAILABLE DOCUMENT

Step

Agency/Dept.

Function

official Date

Actual Range
of Dates

Remarks

13

14

15

MOF

B. BUDGET
APPROPRIATION:

MOF

Finance
Directorate

Local Units at
the Governorate
Level:

a. Executive
Council

b. Popular
Council

City Council
a. Exccutive
Council

b. Popular
Council

(2) Sends a copy of Chapter 3
(Capital budget) through plamn-
ing/Follow-up Dept. to MOP which
reviews it, negotiates it and
notifies both MOF and NIB
(National Investment Bank) of
approved requests

Notifies Finance Directorate which
in turn notifies local units about
the time schedules for discussing
budget requests for the current
budget (Chapter 2)

Sends the approved budget (appro-
priated) to the Finance Directorate
accompanied by a set of general and
specific directives for implemen-
tation of the budget during the
fiscal year.

Notifies local units at the central
level (Personnel,Budget & Revenues
Depts.)of the appropriated budget &
MOF directives.

General secretariats determine
central expenditure allocations

at the governorate level and the
total sharc of each city council

or district, obtain approvals from
both Executive and Popular Councils
and send the share of each city
council and/or districts to be
allocated among sectors and
activities.

Determines allocations at the city
level and the remaining funds are
allocated among districts. Ap-
provals from both executive and
popular councils arc obtained and
appropriated funds are sent to dis-
tricts.

4 months prior to
the begimning of
the fiscal year
(f.e. in March)

K1) H.B. The process of re-allocation of approved budget may extend to @
period of three months.

Beginning of
January-

Mid of
February

Beginning of
February-
gBeginning of
March

Beginning-
Mid July

(4}]

1)

Revenues of Chapter 3
are balanced by MOF

in Light of negotia-
tions with MOP
(Ministry of Plamning)
ardd N1B.

This meeting is con-
sidered a crucial
step in the budget
sppropriations pro-
cedure.

The approved budget
is significently
different from the
requested one.

The Planning Dept.

is notified through
MOP about the copital
budget appropriations

In somc governorates,
Like Giza, the Fin-
ance Directorate and
not the Budget Dept.
re-allocates funds
at the central level
for the current
budget.
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. Teble 3-2 (Cont.)
FUNCTIONAL BUDGET AND TIMELINES

BEST AVAILABLE DOCUMENT

Actual Range

Step | Agency/Dept. Function official Date of Dates Remarks
17 Districts 1f any district needs additional
funds, the governorate may make a
supplementary allocation from the
centrally budgeted funds.
18 Service Service Directorates follow the '
Directorates some above mentioned procedure
with the exception that they re-
ceive appropriations from concerncd
ministries.
C. ACTUAL
EXPENDITURES
19 Central Bank funds are disbursed as follows: These procedures are

20

21

(or a represen-
tative bank)

National In-
vestment Bank

financial
Manager

- For the current budget (Chapters
1 & 2) funds are disbursed month-
ly. Actual expenditures repre-
sent 1/12 of the total appropri-
ated budget.

- For Chapter 4, loan installments
are repaid on due dates according
to each loan agreement.

Revenues are collected and trans-
ferred to the same account at the
Central Boank, in the nome of each
governorate.

Disturses funds for Chapter 3
allocations (i.e. capital budget).

In tight of the commitment record,
the Financial Manager checks be-
fore any expenditure is mode thot:
an altocation exists for the item,
camitment is within the limit of
existing allocation and that ex-
penditure is made for the item for
which the allocation is provided.
After checking all documentary
forms, the payment is authorized.

bpecified according
ko:

Law No.53 for the

year 1973 concern-
ing the State Gene-
rol Budget and its
amendments thereof
(articles 159-165)

MOF circulars No.
3 &L 6 for the year
1986.

The Financial Manager
is a representative
from MOF. His role
is applied to all
evels of local wnits.

Source:

Governorate Interview Process




The procedural rules for approval by local councils is also ignored. For example, in
onc governorate 1988/89 budget requests were forwarded to the City Council without
being approved by their Local Councils, The Executive Council approved district budget
requests two weeks after submission and the Popular Council approved it within the same
month, As for district 1987/88 budget appropriations, Local Councils did not approve
requests before March 1988,

This, in fact, is not the pattern in all governorates. In some governorates, approval
of Local Councils on budget requests and appropriations is considered mandatory before
submission of budget requests or implementation of budget appropriations,

The questionable issue in this context is how MOF accepts budget requests without
being approved by Lccal Councils, not only at the district level, but at the governorate
level as well,

33.23 Duality of Local Budget; The dual reporting relationship is one of the most
critical obstacles to achicving dccentralization in local government budget preparation.
The dual rcporting naturc stems from the fact that service dircctorates (health,
education, social welfare, ctc...) are technically supervised by their concerned ministries,
and administratively supervised by the local unit’s gencral sceretariat.  This creates a
degree of duality and overlap in the budget preparation process. Service directorates
within local government units prepare their budgetary requests in coordination with the
concerned ministrics, cspecially with respect to capital budget estimates. Consequently,
capital budget appropriations arc assigned to scrvice directorates directly through
concerncd ministrics.

3.3.24. Allocation_of Funds; There is no discrete rclationship between revenues and
expenditures in local government units.  Allocation is primarily confined to the
expenditures side. Revenucs arc primarily determined at the central level duc to the
significant amount of subsidy. Chapter (Bab I (wages and salarics), is considered
mandatory for local units. The governorate has little flexibility in impacting this
chapter.  Chapter (Bab) IV (Loans and credit facilitics) expenditures are annually
distributed to governorates by the central government with matcling subsidy rcvenue,
Thercfore, allocation decisions are primarily centered on Chapter (Bab) II' (current
expenditures) and Chapter (Bab) IIT (capital budget).

Following the issuc of the budget appropriation law, the allocation decision is made
in two stages. The first stage involves the allotment of funds between the gencral
sccretariats (at the central level) and the city councils and/or districts. The balance of
the funds is then allocated among districts.

Throughout the interviewing process, the Study Team concluded that there are no
uniform criteria or standards governing the reallocationprocess. This depends, to a great
extent, on previous fiscal ycar expenditure history. For example, in some governorates, a
percentage ranging betwee 10-20 percent is added over previous year accounts.

In summary, the budget process does not balance revenue and expenditures.
Morcover, the move towards decentralization in local government units hrough the
dclegation of management and administrative authoritics is limited by the fact that
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districts lack their own financial resources. The dclegation process only applies to
expenditurcs as signilicant rcvenues arc detcrmined and controlled at the central level,
In respect to allocation of funds, therc are no standard criteria for priorities of
allccating expenditures.

.

33.2.5 Prcparation of Budget Estimates; The interviewing process, as well as analysis of
prior year budgets, revealed that preparation of budget estimates is largely based on
historical precedents with no performance, ccono;mic, or cost/benefit analysis basis. For
example, for some items of the current budget, an average "mean”® is computed for the
past thrce ycars. For other items, a percentage amount ranging between 10 to 20
percent is added to end of previous year accounts. For some other cost items, such as
fucl consumption and spare parls requitcments, a technical breakdown is presented. A
subjective cstimate is presented for other items, such as telephone expenditures.  With
respect Lo anticipated revenues, they are computed without solid research methods as a
percentage increasc over previous year accounts, No guidelines are provided by MOF on
Central Government subsidy expectations,

3.3.26 Annual Maintenance Plan; There is no annual maintenance plan applied in any
of the governorates, apart from maintenance of USAID funded facilities. No scgregation
is undertaken between major maintenance, cmergency maintenance, or  preventive
maintcnance programs. Only cmergency maintenance activities are undertaken in local
government units. The impact of new investment programs or increascd operational costs
are not considcred or integrated in the Annual Budget.

33.2.7 Ncgotiations with Representatives of MOF;  After the budget request is submitted
to MOF, a meeling is scheduled with representatives of the governorate and MOF, and
the proposed budget is discussed. Most of the governorates noted that this meeting
takes the form of a bargaining proccdure, where budget appropriations are initially
assigned. It was indicated in the interview process that governorate officials felt that
technical and financial "justifications” attachcd to budget requests are ignored. This is
primarily attributed to the fact that there are no criteria established for the decision
process.  This, coupled with the lack of sufficient program costs and performance
measurement standards, make the process a subjective bargaining approach, with little
consideration or projection of local nceds and prioritics.

The impact of these ncgoliations are marginal changes to the final budget, and a
process that may not reflect equitable distribution of rcsources to meet governorate
necds.

33.28 Chapter (Bab) Siructure; One of the short comings of the classification system
is that no relationship exists between revenue chapters and expenditure chapters.  An
analysis of the Cairo Governorate’s budget appropriations for the fiscal ycar 1986/87 in
Table 3-3 indicates that the first chapter expenditures arc almost twice the first chapter
revenues,  Chapter 1V revenues are more than four times Chapter IV expenditures. Note
that Chapter 1V revenues cover cxactly Chapter 111 expenditures (investment applications).
The difference between local revenues and local expenditures can be defircd as the
budget deficit.

This deficit is perccived differently by local government units in Egypt. Officials in
the financial departments refer to this deficit as a finance deficit not as budget deficit.
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They contend that the Central Government finances this deficit through provision of
subsidics to local governorates. Therefore, cach governorate’s budget would appear
balanced. When the Central Government’s subsidy is allocated, the total appropriation is
established. Local government units are not allowed to excced the budgeted expenditure
level and create a budget deficit.

Table 3-3 indicates that Cairo Governorate received L.E. 119.5 million in FY 1986/87
from the Central Government, in the form of subsidies.

In addition to subsidics, L.E. 57.8 million is borrowcd; mainly from NIB (National
Investment Bank), to finance capital investment projects. Thus, estimated local revenues
are actually short by L.E. 177.3 million to finance all Governoratc programs for 1986/87.
Cairo local revenues finance only 44.6 percent of the Governorate's budget. The other
55.4 percent is secured from long-term loans and subsidies.

3329 Decht Service; Chapters II and IV on the expenditures side of the budget deal
with debt scrvice costs. The interest cost of loans to finance new projects is shown in
Chapter II. Financing capital projects is usuallly donc through borrowing from domestic
or forcign lenders. Loan installments on principal payments arc shown in Chapter IV,
Interest expensc is buricd in Chapter I This mcthod of classifying debt service costs in
differcnt funds is contrary to sound municipal accounting standarads and fails to disclose
full debt service obligations at the governorate level.

Table 3-3
CAIRO GOVERNORATE
BUDGET FOR FY 1986/1987
Expenditure Sub-Total Revenue Sub-Total
Chapters LE 000,000) Chapters (LE 000,000)
1, Salarics & Wages 197.6 1. Sovercignty Revenues 91.8
2. Current Expenditures 513 2. Current Revenues 423
& Current Transfers & Current Transfers
3. Investment Applications 578 3. Misccllancous Capital 87
Revemics
4. Capital Transfers 134 4. Loans & Credit 578
Facilitics
Total 320.1 Total 200.6
Required Central 119.5
Government Subsidy

Source: Cairo Governorate

33.2.10 Analysis of Current Format; The local government budget format in Egypt can
be described as a line-item budget, or input budget. That is, the budget is detailed
according to the different cxpenditure outlays such as wages, [ucl, sparc parts, and
publications, without any reference to specific programs. The budget document format
makes it difficult to hold any government unit accountable. The budget format
represents the inputs to government activitics only. The cfficiency of doing government
business and the output of government expenditure on different items arc not known,
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Like any production process, the government uses diflcrent inputs to produce goods and
services, The present format ncgates historical comparisons. Without historical program
data, the governorates arc severcly handicapped in performing fiscal and econo;mic
analysis,

It would be important to reformulate the budget document in such a wa{y as to show
programs, outputs ;and the final impact on the public. This would facilitate cross-agency
comparisons and would enhance the princir-es of cost-effcctiveness and accountability.

333 Capital Budget Devclopment Process & Timelines; The Capital Budget process is
developed in accordance with articles No. 74-85 of Law No. 53 for the ycar 1973 concerning
the state general budget and its amendments thercof. The Capital Budget development
process, as distinguished from the Consolidated Budget is presented in Figure 3-5. Figure 3-6
summarizes the Capital Budget appropriation process following the issuc of the budget law.

The functional description of local government units Capital Budget development roles
and timelines is exhibited in Table 3-4,

33.4 Capital Budget Development Process & Timcelines Findings

3.34.1 Allocation of Funds; In allocating funds among the local government levels,
almost all interviewees indicated that prioritics are determined according to the Five-
Year Plan and {ollowing set of criteria:

- comglction,
- replacement and reacwal, and

- ncw projects.

In somc governorates, it was noted that priority is primarily given to finding a
solution to an existing infrastructure problem and to impacts of population growth rates.
Nevertheless, there docs not appear to be clear criteria for the allocation of funds among
sectors, activities and projects.

It was indicated i one of the interviews that appropriations of the Five-Year Plan
among cconomic rcgions arc vased on population densitics, rather than on actual needs,
According to the intervicwee, such unfair allocation of total appropriations disturbs the
balance of scrvices among the various governorates. The abscnce of any visible criteria
or allocation formula can produce such conclusions, whether valid or not.

3342 Planning_at the District Level;  Interviews revealed that planning and capital
budgeting at the district level is primarily confined to roads and pavements. Decisions
at that level arc limited to the task of follow-up on projects exccuted during the fiscal
year.
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Table 3-4

BEST AVAILABLE DOCUMENT

FUNCTIONAL CAPITAL BUDGET AND TIMELINES

Btep

Agency/Dept.

Function

Actuat Due
Date

Remarks

2,

6.

A. BUDGET REQUEST

MOF

Finance Directorate

Plenning\Fol lox-up
(General
Secretariats)

City Council

Districts

a. Executive
Council

b. Popular Council

City council

a. Executive Council

b. Popular Council

sends circular, Manshour No. (1),
for budget preparation to Finance
Directorate.

Sends the Manshour end Forms to Plan-
ning\Follow-up at governorate level
(General Secretariat) as well as
Service Directorates.

Sends circuler to heads of central
branches as well as heads of City
Councils or district chiefs request-
ing Cepital Budget estimates..

Sends request to district chiefs as
well as central bronches.

Prepare a statement of needs, de-
termine cost estimates, define prio-
rities, obtain approvals from Execu-
tive and People’s Councils and send
proposed Capital Budget to City
Council and\or General Sccretaljiat.

Consolidates information from dis-
tricts with its own surveyed needs,
obteins approvals from Executive and
Popular Councils and sends budget re-
quest to General Secretariat.

Early November

Hid-End of
November

Hid-End of
November

Begitning-
End of
November

Beginning of
November-
Hid of
December

Hid of
Decenber-
Mid of
January

There are no directives for
onnuat Car, -al Budget pre-
paration from MOP (Ministry
of Planning) some governo-
rates received letters from
MOP requesting Capital
Capital Budget cstimates.

There are ten forms for
the Capital Budget re-
quests; these are sent by
MOF, but prepared by MOP.

In most governorates, the
forms sent arc developed
by the General Secretariat
and are different from
those prepared by MOP.

Some City Councils do not
wait for MOF circular
and moy request budget
estimates beforehand.

Some districts sent thelr
Capital Budget requests as
of the beginning of Novem-
ber, without waiting to
receive MOF circuler.
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Table 3-4 (Cont.)

BEST AVAILABLE DOCUMENT

FUNCTIONAL CAPITAL BUDGET AND TIMELINES

Agency/Dept.

L

function

Actual Due
Date

Remarks

7. ] General Secretarfat
a. Executive
Council

b. Popular Council

i. Finance
Directorate

if. AMANA

iii. Concerned
Regional Plann-
ing Authority

B. BUDGET
APPROPRIATION
9. |mMop
0. [General
Secretariat

8. |Service Directorates

Surveys needs at central level, re-
views submitted projects in Light of
the following: the S-year plan (new
projects which were not included in,
the 5-Year Plan may be introduced and
justified) ond technical viability
of projects (conducted by engincers).
Obtains approvals from Exccutive and
Popular Councils and a copy of the
proposed Capital Budget is sent to
the following agencies:

Includes total figures of the Capital
Budget within the governorate’s total
budget requests and submits it to MOF

Receives o copy of the budget request
estimates through the General Secre-
tary,

Discusses proposed Copital Budyet
mainly with General Sceretary ond
Head of Planning Dept., modifies it
and sends it to MOP,

They follow the same above mentioned
procedures except that their projects
and priorities are determined in co-
ordination with concerned ministries.

Negotiates proposed Capital Budget
with MOF and decides on commitments
which are approved by Cabinet and
People’s Assembly. Notifies NIB,
General Secretariot, ard Service
Ministries of committed budget.

Receives appropriations from MOP and
MOF through Finance Directorate.

Mid of
December -
End of
Jonuary

End of
December -
Beginning of
February

Discussions
start

taking place
in Mid
February.

/7 - 15/7

- It was noted that MOP (s
not aware of the pro-
Jects included in the
5-Year Plan.

The year in which a pro-
ject is exccuted {s
tentative becouse com-
mittment of the 5-Year
Plan is specified as se-
parate for the first year
and as a total figure for
the other 4 years.

Only social anolysis is
conducted; but no econo-
mic approisal is under-
taken.

Capital Budget for Service
Directorates may not be
included,

Reviews process only.

Discussion moy extend from
one to three days.

Appropriations usually
take place according to
sectors and octivities.




BEST AVAILABLE DOCUMENT

Table 3-4 (Cont.)

FUNCTIONAL CAPITAL BUDGET AND TIMELINES

Ktep

Agency/Dept.

Function

Actual Date
Date

Remarks

1.

12.

13.

14.

Service Directorates

local Units at

Governorate level

8. Executive
Council

b. Popular Council
city Council
a. Executive

Council

b. Popular Council

Districts
a. Executive
Council

b. Popular Council

Local Units at
Governorate Level

Reccive appropriations from concerned
ministries.

Retain amounts for central projects
and re-allocate budget smong local
units. Then, obtain approvals on the
proposed allocations from Executive
and Popular Councils and then send
approved allocations to the City
Council or districts.

Retains allotted smounts for City
needs, re-sllocates budget among dis-
tricts, obtains spprovals from Ex-
ecutive and Popular Councils and
then sends approved sppropriations
to districts and back to the Genoral
Secretariat.

Re-allocate budget according to
activities and projects, obtains
approvals from Executive and Popular
Councils and send approved alloca-
tions back to General Secretariat
or City Council.

Convey their re-allocations to the
following egencies:

0) HOP: through first follow-up
report

b) AMANA:through follow-up reports

c) N1B: through filling in special
forms designed by NIB show-

ing proposed time schedule

e-allocation of the budget
takes about 3 months and
xecutfon takes around 9
months.

C. ACTUAL for disbursement of funds.
EXPENOITURES
16. | NIB Disburses funds quarterly based on Disbursement takes the
receipt of the following documents. form of a deposit port-
folfo placed ot the Central
a) time schedule for finance and in- Bank or any of its branches
kind execution.
b) follow-up report.
¢) accounts balance statement
onalysis.
Source: Governorate Interview Process
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There is a dependency relationship of districts on the city or governorate. This
primarily stems from the fact that districts lack identified and dependable revenues
sources. '

3343 Ministry of Planning (MOP) Appropriations; The interviews did not confirm an
objective appropriation process based on known planning criteria. The allocation process
should be based on an equitable distribution formula considering Five-Year Plan goals,
population levels and other factors similar to the LD II urban formula.

3.3.4.4 National Tnvestment Bank Role; Most officials at the governorates indicated that
the major problem during implementation of the Capital Budget is caused by the systcm
of disburscment of funds supplicd by NIB, The repetitive exposure of contractors to the
proccdurcs applicd by NIB to disburse funds creates an uncertainty as to when funds will
be reccived.  Contractors refrain from starting, continuing or complcting their
construction work until they reccive their progress payments.  This causes an
unnecessary delay during the construction phase of projects.

During exccution of the Capital Budget, il prices exceced the appropriated budget
and the contractor requests the differential in prices, this has to be approved first by
the Statc Council and then raised to MOP which either provides through NIB the
additional appropriation during the same fiscal year, or includes it in the following year’s
appropriations.  Until last year, end of ycar surpluses were transferred to the following
year; howcever, starting this year, surplus is returned to NIB,

Presented hereunder, is an example of the timelines for disbursement of funds by
NIB during the fiscal year 1987/88 in onc of the governorates.

Examplc of NIB Timelings
For Dishursement of Funds

Datg ency/D Adion

7/9/87 NIB Sent the deposit portofolio for the first quarter

7/12/87 Planning Dept. Scat a follow-up report and requested disbursement
of the sccond quarter funds.

2/1/88 NIB Scnt the deposit portololio for the sccond quarter

8/3/88 NIB Scat the deposit portofolio for the third quarter, (It

is to be noted that the end-of-year account at
30/6/87 for the 1986/87 budget was audited by the
General Organization for Accounts on 31,12/1987,
The surplus was “included” and not "added” to the
third deposit portololio).

3/4/88 Planning Dept. Scat the follow-up report and requested the fourth

disbursemeat of funds from NIB. Until 13/4/88, thcy
had not received that deposit portofolio.
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334.5 Capital Projct Formulations; Governorates do not apply . -ycar phasing
strategy to coordinate: expenditurcs and sources of finance, In conducting feasibility
studics for new projects, governorates rely primarily on outside agencics or consulting
offices. There is no real social or cconomic analysis conducted at any level of the
governorate, only preliminary estimates of construction costs and the number of
bencficiaries.  These are primarily preparcd by technical engincers.  Without the
involvemcnt of financial analysts, only ad-hoc estimations of expenditures related to
similar projects are produced. No cost/benefit analysis is conducted.

33.4.6 The Five-Year Plan; The first Five-Year Plan starting (1982/1983) was prepared
in a very short time span with little developmental research.  However, governorates
diccovered that it was binding. Any modifications required approvals from both MOP and
MOF. An audit of Plan exccution was conducted by the “Performance Evaluation Unit*
of the Central Agency for Auditing. Consequently, Governorates devoted more lime to
the preparation of the second Five-Yucar Plan (1988/92). Planning officials started
following a "scicntific approach” in cstimating expenditures.  According to planners at
the governorate lcvel, the scientific approach entailed projecting population growth,
increases in rates of newly born and death rates, cte., as well as coordinating among the
various scctors and activities included in the Five-Year Plan, typical cxample cntails
the coordination confcrence of the Five-Year Plan activities that was held in Cairo
Governorate this last February, Consequently, the national Five-Yecar Plan provides an
excellent strategic planning basis for governorute devclopmental plans. Governorate five-
year developmental plans can be an excellent basis for developing capital improvement
programs.

33.5 Five-Year Forceast: The review of local governments budgets indicates that there is ..o
real effort to forccast revenues and expenditures beyond one fiscal year. The current method
of estimating next ycar’s revenues and expenditures depends on the arithmetic average of the
preceding three years. Dependence on the averages ncglects the impact of the underlying
cconomic and demographic variables such as inflation, and populution and cconomic growth, In
addition, onc ycar forccasting does not allow local governments to plan ahcad for their
development programs in light of predicted revenues,

Good five-ycar forccasting would cnhance the rclationship between MOF and local
governments. Currently, there is a lack of communication on revenuc estimating, Local
governments tend to overestimate their cxpenditures and underestimate their revenues, in turn
MOF docs the opposite. If MOF fecls that local revenues and cxpenditures are forccasted
properly, the budget request will be a uscful document in deciding on budget appropriations,
MOF could aid in this process by informing local government in a more timely manner of next
year’s revenuc cstimates.

PART B - WORK PROGRAM IMPLEMENTATION

3.4 Implcmentation Stratcgy
Phase I work activitics resulted in findings and rccommendations that will affect the

timing of the Phasc I Work Program. In summary, the major points discussed in the
preceding scction are:
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o The inability of the present budget system format and structure to effectively provide a
discrete data base for current and historical program costs seriously restricts a
meaningfui analysis process.

o  The present manual system of processing budget development data is inefficient. The
manual processing system, coupled with short timelines, hampers communication of
detailed budget information to the Exccutive and Popular Councils and impedes a
reflective and analytical budget development process.

0 The complex organizational responsibility for budget preparation results in time d.lays
and a fragmented process as no single department is responsible for the total budget
process, or development of budget recommendatiosn to the Governor and Popular Council.

Factors considered in the devclopment and implementation strategy of the Phase 11 Work
Program are:

o  The legal constraints,

o the impact of change on current organizations,

o arealistic plan for automating present systems,

o  aslrategy to gradually implement change,

o  recognition of a burcaucratic resistence to change,

o training and tcchnical assistance must be an intrinsic component and carcfully
programmed to complement cach stage of development if institutionalization is to
occur,

The TOR outlincs a timeframe to allow implementation in all Governorates with the
technical assistance resources available.  However, the implementation strategy must be based
on more intense technical assistance in a few governorates during the first year, with
expansion of proven systeins to other governorates in subsequent periods, The success of the
plan hinges on the cooperation and input of sclected governorates. The proposed plan is more
realistic than attempting system-wide change simultancously in all six governorates.

The geographical «stribution of the governorates, and the natural organizational
adversion to change would handicap a meaningful simultancous conversion in all governorates
given the limited TA staff.  Thercfore, the approach is keyed to achicving successful
implcmentation and institutionalization of recommended improvements to scveral governorates,
and cxpanding thesc proven systems ard methods to other governorates in subscquent work
program phascs.

The following plan for implementation of Phase I activities rccognizes that additional
assistance is requircd beyond December, 1989, Directed training will be an integral component
of this plan and, in many cascs, specific courses must be conducted in tandem with
development and implementation.

3.4.1 Officc of Manigement & Economic Development (OMED): The GOE has requested in the

LD 11 Urban Contract an appointment and establishment of an Office of Management and
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Economic Development (OMED) in the six urban governorates. The purpose of this office is
to plan and manage financial resources through the implementation of Municipal Management
systems.

34.1.1 Financial Planning; The Phase I review of the organizational involvement in the
budget development process indicated a need for restructuring the governorate
organizational structurc to accomplish

o  improved financial planning

o  modernization of current processing methods,

The current governorate organizations lack focus and skilled staff for comprehensive
financial planning.

Investment plans and rclated impacts on operational resources arc not integrated
resulting in an absence of planning and analysis of long term fiscal consequences of
investment decisions on personnel requircments and maintenance needs. The costs of
maintaining infrastructurc both deferred and current are not reflected in governorate
budget planning. When new programs arc initiated such as solid waste, intensive rate
studies are not conducted to assure break-cven revenues are identified. No effective
central responsibility exists to coordinate financial planning governorate-wide. No single
organization cxists that can be held accountable for developing and implementing the
recommended improvements contained in the Diggnostic Report.

3412 Present QOrganizational Limitations; Present organizations involved in budget

preparation and planning all have other major year-around operational tasks. Thus these
organizations can only concentrate on financial planning on an interim or infrequent
basis.  If decentralization is to be effective, full time attention to fiscal policy
development and resource mobilization must be performed by the Governorates.  This
will not occur unless a traincd and skilled unit of local government is organizationally
dedicated to the budgeting and financial planning task,

34.13 Prior_Rcscarch; Ficld rescarch indicated numerous prior studics containing
recommendations for modernization of financial planning. These recommendations are not
now being implemented within the current organizational structures, If local government
is to demonstrate to the central government their ability to plan and manage local
resourcces, a start must be made in implementing these recommendations.

34.1.4 OMED Office Organizations; The following Figure 3-7 indicates the recommended
organizational chart for the OMED olfice, The OMED will serve as stalf to the
Governor at 2 top organizational level and will devote full-time attention to financial
planning.  Staff will be sclected by the Governor, with assistance from the TA
Contractor in screening cligible personnel.  The staff will be seconded from present GOE
organizations. However, the Dircctor must serve as a member of the Executive Council
after his appointment.  Initially the Dircctor can work as a “consultant” to the
Governor. In the long term, a request should be prepared for organizational approval of
the position and job classification by the Central Apgency for Organization and
Administration (CAQA),
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OMED must also have a formal organizational rclationship with the General
Sccretary. In the first years of the OMED, a second reporting relationship to the
General Secretary should be established. This dual relationship accomplishes two
purposcs.  First, it provides an exccutive tcam to support the Governor in day-to-day
operations and fiscal planning. Sccondly, it allows OMED to work under the legal
umbrella assigned by law to the General Secretary for financial activitics,

The formation of OMED offices must occur to provide a governorate resource team
whose objectives arc to accomplish implementation of Improved financial planning
procedures and modernization of current fiscal processing methods. The accomplishment
of Task 6 activities is dependent on the existence in cach governorate of an OMED
office.

3415 Financial Directoratcs & lcpal Congstraints; Under the current law, powers

granted to the Financial Directorates, as represcntatives of the Minister of Finance, will
restrict OMED"s scope in modernizing the Operating Budget process and account structure
(chapters). Consolidation of budgets is prescribed a duty of the Financial Directorate.
However, OMED through the MIS scction, can provide working drafts for final seview of
the Financial Directorates. Any internal governorate modifications to account codes for
program budgeting or matching of revenue sources with expenditure categorics will
require dual account codes (i.c. governorate and central government).

Until present laws arc amended, granting governorates greater opcrational control
over resources, any extensive change to the Operating Budget structurc may be limited.
The assent and cooperation of the Minister of Finance should be sought in making
extensive improvements. Dr. William Fox noted in his report, “Intcrgovernmental Fiscal
Relations in Egypt and Mobilization of Local Revenues'(1), thut unless governorates have
morc control over expenditurcs, local government will be reticent about mobilizing
resources.

Greater resources raised at t™. local level, coupled with a demonstrated ability by
local government to perform financial planning, would contribute to the improvement of
scrvices to citizens. The Central Government must encournge local government increased
financial planning cfforts if this important goal is to be accomplished, as National
revenues arc currently inadequatc to mect local meeds for citizen services and
infrastructure.

3416 OMED Skills Development; The proposed initial implementation strategy for
improving the Current or Operating Budget process is within the law and provides a
practical start to modernization. (Sce 3.4 Implementation Strategy Scction). The
proposed involvement of OMED in the data gathering tasks of budget preparation
provides for access of OMED staff to basic financial planning data. Based on thesc
data, OMED staff can begin addressing (through cconomic analysis) fiscal impacts of
budgct requests.

The Capital Improvement Program and Capital Budget tasks proposcd for thc OMED
staff will involve the Office in investment planning and prioritization. This involvement
in capital budgeting will provide an opportunity to function as a fiscal adviscr to the

(1) Intergovernmental Fiscal Relations in Egypt and Mobilization of Local Revenues. Dr. William
Fox, March 1985, Page 16.
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Governor on Investment Plan decisions. Because of the multi-year staging of capital
~ expenditures inherent in a five-ycar capital budget process, the fiscal advisory role of
OMED will be a new function not now performed in the one-year Capital Budget process.

342 Current Budget: The Current Budget presents greater legal and organizational
constraints to cffect change than the Capital Budget. However, significant progress in solving
some of the deficiencics in the Current Budget system can be achicved within present legal
restrictions. The major changes initially recommended effect only the local government and
do not impact MOF rcquirements. These recommendations, however, require the Governor’s
strong support.

3421 Automation_of Budget Requests: Budget requests received by the governorate
should be computerized by the OMED Management Information Group. The editing, data
entry, collating and reporting should be performed using the computers furnished by
USAID. The budget information from local districts, city councils, general secretariates,
and scrvice directorates would be entered in the compuler.

The Governor has the authority to implement this improvement prior to the
involvement of the Financial Directorate and transmittal of budget information to the
Ministry of Finance and Ministry of Planning. Reports to the Exccutive Council and the
Local Popular Council, based on their data request, should be prepared on the computer.
Ministry of Finance format rcquirements, although not now commonly used by
governorates, could be standardized.

Onc governorate would begin capturing requests for the 1989/90 Budget in the
November-December 1988 period.  The TA Contractor Team will work with a sclected
governorate to develop forms, procedurcs and a revised processing including the
development of the necessary computer system programs. The NAFITHA Arabic software
and the dBASE NIl program language would be the cstablished standard for developing
software (1).

A joint Task Team composed of:

- TA-MIS

- TA-Programming and Budgcting
- OMED Analyst Stalf

- Governorate MIS Programmers

would begin the computer system and conversion process in  August 1988 for
implementation at the beginning of the 1989/90 Budget Development Cycle. Training of
district and governorate staff for preparation of Budget Request would begin as early as
pssible, but no later than November 1988. This will requirc concurrent training with
implementation, A pilot governorate must be sclected that has an OMED Dircctor in
place by August.

343 Capital Budget; The Five-Year National Plan provides a devclopment strategy for
investment planning in Egypt. Local governments develop annual investment plans and capital
budgets within a local governorate Five-Year-Plan, Projects mie reviewed by the Ministry of
Planning and Regional Economic Planning Group for compliance with the National Plan. The
present annual process of capital budgeting does not reflect an intcgrated multi-year phasing
of investments and staging of revenue nceds as strategized in the Five-Ycar-Plan, In
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addition, other funds such as loans and grants are not considered and prioritized in the long
term financing of governorate capital improvement programs,

3431 Mulli-Year Capifal Budgel; In Phasc I, a Five Year Capital Budget reflecting all
projects by expenditurc activity and finuncing source will be developed. A governorate
will be selected to work on implementation of the process. A task tcam will be formed
similar to that utilized in developing the Current Budget changes, In addition, the team
will includc rcpresentatives from the Planning and Follow-up Dircctorate.  The
Implementation will entail:

- Formulating projects on a multi-ycar basis building on current systems such as the
LD I Arabic Project Tracking Sysicm and Cairo Governorate Project Control
Systemis to identify current projects.

- Converting proje«t description data to computer input,

- Establishing specifications for selccting packaged software or design and program
in-house software.

- Installing computers for multi-ycar capital budget development.

- Updating the budget arnually for new projects, the current status of existing
projects, and delcting projects as nzpropriate.

The Dircctorate of Planning and Follow-up would continue to perform its planning
and review role. The OMED office will augment this function with responsibility for
budget preparation and cconomic analysis on a project-by-project basis for the Governor,
The flexibility of the computerized process will enable the Governorate to operate on a
multi-year budget development process, but extract annual information for Ministry of
Planning requirements,

The multi-year budget will provide thc Governor und Popular Council with a
comprchensive view of the investment program in that it wiil reflect resources available
and requircd to finance the long-term investment plan of local government. Councils can
prioritize projects over a multi-year period rather than on an annual basis.

3432 Copital Improvement Program;  Allicd with the development of a Multi-Year
Capital Budget will be the implementation of a Capital Improvement Program process in
the sclected governorate. The investment budget development process would be preceded
by the preparation of a Capital Improvement Program, or CIP. The CIP implements the
developmental objectives stated in the governorate's Five-Year-Plan by acfining projects
necessary to meet developmental goals.

The Capital Improvement Plan should contain the following sections;
o Introduction
o  Framcwork of Project Developiment

o Project Listing by Sector
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o  Policies for Capital Improvements
o  Prioritics

o Implementation

The CIP should contain futurc projects not now practical for funding due to lack of
funds. Inclasion of such projects may reflect a "wish list" along with active projects.
Inclusion of all projects and the rcflection of the priority of projects necessary to
achicve developmental goals provides the agency a long-term investment plan from which
future projects can be sclected for funding as funds become available, or to request
gran® or outside agency funding assistance.

The multi-year investment budgeting process will rely orn the current status of
present year budgeted projects, and submission and prioritization of new projects. This
data can be defincd as project formulation information. The CIP should be relicd on to
qualify new projects within the priorities and critcria established in the CIP document
prior to preparation of the Investment Budget.

Key groups will be involved in the Multi-Ycar Investment Budget and CIP process.
To achieve a satisfactory process, cach group must understand their role and
responsibilitics and must exccute their function in a timcly manner. The following is a
discussion of each group and its functions. In addition, the Exccutive and Popular
Councils achicve a final review and recommendation role in the process:

Planning And Follow-up:

o  Organizes and coordinates the development of the strategic plan: "where we want
to be in the long term”,

o  Decvelops the comprehensive plan which translates the strategic plan goals into
program components.

o  Issucs CIP instructions, time tables and forms,
o Reviews project formulation for cunsistency with Comprehensive and CIP plans,
0  Prepares CIP, and works with OMED office in preparing mulii-ycar project program

budget.

Directorates And General Secretariat;

Budget guidelincs and planning dircctives form a program framework, but the
actualization of any plan requires the full involvement and participation of those who
must cxccute the plan. A tcam effort predicated on mutual respeet and trust with full
involvement of opcrating agencics is required. Its role is as follows:

o  Describes and formulates projects; comprehensive plans are translated by the Group
into elements of work, i.e. projects.

74



o Defines project priorities and rclates to plans. Clearly discusses the importance of
a project in relation to established plans and prioritics and indicates independence
of projects (if applicable) and potential projects under its jurisdiction.

o Defines project costs. Estimates the financlal requircments over time of cach
project component or activity.

QMED OfTice:

The OMED office is concerned with botlhi the Opcrating and Capital Budget. Its
role is to know the revenue picture from all sources and the long-term impacts on
cxpenditures from current proposed programs and projects. In addition, the OMED office
role is to ensure the Governor understands the financial implications of competing
demands and their importance among agency goals, while enforcing Executive Council and
Popular Council prioritics,

The OMED office role in the preparation of the Investment Budget is as follows:
o Issues budget development guidelines and procedures on behalf of the Governor.
o  Prepares input to budget development system.

o Reviews current year budget impact in tcrms of total budget and resources
available.

o  Assesses long term impact on Operating Budget and Capital Budget of resource
allocations and multi-ycar plans.

o Develops rccommended financing strategics for funding the investment resource
nceds over time. Staging availability of resources to demand is a key financial
planning role.

344 Program Budgeling As cited in a prior section of this report, the present "Chapters”
format of classifying revenucs and expenditures is bascd on a line item and functional matrix.
Local governments cannot perform a program analysis of cxpenditures, nor match the specific
financing source for major fund classifications such as investment and debt scrvice. The
structure accommodates the Central Government’s consolidation necds for all 26 governorates,
but docs not meet the analytical and information needs of local government.

A gradual conversion of local government budget information into a Program Budgeling
structure is reccommended. A program budgeting structure will compile all costs, salarics and
wages, non salary costs, debt service and capltal outlays by categorics that reflect
organizational objectives. The outputs gencrated by programs can then be analyzed in terms
of inputs (i.e. performance versus cxpenditure level) to formulatc a measure of program
elfcctiveness.

The Program Budgeting Concept allows management, Popular Councils, and citizens to
measure effectivencss of basic scrvices delivery in terms of objectives and accomplishments
per amount cxpended. This mecasurcment process becomes critical when gavernments opcrate
on limited resources with extensive unfulfilled service needs. The emphasis on objcctives and
output performance measurzment rationalizes for citizens the acceptance of program chosices
and tax burdens
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Local government cannot report to the Central Government on a program basis without a
law change. In fact, Central Government reporling requirements nced never change to satisfy
both information lcvels. However, aotomation provides the practical ability to serve two
masters (i.e. account structurcs). By intcrnal computer cojnversion tables, two chart o;f
accounts would be maintained; local (program) and central (chapter). Conversion would be
automatic from program to chapter. Local governments could compile budgets in a program
structure and report to Central Government on a chapter basis.

To accomplish thic conversion, onc governorate would be sclected (most likely the same
governorate which is automating budget requests). A program structurc appropriate to local
government would be developed, preferably in tac General Sceretarate arca, and the 1990/91
Budget developed, based on this structure. During 1989, computer programs would be
developed based on the dual chart of accounts to compile requests, reflect amendments and
report total recommer.ded budgets to the Governor.

3.4.5 Five Ycar Forccasting; Two types of data arc usually utilized for forecasting purposes:
o time-scries data

0  cross-scction data

Collection of numcrical budget data from local sources was not completely successful,
However, these data may be collected with less difficulty from Central sources such as the
MOF, MQP, Central Bank, and the NIB. Demographic data as well as general cconomic data
can be collected from CAPMAS (Central Agency for Public Mobilization and Statistics). Egypt
is one of the few developing countrics which is known for data availability.

The implementation process for 5 year forccasting is composed of three elements:

o  Resources; The OMED TA group will lead the activity in collaboration with the
MIS TA Group and thec OMED staff. USAID will provide the necessary
microcomputers and software. In addition to data base and work processing, the
software could include some statistical packages like SPSS, TSP, and Rats.

o Data Collection and Processing; This task will be performed basically by the
Governorate OMED support stalf. They would have the support of the Governor
and would be authorized to collect data. They would be trained also to do data
entry and processing.

o  Model Building and Validity: The decisions of what variables to include, how many
equations, what mathcmatical form, and the type of estimation technique will be
made initially by OMED TA group. As the process of skill trarsier proccedes,
OMED staff will become more involved in these decisions.  After the forecasting
model is developed, its validity and forccasting power will be verified.  The
standard procedure is to scc how well the model can be used to gencrate the same
observations which were used for estimation.

346 Rcvenue Collection_Systems; During the Phase I review of local revenue, a genceral
review was performed of revenue collection problems. The review indicated that considerable
improvement in revenue collection amounts could occur if the systems were automated. Time
constraints prevented an in-depth review of all systems for feasibility of automatijon. The
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35

MIS review activities in carly 1989 should include, in conjunction with OMED staff, a
feasibility study and prioritization for automating revenue collectlon systcms.

Automation in conjunction with organization and system changes could enhunce collcction
by a significant percentage. In onc governoratc, staff estimated a 200 percent incrcase was
possible!

Recommendations will be prepared as to which systems could most greatly impact local
revenucs and which have the greatest cost benmelit. A scparate rcport will be prepared
discussing timelincs, resource requircments, und cost benefits.

TA/GOE Resources Required
3.5.1 Manpower;

o OMED TA group

24 person/months - Asst, Proj. Dir,, Hamed Mobarek

24 person/months - Group Leader, W. Pat Moyer
24 person/months - Financial Specialist, Manal Shalaby
24 person/months - Economist, Khalifa Abdel Hamid
4 person/months - Short-Term Specialist, Program Budgeting Specialist

o OMED Governorate

6 OMED Dircctors
48 OMED Profcssional Staff
6 OMED Support Staff - Clerical

The 4 person-months of short-term specialists is to assist in implementing the Program
Budgeting workload and is not currently budgeted.

352 Support Scrviccs: Table 3-5 presents a recommended support of L.E. 40,360 or US$
17,624 for OMED officc Equipment and Softwarc for cach governorate, for a total budget of
L.E. 242,160 or US$ 105744. Funds would be distributed bascd on appointment of OMED
Directors and staff in linc with phased implementation of new systems. The proposed OMED
office support budget is not currently budgeted in the Contract. However, the proper
preparation and cquipping of facilitics is critical to successful operation of these offices.
Expericnce in cstablishing the offices of Project Implementation Coordinaters indicates that LD
II Urban must provide funds if goals for implementation of project staffing in the
governorate is to occur,

353 Trining Onc of the major goals of the Work Task is to devclop staff skills €.
overcome the third major clement restricting decentralization progress, i.e. lack of competent
staff. Thc OMED TA Group is working closcly with the TA Training Group & integrate
training programs for governoratc O'VIED staff. In addition, n sccond clement of training will
be the familiarization of local government users with the process and procedures of the new
budgeting systems. This will requirc formal truining scssion as pilot systi.o:3 arc transferred
to other governoratcs.
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354 Stalf Resource Limitations; The Phasc II Work Program for Task 6 is limited in the
number of governorates that can be simultancously assisted by the size of Contractor
Technical Assistance stafl. Bccausc the contractor will be developing pilot systems in selected
govemnorates during the 1989/90 budget period, adequate staff should be present. However, in
Year Two, should an accelerated program for capital budgeling or program budgeting be
sought by govcrnorates, this could not be achieved without additional staff. Work program
staffing is heavily dependent on the availability of Governorate OMED stalff.

Table 3-5
OMED QFFICE SUPPORT FACILITY BUDGET
TYPICAL GOVERNORATE
ESTIMATED L.E. S
ITEM QUANTITY UNITPRICE TOTAL TOTAL
Furnishings
Desks 8 200 1600
Desk Chairs 8 140 1120
Conference Table 1 400 400
Conference Tables Chairs 12 95 1140
Filing Cabincts 2 150 300
Chalk Board 1 150 150
Computer Tables 2 235 470
Computer Table Chairs 2 140 280
Small Work Tables 4 100 400
5860
Equipment
Computers 2 8500 17000
EGA Cards 2 600 1200
Photocopy Machine 1 5000 5000
Air Conditioners 2 1800 3600
26800
Computer Softwarc
DOS 2 350 700
DBASE III Plus 2 700 1400
Lotus 1-2-3 2 850 1700
Nafitha Arabic Utility 2 230 460
Forecasting Package 1 800 800
Graphic Package 1 700 700
5760
Supplies & Computcr Paper 1200
Total Estimated Budget L.E, 39620 $ 17151
One Governorate (Exchange @ 2.31)
Total Budget 6 Governorates LE. 237720 $ 102906
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36 Program Outputs

361

Achicvable Accomplishments; Task 6 Action Package implementation will contribute to

decentralization goals by improving governorate ability to address the majo;r impediments of:

4]

[s)

Policy devclopment
Local resource mobilization

Management skills and organization

The scopc of accomplishments will be limited by three constraints:
The nced for greater fiscal decentralization
Timely formulation of OMED offices

Need for intensive technical assistance.

These factors have been considerd in designing an implementation strategy that is

feasible, and which accomplishes important first steps in developing decentralized municipal
management systems. Development will require time, however implecmentation must start,

The following charts, Tubles 3-6 and 3-7, indicate outpuls in terms of govcrnoratcs

served and Project outputs by Action Package activity,

362 Items Not Feacible in Contract Time Period;

0o

Balanced Budgets;  Central Government must cstimate next year subsidics, and
investment loans, and notify governorates of planncd allocations by November of cach
year. In the long term, a block grant allocation process bascd on un cquitable formula
should be developed.  Until the Central Government decentralizes al least knowledge of
next ycars planncd subsidy, the governorates cannot balance budgeted cxpenditures to
revenucs, in that over 50 percent of revenues arc subsidics or long term loans.

An interim stcp would be the matching of chapter revenves witk cxpenditure
chapters, and allowing all local revenues to offsct specific expenditure chapters such os
chapters 2 or 3. The governorates then could control expenditure requests for cach BAB
and begin to submit balanced budgets by each chapter,

Both of these improvements are out of the control of the TA Contractor as they
require Central Government policy changes.

Capital Budget Process; The cnpital budget process will be difficult to implement in all
governorates by Dccember 1989, The pilot process and intensive tcchnical assistance
limits the number of governorates that can practically be scrved. In that changes to the
process are limited to the budget development process lime span, November through
March. There is an an honest concern that not all Governorates can realistically be
implemented prior to December 1989.
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Toble 3-6
GOVERNORATES IHVOLVED IN IMPLEMENTATION ACTIVITIES

HUMBER OF GOVERMNORATES INVOLVED 1IN IMPLEMENTATION
Technical Assistance
Activity Sept 88 - Mar 89 Har B9 - Dec B9 Total Served
By Dec 89
OMED Offices 2 4 6
Current Budget Process 2 4 6
Capital Budget Process 2 4 6 *
Progrom Budgeting 1 1
5 yeezr forccasting 3 3 [
Annuel Maintenance Plan 1 2 3
Reveruc Collection
Systems 1 1

Source : Phase I1 Proposed Work Program

Table 3-7

OUTPUT BY ACTION PACKAGE ACTIvViITY

L]
Targats
Expectad Outputs
Policy Resource Skitl
Duvelopment Mobilization Transfer

2. Current Budget Process X X
3. Copital Budget Process X X X
b, S-yesr Forecoasting X X
5. Annusl Maintenance X 3 X
6. Progrem Budgeting X X

T. Revenus Coltection Systems X

X (ndiceates contribution to the terget

Source: Pheaa |} Proposed Vork Progrem

* See Evaluation Report March 1989
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However, as a rcsult of the Diagnostic Report review process, the contractor has
agreed to conduct an Evaluation in March 1989 to assess the feasibility of adbering to a
schedule which will provide functional capitul budget systems for all governorates by
March 1990.

o Revenue Increases:  Present laws limit rates of increase based on the sole
discretion of individual governorates. Incrcasing tex rates to balance budgets or to
meet local necds is not practical within the limited powers granted governorates over
revenues.

In some cases, improved revenue collection systems could dramatically increase local
revenucs.  In many countrics, the property tax is a major source of local revenues.
Control over asscssment practices and policies, and the collecting process cxercised by
the Central Government discourages local improvements to the property tax system, This
report rccommends a start on cxpanding local revenues (without a law change) by
automating sclected revenue collection systems. Once the OMED function is in place,
this type of study can be initiated.

3.63 Major Benefits of Implementation;

o  Governorate organized to focus on financial planning

0  Analytical approach to budget development process

o  Mobilize resources Lo use limited resources more effectively

o  Expanded and tlimely information base for financial decisio;n-making

o  Ability to improve cfficiency and cffectivencss of organization

o Increasc local revenue by improving collection processes

o  Develop stalf skills through training and technical assistance project resources

o Improvc services to citizens by institutionalizing finuncial planning, cost bencfit analysis,

«nd performance measurcment techniques.

364 Summary of Task Quipyts: The following chart, Figurc 3-8, provides a comprchensive
outline of Task 6 outputs and output procedures.
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Section 4

MANAGEMENT INFORMATION SYSTEMS

PARTA - BACKG ND

4.1 Revicw of Project Targels and Mandates

4.1.1 Introduction; Management Information Systems (MIS) support to the LD I Urban
Development Project is critical to the overall success of the Project. Unlike the Neighborhood
Urban Scrvices (NUS) Project, the LD 11 Urban Project was planncd with an MIS component,
As stated in the Inception Report issucd in March, 1988, the MIS TA team was charged with
four areas of responsibility:

[s)

4}

(o]

o

Arabization and Installation of the NUS Project Tracking System

Current Budget System Development and Installation

Capital Budget System Development and Installation

Preliminary MIS Survey for cach Governorate

4.12 Targets And Quipuis; Phasc I of the Project consisted of cfforts up to and including the
Diagnostic phasc. The targets identificd for this Phase arc the Arablzation of and the
installation of the Project Tracking System, identification of budget devclopment MIS
rcquircments and a preliminary survey of the overall MIS situation at cach governorate,

Phase I outputs 2+¢ summarized as follows;

o

Report,

Project Tracking Systcm

Modifications 2nd enhancements to the English version
Conversion to Arabic
Opecrator training and site preparation

Installation in six governorates

Budget Development

preliminary assessment of computer support for budget devclopment procesces (in
conjunction with the OMED TA team)

MIS Survey

MIS organization structure and description

Computer application inventory

These outputs were defined in the Work Plan and Chronographs included in the Inception
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4.2 L ata Reconnaissance Efforts

421 TA Rcsources; The MIS TA contractor stalf consists of three full-time staff engaged to
meet the target objectives. One expatriate MIS Specialist and onc Egyptian MIS Specialist
conducted ficld visits, rescarch and report wriling. One Computer Administrative staff member
provided support to Projcct administrative rcquirements, such as progress reporting and invoice
processing. Equipment resources employed were one IBM PC XT computers with printers and
one IBM PC AT with printcr.

422 Approach; To acquire the data needed, thc MIS TA team conducted ficld observations
and interviews at each governorate. Data requests were sent to cach Program Implcmentation
Coordinator (PIC). Specific information necds were discussed and mectings held with GOE
department heads of MIS and other relevant organizations, such as Planning and Follow-up
Departments, '

The strategy for data collection consisted of developing survey forms and a list of
expected outputs, together with ficld trips to finalize the data requested. The survey forms
(Appendix B) were devcloped in English and translated into Arabic for distribution to the
governorates through the PICs,

During investigations by the MIS TA staff, thc governorate personnel had varying
perceptions of the group’s role. GOE staff werc generally cooperative, but organizational
pressures and information scnsitivitics sometimes delayed data collection cfforts; however, as
with any organization, this was not uncxpected. Considering the location of the governorates
and the critical timing involved in Phasc I, the data collection cffort was deemed successful.

Table 4-1 presents a matrix of information requested and information received.

Table 4-1

DATA COLLECTION MATRIX
REQUESTED - Governorate
DATA _ITEM i Alexandria____Cairo __ Giza Qaliubia Port Said _ Suez
Computer Facility Checklist X X X X X
Application Survey X X X X X
Trainee Candidate Profile X X X X X X
Organization Chart X X X X X X
Description of Organization X X X X
Staffing X X X X X

X = Item reccived

SOURCE: MIS TA Tcam survey and followup
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The MIS TA staff made 12 site visits and interviewed over 35 people, including
department directors and staff. The ficld trips werc augmented by telephone contacts and
resoarch at the Project office.

The data collection efforts centered on the issucs of Arabization, partizularly of the
Project Tracking System, computcrized budget devclopment support, and the general MIS
situation at the governorates. Thesc areas of emphasis are discussed below,

4.23 Arabization of NUS Project Tracking System; The first primary effort undertaken during

Phase I was the Arabization of the NUS Project Tracking System, This Tracking System was
developed in the latter part of 1987 to track thc financial position and construction status of
projects under the LDII Urban Investment Plan. The computer programs were written in dBASE
HI Plus, a product of Ashton-Tate, Inc. The LDII contract rcquircment was to develop the
system and convert it to the Arabic language.

The issue of Arabization of computer softwarc for the development of business systems is
relatively new and poses a great challenge. To approach the goal of full Arabization, the MIS
TA tcam conducted research to determine the availability of Arabic software products in the
marketplace. This rescarch consistcd of contacts with softwarc vendors worldwide, library
rescarch and attendance of lectures on the subject.

Historically, the desire for Arabizing software in the Arab world has becn spearheaded by
Saudi Arabia, Because of their cconomic position and the technology transfer over the last
dozen years, the Saudis have made vast strides in the development of computer software to
effect an Arabic 'user interface’ on a wide runge of computer hardware, (A user interface is
defined as the mcnus and screens the user sces an the computer monitor and the output
reports produced).

Standards are bcing developed ond promuigated by the Arabization Standards and
Metrology Organization (ASMO), bascd in Amman, Jordan. Thesc numbered standards are
analogous to the Amcrican National Standards Institute (ANSI) in the United States. Several
major hardware manufacturers {e.g. Hewlett-Packard) have adopted ASMO standards for their
entire Middle Bast product line,

More importantly for the LD 1I Urban Project, the drive for Arabization has affceted the
development of business software in the Middle Eust, This movement has caught the attention
of several major software vendors. They perccive that a potentinl market for an Arabized
product appears to have a favorable rcturn on investment, Whether this perception will come
to pass and for how long is unknown,

Nevertheless, the LDII Urban Project need for the conversion of computerized financial
systems to the Arabic langunge is acute, To meet contractual obligations in a timely manner,
it was imperative that a product be found to bridge the English-Arabic language barrier rather
than develop one. Research uncovered that there s no product presently available to develop a
computer program at the source code level; ic, by typing the computer program instructions
directly in Arabic. However, discussions with the developer of dBASE Ui Plus (in which the
Tracking System is written) indicated that the company is planning to develop n product,
based on a new version of their software, which will permit programming directly in Arabic, It
is scheduled for rclcase in carly 1989. Further discussions of specific needs revealed the
existence of several products which could cffect the conversion to Arabic and which would
work with the Ashton-Tale softwarc (dBASE [II Plus). The best of these products was called
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NAFITHA, developed by 01 Systems of Bahrain. After discussions with this vendor and
confirmation of its practicality by users in Saudi Arabia, the MIS TA team decided to evaluate
the product.

Evaluation of the software culminated in the issuance of a policy statement in March,
1988 stating the intent of the LD Il Urban Project to use this product for Arabizatinn of the
Project Tracking System and all other systems development, if possible. The policy statement
cited NAFITHA’s ability to maintain the original programming language in English while
presenting an Arabic interface. This means that the system cuan be casily maintained by
English-speaking TA Contractor staff and it will provide a means for the pgovernorate
personnel to increase their English language capability (by reading/writing program instructions
in English) while presenting screcns and reports in their native language. An added benefit of
the product is its ability to work with other major software, such as Lotus 123 sprcadsheets
and word processing programs. NAFITHA has becn cvaluated with respect to Lotus 123 and it
was found to be functional in Arabic.

During the Inception and Diagnostic periods of the Project (Phase 1), the NUS Project
Tracking System has been Arubized to the extent necessary for installation in the
governorates. The Users Manual is being translated and will be annotated with changes as
appropriate.

The implementation of the Tracking System was donc according to a staged plan (Figure
4-1),

This plan was presented in the April, 1988 TA Contractor Progress Report and integrates
logistics, training of personnel, installation of the softwarc and follow up (see Appendix B).

The installation procedure (Figure 4-2) compriscs a data flow analysis of information
needed for the Tracking System, devclopment of a standardized data entry form, a system
overview presentation, the oversecing data entry, the running of the programs and the
printing of the reports and review. Any deficiencies discovered will be corrected. Follow-up
will take place sometime later and, in effect, will be a post implementation audit of the
system to gauge the cffectivencss of both the system itself and of training.

The ecffectiveness of the installation of this system as with any implementation is in
large mcasure proportional to the cnthusiasm of the clients. Devclopment in the Project office
only minimally involved governorate personnel due to limited TA Contractor resources.
Therefore, it is imperative that the governorates’ collective involvement be increased. This can
be achieved by increased ficld liaisons, effective training and responsive follow-up.

42.4 Budget Development; As stated in the Inception Report, the second area of concern for
the MIS TA Contragtor team is to provide support to the OMED TA team in the development

of computerized budget systems, The team was chartered to define systems requirements for
the capital and operating budgct process in conjunction with the OMED TA tezm,
Automation of the budget development process has certain basic requirements, These are:

o Hardware configuration
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o  Market availability of software
o0  Arabization

o Data

4241 Hardware Configyration; Four computers (IBM PC XT) arc assigned to the LD I
Urban Project at cach governorate. Since data processing at the governorates is in the
early stage the basic hardware configuration will not be gchanged. These workstations arc
adequate to support automation of the budget processes at the governorate level and will
form the basis of software sclection and installation. The issue of linking the equipment
and/or acquisition of a larger mini-computer or mainframe " remains for future
consideration.

4242 Sofiwarc Availability, Market rescarch was undertaken to determinc what
software is available for the cxisting equipment which can mecet the necds of the
governorates. During Phase I of the Project, a preliminary investigation was made. Trade
publications and digests were studied. This rescarch suggested that both Capital and
Current Budget packages are available.

There are Iwo crucial issues in the purchase of commercial software for budgeting:

o tho extent to which the softwarc can be modified for specific client needs

o the poten:ial noed to effect a change in the existing manual methods.

In the case of the Current Budget, the MIS TA team, in support of the OMED tcam,
will automate the existing manual budget development process. Fundamental changes in
methods and procedures will be made to the extent possible under law. This assessment
has particular relevance to resources required.

During the later stage of Phasc I and based on preliminary requircments, a market
survey was conducted. Because the market did not reveal software which could meet the
majority of govcrnorate requirements, the MIS TA staff will develop software in-house
and integrate GOE support staff in the programming process. This will require revision
in the present MIS TA staff size. (Sce Section 4.5).

4243 Argbization; In house development of software will allow Arabization of the user
interface to proceed based on the policy established for the Project. NAFITHA will be
used in conjunciton with dBASE III Plus,

4244 Data; Data collection cfforts involved interviews with representatives of MIS
Departments and Planning and Follow-up Departments in cach governorate to determine
the extent of computerized support for the budget devclopment process. Only onc budget-
rclated application (in cach governoratc) cxists to track projects against the five-ycar
budget. This is not a budget development proccss but an expenditure tracking process
similar to the LDII Project Tracking System. It was developed by Cairo University and is
still in the testing stage.
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During Phase I, the MIS TA tcam rcviewed the requircments developed by the
OMED team for the budget devclopment process and made a preliminary determination
that its automation at the governorate level is feasible, Additional field work will be
required to definc detail data clements, processes and report formats. During the carly
part of Phasc 11, specific data requircments will be finalized.

42.5 Prcliminary MIS Suryey; To determine the extent of automation at-cach governorate, the
MIS TA t(cam uscd two questionnaircs, supplementi:d by additional information such as
organization charts, brief descriptions of functions and staffing in the rclevant departmen. .,

Ficld visits were conducted to finalize the information rcquested, to clarify needs and
answer questions. The information gained through this survey was studicd and an assessment
made of cach governorate’s current MIS cenvironment. This will form the basis for a complete
MIS nceds analysis at cach governorate during the latter part of Phase I1.

3 Analysis of Existing Situation;

43.1 Qvcrview; The preliminary analysis of the extent of automation at the governorates
showed minimal computerization. Several deficicncies were uncovered in the areas of cxisting
applications, allocated funds and MIS training. Only threc applications (Appendix B) exist at
each governorate:

o Project Tracking System which monitors expenditures against the five year plan
o Statistical System whish produces columnar tables of demographic information
o  Personnel System which produces biographical reports

These were written by Cairo University personnel and are still in the testing phase.
Computer hardware consists of the same configuration at cach governorate: IBM PC XTs, Few
commercial software packages (original copies) were provided with the equipment.

The table below details the findings at cach governorate.,



Table 4-2

FINDINGS MATRIX
Original Can LDI
Hardware Software  Existing Develop  Facilities
UOVERNORATE (PCs)i  Awvailable Applicntions(n) Appllcations Available
Alexandria 4 No 3 No Yes
Cairo 9 Yes * 3 No No
Giza 4 No 3 No Yes
Port Said 4 No 3 No Yes
Qaliubia 4 No K No No
Sucz 4 Nu 3(c) No Yes
i NUS/LD II Urban funds
* DOS 3.1 only

(a) Developed by Cairo University (Appendix B)
** also Lotus 123 Statistical Report
(c) also two Social Affajrs applications, one Health application
SOQURCE: MIS TA team survey and followup
The organizational structurc at cach pgovernorate varics slightly, but adhcres to the
provisions in Presidential Decrce No. 627 of 1981, This decrcc stated that the MIS

Dcpartments would be reorganized into an Information Department and would be subdivided
into the following departments:

o  Data Storage and Documentation
o  Statistics
o  Publications
The Data Storage and Documentation Department collects all books, documents and

magazines, It collects duta that scrve the needs of the governorate and annlyzes documents,
laws and rcgulations to support rescarch activitics.

The Statistics Dcpartment supports the informational nceds of both external and intcrnai
entitics. It collects, tabulates, designs records and conducts studies.

The Publications Decpartment in conjunction with the Documecntation and Statistics
Departments publishes information to inform other organizations of the job being done.

The cxisting Computcr Department, though not specifically mentioned in the Decree, has
evolved into a support unit to the above departments through the advent of microcomputers,
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The existing MIS cnvironment gencrally supports the Planning and Follow-up Department,
This department has responsibility for monitoring the Capital Budget process and for
coordinating input data from the Districts, Computer support takes the form of operating a
Project Tracking System developed by Cairo University (Appendix B).

. The Information Dcpartments also support the needs of the Statistics Dcpartments, The
. Statistics Department provides data for entry into the statistical softwarc developed by Cairo
University, This application collects data and produces tables, but only adds rows and
columns. It performs no purc statistical processing such as ratios, mecans, averages and
standard deviations.

The personnel function is supported by the Cairo University Personnel System. It
produces biographical data reports. The system does not appear 1o be tied to other payroll
and personnel functions such as position control or job classification systcms. This system
.has no sccurity functions to prevent unauthorized access to personncl records,

Actual opcration of the Cairo University systems is cumbersome. The systems are
Arabized, but require that several disks be loaded before the systcms can operate, Each
system is resident on the fixed disk of the computer but the Arabization software must be
loaded from diskette. Sccondly, another diskette must be loaded to insure correct opcration
of the programs, The disk contains a keyword which must be available for the programs to
run. During printing, the statistical system, for example, requires two scparate operations to
print a report with different size characlers. Finally, when the disk containing the keyword
wears out, a new one must be purchased from the vendor,

The MIS cnvironments at the governorates have  fundamental Naws. The first is a lack
of a budget at the departmental level, The second limitation is MIS capabilitics to determine
and respond to clicnt organizational needs.

The following illustrates the budget issue. A request, even for a simple item such as
paper, must be sent through the governorate structure for approval. Funds are relcased from a
common budget pool. This places cxtreme pressure on a computer department to operale
ellcctively, Another arca of acute concern is equipment maintenance. Should any computer fail

- after expiration of its warranty, the machinc will be idle umil a request for repair funds is
scnt through the proper channcls. Mcanwhile, productivity is decreased dramatically,

The sccond arca of conccrn is present capacity of the GOE MIS organizations to
determine and respond to client organization nceds. To date, personnel at the governorates do
not have the capability to do their own application development or program maintenance.
Training is minimal and not specifically related to the existing hardware/software installed at
the governorates. Some personncl have university degrees but little practical experience. MIS
training, in lurge measure, has been hampered by the need for a departmenial budget and
complicated by the cxisting procedures for soliciting funds, B

There are some specific differences in cach governorate, These arc presented below.,
Organization Charts (Appendix B) arc based on complete charts provided by governorate
personnel, or as composed during intervicws.
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432 Cairg; Cairo has the largest population of all the governorates. As such, it has a
greater need for cfficicnt MIS. Its organization structure places the MiS-related departments
under the Planning and Follow-up Department, This is designed to insure closer cooperation
with the department.

Cairo has nine computers, Two are in the Planning and Follow-up Department, four arc in
the Computer Department and onc cach are in the Governor's Office, the General Secrctary’s
Office and the Assistant General Sceretary's Office. Four computers are o be assigned for the
LD II Urban Project. The office space for the LD II Project is still in the planning phase,

433 Algxandris; The Information Department at Alexandria is on the same level as the
Planning and Follow-up Department. While it reports to the Governor, the Assistant General
Sccrctary has supcrvisory responsibility. The Computer Department has no staff of its own but
is composed of staff from three other departments, The Information Department coordinates
closely with the Planning and Follow-up Department and operates the Cairo University Project
Tracking System.

Alexandria has foyr computers, All will be assigned to the LD II Usban Project.
Facilitics for the computers are available,

434 Giza; Giza's organizational structure varics somewhat from the norm in that a scparate
Dcpartment of Statistics is on the same level as the Information Department, The Information
Department contains three scetions: Documentation, Computer and Publication in accordance
with the Presidential Decrec cited above.

Giza has four computers. All four will be assigned to the LD I Urban Project. Facilitics
arc available for this function,

43.5 Qalivhia; Qaliubia places the Computer Department under a Department for Planning,
Follow-up and Statistics rcporting to the General Department of the Governor's Office.
Qaliubia presenlly has four computers which will be assigned to the Project. Permanent
facilitics for the LD II Urban MIS Office are under renovation..,

4356 Pod Said; Port Said places its Computer function under the Statistics Department which
reports to a General Department for Information and Slalistics. Port Said presontly has four
computers which will be assigned 1o the LD It Urban Project, Facilitics for the Project have
been assigned.

437 Sugz Sucz has an Information Department and facililics for four computers assigned to
the LD II Project.
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PART B - WORK PROGRAM IMPLEMENTATION

44 Implementation Strategy

4.4.1 Approach; The LD II Urban Project approach for MIS support to the governorates can be
categorized into:

o Installation and on-going support of the NUS Project Tracking System
o Current Budget system development and installation
o  Capital Budget system development and installation

o  Financial MIS Needs Asscssment

The first three functions will be done in parallel. The last one will be conducted during -
the latter part of Phasc II. These arcas of cimphasis imply the use of a methodical approach
and a realistic timeframe with adequate staffing and cquipment. The basie assumptions for the
budget development process to succeed are a) the OMED Offices are established; b) the OMED
budget is approved; and c) resources are on board.

The MIS TA tcam will cinploy traditional systems development procedures: Analysis,
Design, Programming, Installation and Post Implementation Evaluation. By providing classroom
training to LD 1I Urban GOE personnel in these techniques, coupled with On-the-Job Training
(OIT), & cadre of skilled analysts und programmers will evolve. These GOE staff members will
make up part of the Budget Systems Development Team in support of OMED requirements.

442  Project Tracking System Installation; During Phase I, the MIS TA team made
enhancements to the NUS Project Tracking System. 1t was converted to display input screcns
and reports (user interface) in Arabic. The Milestone for completion of the Arabization at the
end of May, 1988 was achicved. Installation was completed at the governorates in October
1988. Installation was hampercd, as mentioned above, by delays in the budget approval
proctss and exccution of a TA contract amendment.

An important aspect of the NUS Project Tracking System Implementation Plan (Figure 4-
1) is that it minimizes the time between training of GOE personnel and installation of the
system, The sequence of installation chosen was based on several factors: organizational
complexity, location, availability of facilitics and overlap with the LD Il Rural Project (Giza
and Qaliubia).

The names of training candidates were provided by the governorates. The MIS TA team
in coordination with the Training TA tcam made final recommendutions of nine candidates
(from a slate of 15 requested) after meetings with the group of candidates from cach
governorate,

Solicitations have been sent to vendors for quotations on equipment purchase, softwarc
purchase, books and training vendors. At least three quotations were required. In the case of
a single vendor producing a desired product, this vendor must be used.
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As stated, installation will be followed by additional training in dBASE III Plus and
Advapced DOS, The follow-up phase will determine the effectivencss of the training and

installation,

Based on findings during the Diagnostic Phase, the role of MIS TA support to the
Project Tracking System must be cxpanded over that stated in the Inegption Report. The
original assumption was, after installation, that stafl rcsources applicd to installing the
Project Tracking System would be available to support the Budget development process, based
on the pumber of GOE MIS stall and statements regarding thelr MIS training. It was belicved
that GOE stafl would be able to support the system alone,

The findings during the Diagnostic Phase do nol support this contention (scc Table 4-2),
Therelore, to achicve its objectives, the LD 1T MIS TA team requires onc [ulltime Egyptian
MIS Specialist position to perform maintenance on the Project Tracking System following
installation at the governorates. This resource will assist GOE personnel in troubleshooting the
system via field visits and telephone. Enhancements will be compiled and revisions made to the
softwarc when warranted, based on (an) MIS User Sub-commi'tcc (of the ULDC) prioritics.
The Uscr Sub-committee would be formed [rom representatives of wil governorates,

4.43 Curront Budpet; The Current Budget process will be analyzed in detail by the OMED TA
tcam with support [rom the MIS TA team. Final MIS rcquircments will be defincd. Software
will be developed and then installed. GOE personnel will be trained in systems analysis.
Follow-up will be conducted to evaltuate training and installation cffectivencss.

The objeetive is to install a systom in one or more pilot governorates by the end of
Dccember, 1988 to mect dcadlines for the 1989790 budget cycle. A pilot governorate will be
choscn for installation bused on which governorates will provide needed support for the OMED
concept, The software will be implemented at the remaining governorates, in stages, according
to a detailed instatlation plan to be developed during Phase [1.

The proposcd development of an Current Budget system will address only the cxisting
manual processes. The structure and flow of data will be documented. Procedures will be
established and/or changed and new input forms modificd or developed. Existing reports will
be analyzed and changes made where appropriate. New reports will be created as nceded. The
devclopment of the system will tuke into consideration other systems to which it may
interface in addition to legal and uscr requirements,

It is cavisioned that the MIS TA tcam will require onc fulltime Egyptian MIS Specialist
resource, assisted by a short-term MIS Specialist, to undertake analysis and development of
the Current Budget System indcpendently of resources used for other Budget Systems
development. This resource will bo onc member of a team composed of an OMED TA stalf
member and GOE budget and computer analysts from the 1.D 11 Urban OMED Office.

4.4.4 Capital Budpet; The development of an automated five-year budget system requires an
analytical cffort cqual to the Current Budget system. The MIS TA team will study manual
proccdurcs and produce functiona! flow diagrams. The data clements and reporting
requircments will be finalized. The cxtent of changes which can be made in the exisling
Capital Budget infrastructure will depend on present legislation and Ministry of Planning
procedures. Fundamental changes must be made in present practices to create the proper
environment for providing an automatcd Capital Budget System,
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The development of a Capital Budget System will be done by a team consisting of MIS
TA staff, OMED TA staff and GOE budget and computer analysts, and a represcntative from
the Dircctorate of Planning and Follow-up. Based on the analysis donc in the governorates by
the Capital Budget Development team and market survey of software, the MIS TA staff will
develop software in-house. For this effort, the MIS TA tcam must have one fulltime Egyplian
MIS Specialist assisted by a short-term MIS Specialist, to perform analysis and devclopment of
the Capital Budget System, This aclivity will be in parallc] with other development aclivities.

The installation of the package will take place in two pilot governorates in time for the
1989/90 five-year planning cycle. Implementation in the pilot governorates will be completed
by November, 1988. The software will be installed in only two other governorates during 1989
in stages. Three governorates will be operating by November, 1989 for the 1990/91 budget
cycle. Installation in the remaining three governorates will be extended into a thirg year.

445 MIS Nceds_ Asscssment; An overall MIS Needs Assessment must be conducted at the
governorates, to fullill contract requirements and to meet objectives of the Terms of
Reference.

A feasibility study will be conducted during the latter part of Phase 11 to determine
which functions have the most probability for successful automation, given the existing
governorate structure staff and practices. The flow of data will be documented and processes
cataloged. The scope of a particular arca of emphasis will be determined avd alternative
automation approaches identificd. The resources required and cquipment needed will be
reported with a proposcd budget and plan,

44.6 Establishment of Governorate MIS Components; The establishment of a broad-based
Management Information Systems (MIS) function at the governorates is fundamental to
successful decision making. Such an organization must play a central role at the governorate
in support of all organizations. Effective information processing and interprelation becomes a
critical success factor as organizations come (o rely more and more on automation.

44.6.1 Overview; The central theme for the LD 11 Urban Project is institutionalization
of functions at the governorates.  With particular regard to the MIS component of the
Project, institutionalization can only occur if all the necessary segments are present and
positioned properly.  Several of these piccees, provided by the Project, are already present
such as hardware, software and training. Adcquate facilitics are being provided by the
‘governorates.  To complete the formula a final ingredient is required:  the optimal
organizational structure,

The organizational structure at cach urban governorate varics slightly but can be
viewed as generally adhering to Presidential Decree 627 of 1981 (q.v.). Appendix B,
Section 4 contains partial organization charts of the governorates which shows the
present position of the MIS-related functions including a computer componcnt. Where
the information-related departments do not report to the Governor (through the General
Sceretary), MIS service to the entire governorate is hampered. Note that the General
Information Department in Cairo reports to the Director of Planning and Follow-up,
Information processing to support the Governor’s overall dccision-making cfforts is
complicated due to the organizational structure,
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As presented in Section 3.4.1 of this report, the establishment of an Office of
Management and Economic Development (OMED) is the first step toward establishing and
maintaining an effective decision-making infrastructure. The OMED is intended to report
to the Governor and act as his collcctive consultant. To complete the decision support
system, MIS must support OMED and thercby the governoratc as a whole. By
repositioning the MIS-related departments, as presented in Figure 4-3, MIS will become a
central information processing cntity in support of the Governor and @ 3 consultant
entities, It can begin to devclop a clicnt communily and address information nceds
throughout the entire governorate.

44,62 Structure; Through the technical assistance provided by the LD II Project and
the restructuring of information processing units in the governorate, MIS can be fully
institutionalized as depicted in Figure 4-3, To support both the Presidential Decree and
the Project TA objectives, the existing Computer Department is recommended to consist
of the following unit, in the near term:
o  Computer Resource Cenler

The Computer Resource Center, (Information Center in the current data processing

jargon), has particular importance in the present micro-computer cnvironment, It

will function as central micro-computer support facility providing:

» A library of data proccssing books and periodicals

- Support to clicnts in developing and using micro-computer applications

- Evaluation of micro-computer softwarc and hardware devices

- Development and coordination of hardware and software standards

- Classroom and computer-assisted training

- A periodic ncwsletter containing technical iinformation of use to the
governorate client organizations

- A uscer group to discuss MIS-related issues of importance to the governorate
clicnt community

This unit would be staffed by fully trained micro-computer programmers,

analysts and technicians, Continuing training will be provided throughout the
duration of the Project.

As data processing at the governorate progresses and requires larger and more
numerous hardwarc systems, the following units become critical components of the
MIS operation.

. Data entry
- Systems Development
~  Technical Support

The Data Entry scction, as its name implics, will coordinate and cnter data
into various applications softwarc systems by data entry clerks with good typing
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skills (Arabic). This is a prerequisite for this job classification. The applications
systems will be operated and reports will be produced and distributed to client
organizations.

The Systems Development section will analyze users needs and develop (ie.
program) computer-bascd application systems to support various clients throughout
the governorate. The stalf will consist of analysts and programmers (augmented by
conlinuing training). As requircments and user organizations expand, the staff could
be formed into teams, cach supporting a specific functional area of the organization.

The Technical Support comporent will provide technical assistance to the
Systems Development scction to resolve hardware and software difficulties., Staffed
with systems programmers, this unit will maintain and correct problems in the
mainframe computer opcrating system and will cvaluate and install local arca
network technology as required.  Equipment maintenance support will be provided
through contracts with outside vendors, training courses and hands-on expericnce,

4463 Implementation: As a result of a future MIS Needs Asscssment at the
governoraie level, to be conducted by the Project MIS TA Team, a recommendation
could be made to acquire larger and more powerful compulter cquipment and software. If
so, the structure presented above supports information processing which is fully diffused
throughout the cntirc organization.  This framework would facilitate distributed
processing  while reserving central control for cquipment  acquisitions  and central
processing of data, such as through a mainframe computer or as a. host for a local area
nctwork.

Presently, however, some necessary functions exist to a limited degree in the
current Computer and Information Departments, such as data entry capability, computer
software and publications, As a first step, these departments can be used as building
blocks to create an MIS service entity.

In addition, the expericnce base of the staff chosen to support LD 1I Project
efforts will be expanded as the Project continues to provide MIS technical assistance
through classroom and on-the-job training, the delivery of new hardware and softwarc
and follow-up cvaluation. What remains is the reconfiguration of the prescat
information-related deparuments, By placing these components at the direct command of
the Governor (in support of the OMED) the long range objectives, for both the
governorate and the Project, can achicved.

4464 Requircments: To fully realize cffective MIS at the Governorates, the following
steps are recommended: N

1. Decrees written by cach Governor, as applicable, to reorganize the MIS function per
Figure 4-3.

2. Staffing the proposcd Computer Department units with the staff trained in MIS by
the Projcct, in addition to the existing Computer Department staff,

3. Making available centrally located space for the cxisting computer cequipment and
furnishings, as applicable.  These facilitics must have proper furniturc, air-

conditioning, power and lighting.
BEST AVAILABLE DOCUMENT
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By taking these steps, and based on existing information-related departments, the
reorganization (with expanded facilitics) could be operational within six months. Fully
active MIS units would be expected to be feasible over a two to three year period,

45 TA/GOE Resources Required

45.1 Manpower And Equipment; To fulfill the feasible objectives of the proposed Work Plan
(scc Appendix A, MIS Work Plan), additional MIS TA staff must be provided through a
contract modification. All staff engaged in development of Budgeting Systems will require a
workstation (consisting of a computer with a printer and furniture) and sufficient office
space.

The original assumptions in the Inception Report presumed that the Project Tracking
System installation would be completed by month end August, 1988. The resource used for this
effort could then be applicd to the budget aevelopment process. During the Diagnostic Phasc
of the Project, the MIS TA tcam determined that the GOE staff would be unable to sustain
the Project Tracking System on their own and would require on-going MIS technical assistance
(Table 4-2). Further, in order to make projected target dates for the budget development
process, the Current Budget and Capital Budget teams must work in parallel. The effort is too
large for the existing staff of the MIS TA tcam.

The Project Terms-of-Reference indicate the technical assistance provided should lead to
“institution building". The function of the MIS TA staff is to impart to the GOE personnel
chosen to participate in the LD 11 Urban Project, sufficient skills to cventually develop their
own computer applications. This can be accomplished only by formal training supplemented by
OJT with on-going MIS TA staff support. The process is evolutionary, Therefore, to meet
these contractual obligations and to provide the level of technical assistance requircd
(institution building), the MIS TA staff should be increased by two MIS specialists for 18
months cach. In addition, for the budget development process, the staff would require up to
six months of short-term MIS Specialist time. Figure 4-4 shows the resources required by
functional objective.

All efforts will make use of the team concept. The MIS TA staff will be augmented by
OMED TA staff and GOE resources.

Onc OMED TA staff position will be required to support cach Budget Development
process. Three GOE LD 11 resources will round out the tcam. One staff resource would be
required from the LD II OMED Office, and two from the MIS area.

Formal training would be conducted for the GOE personnel under an integrated plan, to
be created during Phasce 11, for implementing both budget systems, Classroom training will be
cnhanced by on-the-job training in analysis and systems design, software rescarch and
sclection or development and programming.

BEST AVAILABLE DOCUMENT
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The following table lists the team composition by task,
Table 4-3

DEVELOPMENT TEAM COMPOSITION
(at one governoratc)

STAFF REQUIRED

In-house
SW Development
FUNCTION MIS OMED GOE
Project Tracking System 1 nfa 2
Current Budget 1(a) 1 3
Capital Budget 1(a) 1 3
MIS Needs Asscssment 1 n/a 2(b)
Total Staff Required 4 pa 8
Less Existing Staff) 2 (2 (8)
Net Increasc in Staff 2(c) 0 0

46

(a) supported by short-term Expatriate MIS Specialist time.,
(b) resources from pool of cight trained GOE staff,
(c) supported by up to six months short-term Expatriate MIS Specialist time,

NOTE. The same stalf will install systems at cach governorate.

There are no increases in the OMED TA stalf or GOE LD II Urban resources. The GOE
resources will be drawn from the cadre of trainces selected for MIS training during
implementation of the LD IT Project Tracking Systemn, Eight trainces will be selected initially
to provide the necessary pool of resources. As the Project progresses, other GOE staff will be
trained. These resources will develop their ability to identify and create applications, cnhance
their formal classroom training and become functional members of a systems development team.

In summary, two additional Egyptian MIS Specialist positions arc required to support the
MIS TA/OMED TA cffort with up to six months of short-term MIS Specialist support,

Program Qutputs

46.1 Functional Arcas; The contract requircs that the MIS TA tcam to provide technical
assistance in four functional areas,

For the budget development process, the MIS TA team will support the OMED TA cffort.
To be certain that all contractual obligations and functional objectives can be met, a
pragmatic approach will be taken during Phase II of the project. Outputs arc listed by
function and arc those considered basic and feasible for project success. Enhancements to
the MIS cnvironment at the governorates are discussed above.
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Tho Project Tracking System will be installed at all six governorates by Scptember,
1988, The Current Budgel System will be functioning in six governorates by November, 1989,
The Capltal Budget System will be operational in three governorates by November, 1989 and in
all governorates by mid 1990. The MIS Needs Asscssment will be limited to the Financial arca

and will be conducted in only one governorate,

4.6.1.1 Project Tracking System;

o  Computer Facilities Budget Approved
o  MIS TA Resources
< One Stalf
- One Computer Workstation
o  Arabized Screens/Reports
o  Arabic Uscrs Manual
o LD H Computer PFacilities Operating
o  Eight GOE Staff Trained
o  Softwarc and Hardwaro Delivered
o Installation at six Governorutes
- Data Entry Forms
- Data Input/Output Flow Diagrams
- Successfully Operating System

o  Help Desk at Project Olfice Operating

4.6,1.2 Current Budpct System;
o OMED Budget Approved
o MIS TA Resources

«  In-house Development
. One MIS Specialist

. One Computer Workslation
. Onc short-term MIS Specialist
o Devclopment Tecam Established
»  MIS TA Staff
- OMED Staff

- GOELD I Staff
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o  Pilot Governorate Chosen

o  Requirements Delined

o  Data Input/Output Processcs Diagrammed
o  Software Sclected/Developed

o Installation Plan

o  Software Installed

o  GOE Staff Traincd

o  System Evaluated

o Installation in remaining Governorates

4.6.13 Capital Budget System;

o OMED Budget Approved
o  MIS TA Resources
- In-house Development
. One MIS Specialist
. Onc Computer Workstation
. Onc shortsterm MIS Specialist
o  Dcvelopment Tecam Established
- MIS TA Staff
- OMED Staff
- GOELD Il Staff
o  Pilot Governorate Chosen
o  Requircments Delined
o  Data Input/Output Processes Diagrammed
o  Software Sclected/Developed
o Installation Plan
o  Softwure Installed
o  GOE Staff Traincd
o  System Evaluated
o Installation in remaining Governorates in two phases
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4.6.1.4 MIS Needs Asscssment;

2]

2]

Governorate Chosen

Onc MIS Specialist

One Computer Workstation
Interviews Conducted

Arca of Concentration Chosen
Scope Determined

Needs Assessed

Feasibilily Study Written

- Processes Diagrammed

- Data Elements Defined

- Implementation Plan Created
- Alternatives Specified

- Resources Listed

- Budget Proposed

These arcas of emphasis are specified with target completion dates in (Appendix A, MIS
Work Plan).

Only through the joint cilorts of the Governorates and the project Technical Assistance
tcams can we succeed in the technology transfer vital to any organization in this "information
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Scdlion 5

OPERATIONS AND MAINTENANCE

PART A - BACKGROUND ANALYSIS

5.1 Review Of Project Tarpets And Mandates

5.1.1 Qbjectives; Broadly stated the objectives of Tusk 5 are to:

(o]

0

512

Identify maintenance conflicts and problems.
Program and implement maintenance in a more systematic manner.
Establish a long range (5 year) maintenance policy.

Devclop improved workshop  standards, operating and contracting practices and stalf
capabilities.

Formulate operational plans,
Guide Governorates, Districts and Authoritics to usc of private scctor contracts where
services are available, acceptable and cost effective.

utputs

5121 $Streets, Roads and Footpaths:  In conjunction with governorate and district
personnel:

0 Preparc engineering standards, practices, and naterials and cquipment specifications,

o Integrate forcc account and, privatc scctor maintcnance contractors into overall
maintenance activitics.

0 Prepare a two year maintenance program for physical plants,
o  Establish a manpower distribution plan.

o Propose improvements to the incentive wage plan.

o  Establish management review and update procedurcs.

5.122 Workshops and_Rolling Stock Equipment: In conjunction with governorate and
district personnck:

0 Make a detailed analysis of cquipment maintenance requirements and activities.

o  Establish levels of maintenance to be performed by garages, central workshops and
the privaie scctor.
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52

o  Establish equipment maintenance standards, criteria, methods and procedurcs,
o Improve workshop facilities, tools, machinery and equipment,

o Improve inspection activitics.

o  Establish a preventive maintenance program.,

o  Improve the inventory control system,

o  Develop perfermance indicators.

5.13 Review:  During the NUS Project considerable resources were expended on improving
the maintenance programs in the four governorates (Cairo, Giza, Alexandria and Qaliubia)
included in that Project. Included was the development of garages and workshops for rolling
stock, as well as initiating programs for systcmatic repair of facilitics constructed or
renovated under the NUS Project.

Training programs were conducted in the U.S.A, for gurage managers and cngincers. A
Proventive Maintenance Manual was preparcd, in both English and Arabic, and distributed in
the governorate and district garages and workshops, as well as to higher authoritics,. The
Manual has been reprinted and distribution is continuing under the LD II Urban Project. The
O & M group is monitoring the garage construction program initiated under the NUS Project.

During Phase I of the LD II Urban project, in-depth discussions were held with various
local governorate officials. Much of the data nceded to carry on the task has been received
and is being analyzed. Constraints to cffective opcration and maintenance arc being
identified. Project Implementation Coordinutors arc actively assisting in obtaining the balance
of the required data,

In the four governorates, the LD II Urban Project is picking up on muintenance and
repair (particularly in regard to rolling stock and equipment) where the NUS Project left off,
Garages and workshops started under the NUS Program are being completed under the LD 11
Urban Project. In Port Said and Sucz Governorates, governorate and district garages and
workshops are being developed as part of the Investment Plans, or as special projects,

Data Reconnaissance Efforts

521 Data Required and Data Received; Table 5-1 shows, by governorate, the data required
to accomplish this task, as well as data reccived to date,

522 Ficld Reconnaissancg: Table 5-2 shows the stafl days spent i the field to collect data
and to assist the governorates in developing and implementing the Operation and Maintenance
Programs.

523 QOrganizations: Figurc 5-1 illustrates the typical organization for a district garage. The
organization chart is the samec as reported in "NUS  Special Program for Equipment
Malntenance, YmplementationRecommendations _and _Cost Estimates, Cairo Governorate”;
prepared for USATD by Wilbur Smith Assaciates, February, 1984,
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Table 5-1

OPERATION AND MANAGEMENT

DATA REQUIRED AND DATA RECEIVED

Complete Data **

Partial Data #*

No Data -

DATA RECEIVED

C A G Q P S
A L I A 0 U
DATA I E Z L R E
REQUIRED R X A I T Z
0 U
B S
I A
A I
D
Status of Current Projects | ** *k *k D kk *k * &
Inventory and Status of
CIP Fleet *% *% *% * %k NA NA
Inventory and Status of
Other than CIP Fleet % *k *x * * *
Garage and Workshop .
Organization & Staffing *k * ok *k * Tk *
Inventory of Shop
Equipment and Tools * * * * * *
Inventory of Spare Parts
and Spare Parts Needs *k *k *k * * *
Road Dept. Organization
and Staffing * * * * * *
Inventory of Road Maint.
Plant and Equipment * * * * * *

SOURCE : LDII Urban Contractor, Wilbur Smith Associates
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TABLE 5.2
OPERATION AND MAINTENANCE

FIELD RECONNAISSANCE AND DATA COLLECTION

STAFF FIELD TRIPS TO RESPECTIVE GOVERNORATES
HONTH DAYS
IVAILABLE Cairo Alex. Giza Ralfubia Jrort Said Suez
JAN, (13 12 3 5 2 - -
FEB. 60 15 3 7 3 - -
HAR, 80 13 2 -] 3 - S
APR, 55 10 7 5 4 4 -
HAY 84 10 9 8 3 1 .
Total Days : 303

Total Fleld Trips(Days)
Field Trip X

Source

Lol1l

46.5

Urban Contractor,

141

Wilbur Smith Associates

11




TYPICAL ORGAKIZATION OF DISIRICT GARAGES

District
Chief
Gareye
Director
|
I I l |
Equipment Equipment
qulpﬁen ?u e Admin, Harehouse
Operations Haintenance
fssignment Hechanical
H  Diesel
Foreman Trucks
Hechanical
. Gasoljine
Drivers Trucks
) Batteries
Security
Tires

H  Hachining

Body Hork

Lubrication

Electrical

BEST AVAILABLE DOCUMENT

| Blacksmith

Source ¢ NUS Special Pro
lnplenentatiog reconnena

a for Eguipnent Haintenance
Governorate,February 196

r
ations and cost estimates,Cairo
4, Nilbur Smith and Associates,

FIGURE §-4
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524 Reports apd Studicss  The following reports and studies produccd under the NUS
Projecct bave been identified as applicable to the O & M Task and will be used in
implementation of the various projects and training programs.

o  Alexandria CIP Vehicle Repairs, October 1987.
o  Road and Strect Maintenance, Sucz Govgrnorate, October 1987,

o rainin al r¢ Parts Warchousing, Ki July 1987.

o  Egyptign Mpintenance Study, July 1986.

o :d Equipment_Maintenance Progr rovemen € i) ima,
Dcecmber 1984,

o  Special Program for Equipment Maintenance Implementation, Recommendaitons and Cost

Estimates, Cairo Governorate, February 1984,

o i ] dations on Equipmen in nce in Alexandria Governo
January 1983,

o  Preyentive Maintepance Manygl for District Service Vehicles and_equipment, December
1983,

o ommen i nt Maintengnce _Program Improvements for the City of Gizs
Dccecmber 1983,

lygis isting Situation

534 VYchicle Maintenance and Rolling Stock; Table 5-3 reflects the inventory and status of
the CIP Flcet.

53.1.1 Cairo Governgrate:  The Cairo Governorate is now organized in five zones and
sixtecn dlstricts. The zones with the current deputy governors and the districts included
in cach zone arc:

Name of Dcputy
Zopg Governor Districls jn Zong
1. North Gen. Mostafa Sadek North, Shoubra,
El-Zawya El Hamra
2. North-East Gen. Mohamed Ali El-Z:itoun, East,
El-Salam
3. East Gen, Abdel-Rahman Nasr City, El-
Abdecl Al Waily, Heliopolis
4. South Gen, Ahmed Hassan South, Misr El-
Kadima, Maadi, Helwan
5. West Gen. Abdel-Raouf West, Middle,
Abdcl Rahman Abdcen
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Table 5-3
CIP VEHICLES & EQUIPMENT

Inventory And Status

Vehicles Equipment

In Need Total I'n Need Total

Governorate Operation Repair Humber Operation | Repair Number
Cairo 227 394 621 14 25 39
Giza 140 48 188 13 12 25
Qaliubia 16 14 30 6 3 9
Alexandria 143 98 241 3 éa 67
Suez 13 5 18 5 2 7
Port Said 27 13 40 14 7 21

Source: LD Il Wilbur Smith Associates

BEST AVAILABLE DOCUMENT
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The current Garage Construction Program includes seven new district garages,
three new zonal workshops and renovation of onc district garage. The completlon of
this Program will, however, cover only fifty  percent of Governorates nceds. The
current status of this Program is:

Expected

Facility % Completion

El-Sayeda 2 district garages 85 Jul. 88

Nafisa 1 zonal workshop

El-Mokattam 2 district garages 55 Dec. 88
1 zonal workshop

El-Kassarat 1 district 50 Jan. 89
garage/workshop

El-Salam 2 districts to be Jun, 89
1 zonal workshop contracted

Helwan 1 district tobe Jun, 89
garage/workshop contracted

Assignment of garages to specific districts is under study, due (o the re-
organization of the Governorate into five zones and sixteen districts.

In fulfilling the nceds of the districts and the Cairo Cleaning and Beautifying
Authority for garages and workshop, maximum usc will be made of the zonal workshops
alrcady constructed. El Saycda Nafisa and El Mokattam have the potential for adding an
udditional garage to cach., The garages will necd only administrative and service
facilities, The present Central District may be made adequate by addition to the arca
(the arca presently occuppicd by El Waily District) and renovation of the facilitics.
Other garage necds will requirc more investigation to determine the best use of cxisting
garage sites and o locate suitable ncw sites. Further development of the Central
Workshop will also be required.

53.12 Alexandria Govgrnorate: The, Special garage Construciton Program in Alexandrla
Governorate includes facilities for 'its six districts, The Goizrnorate Central Workshop,
except for the development of the sparc parts warchouse, is not included in the Program.
The status is:
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Expected -

- Location S Completion.
Facility Distriet - Compl, Date
- El-Ras El-Soda, El-Montazah 9% - July88
new district
Garage
El-Amrcya, new " El-Amreya’ 85 Sept 88 -
- district Garage ' ‘ ’ '
* Moharram 3cy, - El-Gomrok 80 Dec. 88
new collective Midtown, West :
Garage and Zonal
workshop.
Semouha, new - East New site assigned, district garage

consultant 'working on design for
construction. Construction contract
cxpected Oct. 88

A modern spare parts warchouse, utilizing on the Kardex system, was developed in
the Governorate Central Workshop. The project included; the renovation and remodeling
of the- building; provision of shelving, bins and Kardex files; and the training of
congincers and storckeepers in cstablishing and- operating a complc(c -inventory control
sys(cm The warchouse is currently being stockcd

[

A special project for the up-grade repair of the CIP fleet of vehicles and heavy
cquipment is being processed. The project includes the purchase of Egyptian-made spare
-parts and the repair of the vehicles and heavy cquipment by private sector
contractor(s). A list of pre-qualificd contractors has been prepared (based on
investigation by a governorate committee), and bidding documents arc ready for
advertising as soon as funds for the special project are received by the Governorate.

Upon complction of the present garage construction program, a renovation of the
- Central Workshops will be required. The workshop should be modificd and equipped to
provide all levels of repair short of overhaul and rebuild.

53.13 Girza Governorate; The NUS Project provided special project funding for a garage
and workshop in Giza Governorate. Implementation of the project has been very slow
and the quality of work is poor. The primary problem is that the garage and workshop
is cluttered with in-operable vehicles, heavy cquipment and junk that is the way of the
- contractor.

"Garagc management has not been successful in relocating ‘the vehicles, heavy
cquipment and junk so that the contracted work can be facilitated. Meetings between
Giza Cily officials, Giza Cleaning and Bcautifying Authority Officials, USAID
representatives and TA Contractor personnel have not been successful in resolving the
problem. However, the Governor has now personally stepped in to resolve the issue.
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The present Giza Cleaning and Beautifying Garage serves as both a parking garage
and as a full scale maintcnance center. Such combined use crcates a very congested
condition and greatly inhibits development of an efficient and effective maintcnance
management program.  Adequate district garages cquipped to provide preventive
maintenance arc required. Also, the fucl station should be moved out of the garage and
be located either as a scparate facility or in combination with the district garages,

53.14 Qaliubia Governorate, Shoubra Fl Kheimg City; The NUS special project for the

contral garage and workshop has been completed. The project was well executed and
current management and operation appears excellent, Somc additional improvements arc
aceded and the O & M group will work with the Governorate in developing the necessary
project information. The nced for an additional garage/werkshop in Shoubra El-Kheima
will be investigated.

53.15 Port Said Governorate: Under the LD 1T Urban Block Grant Investment Program,
projects for garages and workshops in the districts, as well as a Governorate central
workshop are being implemented, Devclopment of facilities that arc efficient and
cffectively coordinated with the level of maintenance and repair to be provided by the
Governorate central workshop, and the private sector, will vequire in-depth technical
assistance,

53.16 Sucz Govemorale; Three districts, El Arbeen, Atakah and Sucz, have allocated
funds from thelr LD N Urban Block Grant for improvements to vchicle maintenance
facilitios,  Further manitoring by the TA Contractor is rcquired to assure that a
coordinated systom that is cfficient and cffective is being  implemented. A special
project for a Governorate Central Workshop that is managed and operated by a private
sector contractor is being developed.

33.1.7 Mansgement Deyelopment; Organization and staffing recommendations for district

and central garages and workshops have been developed. Organization and staffing
recommendations will be Implemented as the new garages are occupicd. Implementation
will require extensive on-site technical assistance.

0 Aninccntive pay program has been proposed to the governorates,
o  The governoratcs have reccived advice on the levels of maintenance to be performed

in the district garages, in the governorate central workshops and in the private
scctor,

53.18 Pevale Scctor Involvement; The private scctor will be directly involved in the
Alexandria CIP fleet up-grade repair special project.

o  The Governor of Sucz has accepted the concept of private sector management and
operation of the governorate central workshop when it is completed and cquipped.

o  The Governors of Giza and Port Said arc considering the concept of private sector
management and operation of governorate central workshops.

0  Awong aclivitics that will be investigated for possible private sector involvement
arc;

17



- Operation and management of central workshops.
- Maintenance and repair of vehicles and cquipment on an annual basis,

- Onsite maintenance management training programs,

532 Streets, Roads and _Footpaths; Phasc I monitoring of the garage construction program
and assisting governorates in developing appropriate investment program projects required that
the O & M Group spend the majority of its time on such efforts. In Phase 11, as the various
garage projects arc completed and they are placed in operation, more time will be available
for the task of improving road maintcnance. For the task to be accomplished to the degree
sct forth in the Terms of Reference, the addition of a road maintenance specialist to the O
& M Group will be required. To date, obscervations in regard to road maintenance are:

0 In most governorates, road maintenance is done either by the district road department or
by private scctor contractors.

0 Road departments arc ncither well organized  nor adequately staffed.  Equipment
available is not nceessarily appropriate for the work required.
o  Engincers, supervisors and workers arc not well trained in road maintenance.

o  The Cairo Governorate Road Department has a new asphalt mixing plant, rated capacity
150 tons per hour, three modern lines of production for curb stones and (wo modern
lines of production for paving tiles. All of these arc working at a very low production
rate.

There is also a number of almost new vehicles that have had little use in several months.
The number of personnel currently on the stalf is inadequate in proportion to the plant and
equipment available. The need for increased road paving and road repair in Cairo is obvious
as one tours the City.

5321 Sucz Governorate Road Department; The Sucz Governorate Road Department has
been reviewed in some detail and reported in "Road and Strect Maintenance - Suez
Governorate®, October 1987, prepared for the United States Agency for International
Development by Wilbur Smith and Associates in association with Engineering and
Geological Consulting Office. Conditious and problems reporied are found to some degree
in all the Urban Governoratcs. Organization charts for the Governorate and Road
Directorate, as taken from the referenced report, are at Figures 52 and 5-3
respectively.

Major conclusions of the report are:
- Thereis no clearly-stated mission to maintain roads and strects.
- sufficient authority to fulfill the function has not been deligated.
- maintcnance of roads is subordinated to construction.
- there s little Nexibility in adjusting staffing to program nceds.

- the budget for operational expenses (Bab I1) is not supported by a strong rational
and therefore subject to arbitary cuts.
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ORGANIZATION CHART, ROADS DIRECTORATE

DIRECTOR

EQUIPMENT MATNTENANCE DEPT.

1 Mechanical Engineer

9 Technicians
10 Labourers

CUR3ISTONE MANUFACTGRING
DEPARDMENT
1 Engiceer
25 Labourers

LANDFILL & LEVELLING DEPT.

2 Agricultural Engineers

GZXZRAL BUILDING MAINTENANCE
& OTHER ACTIVITIES

4 Foremen
10 Labourers

IQUIFRENT COWIrRCL

& OPZRATION DZPT.-

1 Foreman

1 Fuel Supervisor
0 Truck Drivers

7 Dozer Operators
7 Loader - "

7 Tractor

5 Grader "

4 Roller "

2 Assistant

PAVING DEPARTMENT

3 Engineers
30 Labourers

Figure 5-~3

Suez Goverrorate
Roads Directorate
Existing Organization
Septexmber, 1987
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- clearer definition of maiatenance needs is required.

- engincering standards for maintenance have not been set,

- production standards for staff and crews have not been set.

- managemcent and operating personnel are in necd of additional training,
- facilities for production and maintenance activitics are inadequate.

- types and numbers of cquipment and vehicles are inadequate and many cxisting units
are in nced of repair or replacement,

- sufficicnt funds and sparc parts are not available to keep the vchicles and
cquipmext at a satisfuctory operational level.

- cost records do not permit determination of unit costs.

The report makes General Recommendations that will be applied in the other Urban
Governorates.

- Inspect the roads and identify the work to be done. A Roads Needs Assessment is
being made by the districts.

- Use cngincering methods in maintenance work. Make effective and permanent
repairs,

- Do not delay maintenance until complete rehabilitation is required.

533 Qperation and Maintenance Sub-Committees: The Local Development 1T Urban Basic
Scrvices Delivery System Handbook indicates that an Operation and Maintenance Sub-
Committee is to be formed by cach GLDC. The sub-committees have not as yet been formed.
Formation of the sub-commiltes, and their active participation in Opcration and Maintenance
activities, would be of great benefit to the basic services delivery systems. '

PART B - WORK PROGRAM IMPLEMENTAITON

Implementation Stratcgy

54.1 Vchicle Maintenance and Rolling Stock: A major investment of some twelve and a half
million Egyptian pounds, allocated under the NUS and LD II Projects, is being spent to
improve garages and workshops in Cairo, Alexandria, Giza and Shoubra El Kheima City. The
improvement of garages and workshops by construction and renovation is continuing in all
governorates using special project and LD II block grant funds.

While these expenditures will provide modern facilitics, tools and cquipment, they will do
little to assurc improved maintenance unless an investment is made in improving the
management, organization and productivity of the staffs of the garages and workshops.
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To achieve the desired objective of making a major improvement in the maintenance of
rolling stock, Egyptian Maintcnance and Administrative Specialists must be assigned to the new
garages and workshops (particularly the first oncs to be occupied in Cairo and Alexandria) to
assist the staffs in sctting up organizations, mcthods, procedures, standards and systems that
are conducive to efficient and cffective operations. The specialists must remain in the
garages and workshops a sufficicnt period of time, probably up to six months, to conduct the
necessary on-the-job training and to thoroughly establish the new systems.

54.1.1 Cairo Governorate; Monitoring of the garage construction program will continue.
Design and construction of the El-Salam Garage will be closely followed so it is
developed within the zonal garage concept.

o  The Governorate will be given technical assistance in developing, as zonal garages,
the additional cight garages required.

o In occupying thc new garages, thc Governorate will require maintenance and
administrative specialists for up to six months to provide cxpertisc to develop
effective and cfficicnt management and quality, as well as quantity of production.

54.12 Alexandria Governorate;  Monitoring of the garage construction program  will
continue. Design and construction of the East District Garage at Semouha will be closely
followed to assure it is properly designed for fleet size and composition, Use of pre-
cngincered metal buildings will be considered in the design and contracting for
construction.

o In occupying the new garages, the Governorate will require maintenance and
administrative  specialists for up to six months to provide expertise to develop
cffective and cfficient management and quality as well as quantity of production.
The proposed organizations for the new garages are shown on Figures 5-4 and 5-5.

5.4.13 Giza Governorate; Technical assistance will continue to be rendered to the GCBA
to successfully complete its garage and workshop project.  Additional needs for garages
and workshops in Giza City will be investigated and technical assistance rendered to
develop and implement investment and/or special projects. However, in this arca any
additional funding must be developed upon an improved attitude towards maintenance
management on the part of CCBA staff. His Excellency, Governor Omar Abdel Akhar,
while Governor of Qaliubia, assumed the success of the Shoubra 21 KheimaGarage, Project
through his interest and personal supervision, Giza needs the same ¢ffort now.

5414 Qaliubia, Shoubra El Kheima City;  City officials will be advised as to
improvements nceded in the garage that was renovated and remodeled under the NUS
Project. The nced for an additional garage and workshop will be investigated and, if
required, the O & M Group will assist the City in developing projects for accomplishment
within the block grant investment program.,

54.15 Port Said Governorate; The O&M Group will work closely with district and
Governorate officials to assure that maintenance facilitics for rolling stock are developed
on a integrated basis, with responsibilitics for the various levels of maintenanc~ clearly
defined. An on-sitc Mmaintenance Management Team must be provided for the new
central vehicle maintenance center when it opens,
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5416 Sucz Govemorate: The proposed special project for a governorate central
workshop with private sector management and operation will be developed and submitted
to the ULDC, AMANA and USAID for approval and funding. The O&M Group will
monitor special project development and assist the governorate in preparing the terms of
reference for the management and operation contract,

o District and governorate officials will be given assistance in developing facilities for
maintenance of rolling stock so that an integrated system with well defined
responsibilities for the various levels of maintenance is included.

5.4.1.7 Management Development; Development of more production oricnted staff in
garages and workshops is the key to improved rolling stock maintcnance, The problem

will be approached by providing rccommended organizations and staffing, on-the-job
training, classroom training, and TAC visits and consultations,

It is recognized that an incentive pay program can be a strong motivater. An
incentive pay plan, based on both production and maintcnance standards was developed
for the Alexandria Governorate and is detailed in a report titled "Alexpndria CIP Vehicle
Repair,prepared for USAID by Wilbur Smith Associates. Such an incentive pay plan is
being prescnted to other governorates for consideration.

5.418 Private_Scclor Involvement; The private sector is currently involved in the
maintcnance of rolling stock. A large percentage of mujor repairs and component
rebuilding is performed by the private scctor, both large and small scale contractors. In
Alexandria a contract for the up-grade repair of the CIP flect, as well as an annual
contract for vehicle and construciton equipment repair will be awarded as part of a
special project.

Expcrience gained with thesc contracts will be applied in other governorates as
appropriate. A special project is being developed for Suez Governorate that will include
private sector management and operation of the Governorate Central Workshop. Other
opportunitics for privalc sector involvement will be sought, investigated and applied.

rects Roads and F hs

5421 Sucz Governorale; The proposed special project for rcorganization of the Raad
Maintenance Department and provision of plant and cquipment will be developed and
submitted to the ULDC, AMANA and USAID for approval and funding. The project will
be monitored for implementation and cffectiveness of the specialists assigned to provide
the on-the-job training.

5422 All Governprates; Bascd on data made available by the governorates and
districts, the following actions will be taken in conjunction with Governorate and district
officinls:

o Preparation of cngincering standards, practices, materials and equipment
specifications.

o  Review and update management procedures.
o Review incentive pay plans and recommend improvements that will enhance quality
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of work and productivity.

o  Review staffing and cstablish a manpower distribution that will promote productivity
and quality of work.,

o  Preparation of a two-ycar maintcnance plan,

5.43 Training

5.43.1 Inventory Control Training; The training course developed and conducted once in
Alexandria Governorate is applicable to all governorates. The course will conducted for
engincers and storckeepers in the six governorates. The program for this training is
detailed in Scction 8 of this report.

5432 Rolling _ Stock Main{cnance _Training; On-the-job training, involving
managess,engineers, supervisors, mechanics and workers will take place in the new
garages and workshops as they are occupied. The staff of other garages and workshops
may be assigned > the new garages and workshops to observe the management
techniques and improved work standards and production. United States training of
cngincers and managers will be considered.  An in country course in Management of
Garages and Warchouses will be developed in conjunction with the Training Group. The
program for this training is detailed in Scction 8 of this report.

5.433 Road_Muaintenance Training; On-the-job training will be applied on the special
project on Sucz Governorate. This pilot project will form a basis for determing what
will probably work best in the other governorates.

544 Usc of Reports and_Studies: Reports and studies refesred to in paragraph 5.2.3 form
the basis for much of the current O&M Task. Elements of the studies are being implemented
and others will be applied as the Project proceeds.

545 Special Projects: Speciul projects have been identified as necessary to support the O&M
Task. It is anticipated that others will be identified as investigations are completed and plans
reviewed and developed. Potential special projects identified to date are:

o]

Alexandria Governorale

Upgrade Repajr_of the CIP_Fleet: The project has been completely planned and awaits
only funding for implementation.

Sucz Governorate

Reorganization _of the Road Maintepance Department _and Provision of Plant _and
Equipment.  This speciul project is based on a report titled "Road and Strec
Mainicnance - Sucz_Governorate™ prepared by Wilbur Smith Associates for USAID under
the NUS Project dated October 1987, Elements of the project are:

- Equipment operating costs.
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- Road maintenance materials,

- New hot-mix asphalt batch plant.
- Shop facilitics.

- Yard paving.

- Specialist personnel, onc cxpitriate and onc Egyptian national, to conduct on-the-
job training in management and operation of road maintenance.

Governorate Central Garage and Workshop, The project involves the construction of the
garage and workshop and the solicitation of proposals from the private scctor for the
management and operation of the garage and workshop.

Elements of the project are:

- Utilitics supplics.

- Workshop buildings.

- Paving.

- Shop cquipment and tools.

- Fuel and lubrication station,

- Warchouse cquipment and furniture.
- Fencing and gates.

- Vehicle shed.

55 Rcsources Required

The fulfilment of the objectives and outputs of the Operations and Maintenance Task will

require both long term and short term specialist additions to the staff,

(o]

Currcnt Long Term Staff

12 personmonths - Albert McCarty
Assistant Project Direclor

AU personmondis - Engineer Fouad Sultan
O&M Group Leader
Engincer Sherif Sami
Enginecr Mohamed Ali Hussein

Additional Long Term Staff

15personmonths - Egyptiar. Road Maintenance Specialist; to review organizations,
staffing, physical plant and cquipment as well as
mcthods,procedures and standards and 10 assist governorates to
institute improvements.

127



5.6

o

Additional Short Term Stall

6personmonths - Expatriate Road Maintcnance Specialist, work with the Suez
Governorate Road Dcpartment as identificd under 5.4.5, Special
Projects. '

6personmonths - Egyptian National Road Maintcnance Specialist, work with the
expatriate specialist indicated above.

To provide the "on-the-job" training in garage and workshop management and
operations as detailed in paragraph 5.4.1, it is proposed that five teams consisting of an
Equipment Maintcnance Specialist and an Administrative Specialist be formed. Two tcams
will work in Alcxandria, two in Cairo and a fifth team in Port Said when the
Governorate Central workshop is rcady for occupancy and operation.

30 personmonths - Egyptian National Equipment  Maintenance  Specialist, one
specialist to work in Alexandria garage program and onc in
Cairo garage program to conduct on-the-job training as detailed
in paragaph 5.4.1.

30personmonths - Egyptian National Administrative Specialist, onc to work in
Alexandria garage program and one in Cairo garage program to
assist garage and workshop staffs in improving administration
and supply systems and procedures,

Program Qutputs

The program implementation detailed in this scction of the Report, some of which will

extend into the third year or beyond, will produce the foilowing vutputs;

(o]

An integrated plan for vehicle and cquipment maintenance in cach governorate. Levels
of maintcnance for garages, central workshops and private sector contractors will be
clearly defined. Private sector entitics will be involved to the extent feasible.

Current garage construction programs will be completed and the staff trained to improve
cfficicncy and effectivencss,

The experience gained in the Alexandria Special Project for Up-grade Repair of the CIP
Flect will be monitored for possible application in other governorates.

Both classroom and on-the-job training programs will be used to up-grade both the
management and technical skills of the garage and workshop staff,

Road Dcpartments in districts and governorates will be reviewed and improvements in
organization, staff, fixed plant, cquipment, mcthods and procedures rccommended.
Implementation of the recommendations will be monitored.  Experience gained in the
special project for Road Maintenance in Sucz Governorate will be applied in other
governoraltes.

In conjunction with governorate and district officials, a two-ycar road maintenance plan
will be prepared for cach governorate.
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Assistance will be rendered in the planning and execution of special projects.

Sparc Parts Inventory Control System using the Kardax System will be established in
garages and workshops, Excess spare parts and sparc parts not applicable to current
fleet composition will be used to stock warehouses with appropriate levels of spare parts.
Based on needs assessments five year programs arc projected for:

- garage and workshop construction and renovation

- acquisition of spare parts

- vchicle and equipment repair

- vehicle and equipment acquisition.
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Scction 6
LAND MANAGEMENT

PART A - BACKGROQUND ANALYSIS
6.1 Review of Project Targets and Mandates

The need for better land nanagement to cope with the tremendous pressures facing
Egyptian citie: is clear and paramount. The Land Management Task aims to provide
participating governorates with technical assistance in creating the institutional capacity
required for such better land management. In bricf, this means giving governorates the
capacily to acquire, control, and hold vacant lands for future urban needs, to allocate such
lands efficiently, to scrvice and develop such lands in partnership with private or informal
scctor participants, and to undecrtake the upgrading of deficient urban arcas. In these efforts
the principles of efficiency, equity, and cost recovery should predominate,

Such a Task mandate is ambitious and not all Task objectives can be assured of
achievement with the resources available and within the timeframe of the LD I1 Urban Project.
A distinction between what is realistically achievable and what is hopefully achievable was
made in the Inception Report, and such a distinction is still valid. But as result of work
during the Diagnostic Phase, the overview of futurc targets and work outputs has been refined
and some changes have been made in the implementation strategy. These refinements and
changes arc spelled out in this Section and presented in greater detail in the Work Plan.,

In addition, it is thc TA Contractor's understanding that issues raised in the Inception
Report (p. 68-69) have been resolved as follows:

0 The definition of upgrading would be broadened to include both "integrated" upgrading
and "component” upgrading as clarificd in recent USAID correspondence, (Letter of April
24, 1988 from USAID Chicf Urban Development Scction, Officer of Local Administration
and Development to Mr. Richard Millcr, Chicf of Party);

o The initial statement of objectives outlined in the contract to: A) Insure cost recovery
and, B) ecncourage the private scctor's role in low-income housing is rephrased in the
above-mentioned USAID letter to; A) Insure low-subsidy rather than full cost recovery
and, B) low and middle income housing projects rather than only low-income projects.

0 Legislative reform may be considered if nceded for planning standards. However, it is
assumed that commitment within the scope of this Project is confincd to lobbying for
such legislative change, where appropriatc and filing official requests to be acted upon
by appropriatc GOE governmental cntitics. It is also assumed that practical planning
standards would be considcred in the scoping out of "Demonstration Projects™.

It should be pointed out that the TA Contractor'’s efforts during the Diagnostic Phase
have not been limited to pure data reconnaisance and “diagnosis”. In parallel, preliminary work
has started on designing possible institutional formats for individual governorates and in
evolving practical strategies for implementation. Such efforts arc described in the following
sub-scctions,
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62 Data Reconnaissance Efforts

621 Statug: The diagnostic data reconnaissance effort has culminated in mixed results for
cach of the governorates and is summarized in Table 6-1. "Pending’ data is a result of GOE
officials claiming a necd for security clearances. "Not applicable” means thesc governorates
were more oriented to upgrading land management activities and would need resources to
strengthen almost non-existent capacities at the governorate level oriented to urban arcas.
Additional follow-up with these governorates is required.

For the period January through May, 31 percent of staff time was spent in field

reconnaissance activity as shown in Table 6-2, in spite of TA staff turnover and minimal TA
staff resources.

In summary, the status of the land managment work plan as originally presented in the

Inception Report is as follows:

o)

In Phase I, the interview process regarding present land management functions in each of
the six governorates has been completed as of the end of May, 1988 with mixed results
and some difficulties in obtaining nccessary information. This process has culminated in
the development of a LMU office concept model for Cairo Governorate.

The presentation of the LMU officc concept model to Cairo Governorate has been
completed. As a result of Governorate officials considering the LMU Concept paper;
findings in the Draft Diagnostic Report; and recent expericnce regarding  the
establishment of the Ismailia Land Planning and Development Agency, a Decrec was
signed by the Cairo Governor whereby the Officc of Land Management would be funded
as a project using the Housing Fund. This arrangement removed a major institutional
hurdle since dealing with the Central Agency for Organization and Administration, CAOA,
to approve officc concept and staff would likely have taken a very long time. (For
example, the Urban Planning Department in Port said was formulated sometime ago, but
it has been scven years for the CAOA to take action on approving staffing for this
Department and it has not yet been approved cven today. All current staff for this
Department have, as a result, been seconded from the Housing Dircctorate and are not
nccessarily qualified for the positions intended). The execution of a Decree for a Land
Management Office in Port Said is pending and should be completed very shortly.,

The pragmatic concern of the TA Contractor to meet project milcstones is addressed in
more detail in the revised work plai program. Heavy cmphasis will be placed on
“linkage" of milcstones to the establishment of effective land management structurcs
and/or equivalent institutional frameworks in each governorate.

At the request of USAID, and subject to the speed with which Decrces or concept papers
are executed and/or approved, the goal of cstablishing two Land Management Offices
would be accomplished in January, 1989 and thc remaining offices by the end of June,
1989. The definition of operating offices would include approval of an organizational
concept, through acceptance of concept papers or cxccution of decrees by Governors;
hiring of a full time dedicated Director and/or "corc® staff by government; the
appointment of a Board of Directors or Exccutive Steering Committee; and the availability
of spacc and furnishings, The TA Contractor docs not necessarily agree as to the
rcasonableness of this schedule since it is not consistent with rccommendations and
schedules presented and approved by GOE in the Draft Diagnostic Report, but will make
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Table 6-1

STATUS OF LAND MANAGEMENT DIAGNOSTIC DATA COLLECTION/RECONNAT SSANCE

Governorate
Cairo Mlexandria|Giza [aliubia pPort Said| Suez
Initial Interview/Discussions . . * . . *
Regarding Exchange of Views
Staff Organization Structure, o 0 0 . L
Skills, Capacities Obtained
Camnpleted o Pending 0 Not Applicable
Source: LD-I! Urban TA Contractor, Wilbur Smith Associates
Table 6-2
LAND MANAGEMENT
FIELD RECONNAISSANCE AND DATA COLLECTION
Staff Ficld Trips to Respective Governorate
Days
Honth Available Cairo Alexandria Giza Qaliubia [Port Said Suez
January 10 2 - 1 1 . .
February 40 4 - 2 . - [
Harch 46 4 4 2 1 6 .
Aprit 30 2 - - 2 4 .
May 34 4 3 - - - 2

31X of staff time was spent on field reconnaissance

Source: LD-I1 Urban TA Contractor, Wilbur Smith Associates
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63

every attempt to abide by it. Thc definition above also relies heavily on timely
government action in the hiring of full time dedicated staff, provision of space and
approval of officc equipment and furnishings support budgets. ctc.

622 Needs and Oppoitusitics: It is useful first to set out in general terms what are the
main land management tasks facing cach governorate. This is presented in matrix format in

Table 6-3, where relative weights are assigned to:

o the long term potential for urban expansion on new lands, over which a governorate has
or can obtain legal control;

o the short term potential for carly development of new lands, including sites which might
be candidates for "pilot” or “vanguard” projects;

o the need for "integrated” upgrading of scriously deficient urban communities, where due
to land tenure, history, or other anomolies a low-income community has been bypassed in
the provision of standard infrastructure and social services; and,

o the necd for "component” upgrading, where particular urban areas are seriously deficient
in one or more specific urban scrvices, (such as strect paving in one arca and solid
waste collection in another).

As can be secn from Table 6-3, these necds and opportunities vary considerably from one
governorate to another. For example, both Giza and Qaliubia have almost virtually no desert
lands which could be used cither for short or long-term urban expansion projects. On the
other hand, Cairo, Sucz, and to some extent Alexandria have substantial potential for long-
term expansion on desert Jands,

Analysis of Existing Situation

63.1 Exisling Institutional acitics: Thc analysis of cxisting institutional capacitics has
focused on findings regarding organization structure; identification of shortfalls in a functions
analysis; and quality of staffing. These capacitics have varicd considerably between cach of
the six governorates.

63.1.1 Organization Structure; Presented in Figures 6-1 through 6-6 arc abbreviated
organization charts of cach governorate which show the current responsibilitics for land
management functions. As can be scen therc is considerable variation, In “rural®
governorates, namely Giza «-1 Qaliubia, planning activitics arc conducted at city and
village levels with only nominal central participation, (under the Housing Dircctorate in
Giza, and under the Diwan in Qualiubia).  Alcxandria and Sucz have unique land
protection capabilitics represented by independent agencies directly reporting to the
governors.  Port Said and Sucz have formed, in the last five years, dedicated
planning/land development departments.
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Table 6-3

LAND MANAGEMENT NEEDS AND OPPORTUNITIES, BY GOVERNORATE

Governorate
Need's And Opportunities
Cairo [iza Raliubia | Alexandria | Port Said| Suez
1. Long Term Potential for Urban Expansion | XXX - - XXX XXX XXX
on New Lands
2. Short Term Potential for Early Develop- | XXX - - XXX XX XXX
ment of New Lands
3. Extent of Integrated Upgrading Required XX XXX XXX XX XX xX
4. Extent of Component Upgrading Required XXX XXX XXX XXX XX XX
KEY: - = negligible
X = Llimited
XX = moderate
XXX = substantial
NOTES:

(1) and (2): CAIRO has extensive vacant desert lands to the east which have short and long
term potential for expansion, including lands under Housing Company concessions. Just how
far cast C-iro Governorate’s authority extends is an issue to be resolved with M inistry of
Development and Hew Canmunities, QALIUBIA's only desert boundary is the Abou Zaabal-xhanka
area which is totally utilized by the military. GIZA fronts on extensive desert to the west
but it is understood that Ministry of Development and New Communities has full authority over
these lands. ALEXANDRIA has long term expansion possibilities to the southeast and also
through tandfill into Lake Mariut; in the short term Alexandria has significant potential for
expansion on tands recently vacated by the military. PORT SAID City has the potential for ex-
pansion through landfill into Lake Manzala and also to the west, and has extensive desert
tracts east of Port Fouod. SUEZ City has large desert tracts to the west and south along the
Gulf of Suez snd also east of the Suez Canal.

(3): CAIRO already has numerous integrated projects such as Manshiet Nasr, the Zaabaleen
settlements, end the several villages of the Helvan Upgrading Project. Thus its need for
more integrated upgrading can be considered "moderate'". GI2A and QALIUBIA are both in need
of considerable integrated upgrading, especially for former agricultural settlements which
have been swallowed by urban expansion. ALEXANDRIA and to a lesser extent PORT SAID and
SUEZ have older urban comunities which, for one reason or snother, are in need of an inte-
grated upgrading approach.

(4): The large urban agglomerations of Greater CAIRO, and ALEXANDRIA all have extensive
arcas needing improved infrastructure and social services of one sort or another, especially
those areas which have been settled informally. PORT SAID and SUEZ, being smaller and having
been the focus of various reconstruction programs after the 1973 war, are less in need of

component upgrading.

Source: LD-11 Urban Contractor, Wilbur Smith Associates
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SUEZ GOVERNORATE
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BEST AVAILABLE DOCUMENT ~ Flome ¢
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ALEXANDRIA GOVERNORATE
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GIZA GOVERRORATE
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fictual day-to-day planning activities are conducted on city level.
The Urban Planning Department in the Housing Directorate has a coordinating role,
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QALIUBIA GOVERNORATE
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Two Urban Planners (created by Governer's decree in 1384) to advise
the General Secrectary on actions related to Urban Planning.
fictual day-to-day planning activities are conducted in a decentralized
fashlon in City Councils and in Village Councils.
BEST AVAILAB
. LE DOCUMENT FIGURE 6-35
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It should be noted that some entitics represented in the organization charts exist
mostly in name only. For cxample, in Qaliubia, the Planning Department has a staff of
two. Also, many planning departments mainly deal only with the day-lo-day work of
resolving property disputes and setting building lines, and as such arc best described as
"passive burcaucracics®. Only Port Said and Sucz have units which could be called land
management departments which perform planning rolcs.

63.1.2 Fundctions_Analysis and Identification _of Shortfalls; To take the analysis of
current institutional capacities further, a list of 14 desired land management functions
was developed and governorate performance in cach was cvaluated. Findings arc given in
matrix format in Table 6-4. These show considerable variation but, in general,
performance is low . For example, only Port Said scems to have good performance marks
for some functions, and only Port Said, Sucz, and possibly Alexandria can be said to
have any capacity to plan effectively for urban expansion.

By combining the functional cvaluation of Table 6-4 with the necds and
opportunities asscssment of Table 6-3, it is possible to identify, in general terms, the
major institutional shortfalls in land management in cach governorate. This is shown for
cach of thec 14 desired land management functions, in Table 6-5. Such shortfall
identification scrves as the basis for preliminary "concept” designs of what is nceded in
each governorate, as is described below in Scction 6-4.

63.13 Quality of Staffing; The quality of personnel responsible for land management
activitics in the governorates also varies widely, ranging from qualificd and dedicated
professionals to paper-pushing clerks. The TA Contractor has conducted a preliminary
manpower review in Port Said. The aim was to gain a better understanding of manpower
constraints so that the land management implementation strategy is as realistic as
possible.

A simple survey was conducted of personnel of the three departments in Port Said
Governorate which dcal in some way with land management and land usc planning.
Overall results of staffing levels, qualifications, cxperience and training arc presented in
Table 6-6. This Table shows that there is a disproportionate representation of
professional staff in onc department which was recently formed and which reports
directly to the Governor (25 professionals out of a total staffing of 38), whercas the two
“traditional” departments of Amlak and Land Planning have no professionals at all.

What the TA Contractor found to be significant and disturbing is that there is little
logic in the distribution and assignment of manpower within the three departments. To
llustrate: it was found that the head of the Lands Scction of the Urbaa Planning and
Land Development Department is an clectrical engincer. Of the two professionals
working as urban planners, onc is a civil cngincer and the other is an clectrical
engincer, Although the head of the Drawing Section has a technical high school diploma,
he owes his position to the fact that he obtained a university degree in Commerce.,

Morcover, it appcars that the training system is somewhat illogical. There was no
positive correlation between the length of employee experiecnce and number of training
courses attended, And the only training courses which the Land Planuing Department’s
employees reccived was a general coursc in "organization and training’. There secems (o
be a lack of any gencral training plan which trics to link job requirements with
specialized training.
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Table 6-4

EVALUATION OF LAND MANAGEMENT CAPACITIES, BY GOVERNORATE

Governorate
Desired Functions
Cairo Giza Raliubia Rlexandria Port Said | suez
1. Vacant lends inventory and cadastre X - - X XX xx
2. Vacant lands protection X - - XX XX X
3. Rationol distribution and monitoring of vacant lands X - - X X XX
4. Overall urban planning coordination and scheduling of - - - X X X
major infrastructure extensions
5. Planning and design of new areas, including required - . - - . -
studies
6. ldentification and plonning of integrated or component | X X X X X X
upgrading schemes, including required studies
7. legal capacity for resolving land ownership problems - - - - - .
and medifying urban ~tandards
B. Coordinatfon of all governorate-level activities in - . - - X X
land development
L]
9. Coordination with GOPP and other national-level urben | XX X XX XX XXX X
development agencies
10. Ability to raise funding for urban projacts - - . - XXX X
11. Degree of cost-accounting and abitity to recover cost X X X XX XXX XX
of urbon projects
2. Contracting with contractors and follow-up XX X X XX X XX
[13. Contracting with developers and fol low-up - - - - - -
14. Contracting with consultants and follow-up - - . - - -
KEY - = negligible capacity
X = minimal capacity
XX = average capacity
XX = good capacity BEST AVAILABLE DOCUMENT
. GoPP - General Organization for Physical Planning
Source: LD-II Urbon TA Contractor, Wilbur Smith Associates
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Table 6-5

ASSESSMENT OF SHORTFALL IN LAND b..NAGEMENT CAPACITIES, BY GOVERNORATE

Governorate
Desired Functions
Cairo Giza Raliubia Rlexandria Port Said | Suez
1. Vacent lands {nventory and cadastre XX . . XX X X
2. Vacant lands protection XX - - X X X
3. Rational distribution and monitoring of vacant lands XX - - XX XX X
4. Overall urban planning coordination and scheduling of | XXX | xxx XXX XX XX XX
major infrastructure extensions
5. Planning and design of new areas, including required XXX - - XXX XXX XXX
studies
6. Identification and planning of integrated or component | XX | xxx XXX XX X XX
upgreding schemes, including required studies
7. Legal copacity for resolving land ownership problems XXX ] Xxx Xxx XXX XX XX
and modifying urban standards
8. Coordination of all governorate-level activities in XXX XX XX XXX XX XX
tand development
9. Coordination with GOPP and other national-level urban X XX X X - XX
developmunt agencies
0. Ability to raise funding for urban projects XXX | XXX XXX XXX - XXX
[11. Degree of cost-accounting and obility to recover cost XX XX XX X - X
of urban projects
2. Contracting with contractors and fol low-up X XX XX X XX X
3. Contracting with developers and fol low-up XXX | XXX XXX AXX XXX XXX
4. Contracting with consultants and follow-up XXX | XXX XXX XXX XXX XXX

KEY: X = minor shortfall

Source:

XX = moderate shortfall
xxx = gerious shortfall
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Table 6-6

PORT SAID GOVERNORATE STAFFING OF LAND MANAGEMENT DEPARTMENTS

Land Planning | AMLAK Urban Planning
Dept. Dept. & Land Dev.
1. PROFESSIONAL
A. Architects & Planners - - 2
B. Engineers - - 15
€. Financial - - 8
D. Legol - - -
2. TECHNICAL SUPPORT STAFF
A. Technical High School 6 5 5
B. Commercial High School 5 17 8
3. EXPERI:NCE RECORDS
1- 5 yrs 7 10 24
6-10 vyrs 1 5 9
1M1-15 yrs 1 2 3
16 - 20 yrs . 4 -
20 - more 2 1 2
4. PERCENTAGE OF TOTAL EMPLOYEES 100X 95% 3%
HAVING TRAINING COURSES
5. TOTAL DEPT. EMPLOYEES n 22 38

Source: LD-1] Urban TA Contractor, Wilbur Smith Associates; interviews and discussions with
Port-Said Governorate Officlals

BEST AVAILABLE DOCUMENT
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These  preliminary  findings raise important questions: How efficient is the

Governorate’s Manpower Dircclorate in nssigning ncwly employed civil scrvants? What is
the role of the Directorate for Organization and Administration in specifying job duties
and responsibilitics? And,is the existing training systcm rclevant?

632 Usc ol Housing Funds for Financing Land Development: As the Governorate Housing

Fund is intcnded to be uscd cxtensively as a financing and cost accounting mechanism for
urban projects (scc Scction 6.4 below), the TA Contractor assessed during Phase I how these

funds arc currently uscd in cach governorate,

Statements of revenues (Tuble 6-7), and

expenditurcs Table 6-8), werc obtained for Fiscal Ycar 1986/87 and are graphically presented
on Figures 6-7 through 6-12 for cach of the governorates. A comparison of total revenues and

expenditurcs by governorate is shown on Figure 6-13. As can be scen there appeurs to be

Table 6-7

ECONOMIC HOUSIHG FURD ACCOUNT

ACTUAL REVERUES 1986/7

¢ L.E.000)
Cairo Giza Qual {ubia Alexondria Port Said Suez
Items
L.E. X L.E. X L.E. x L.E. X L.E. X LE.| %
1. | TAXES 1.,5l29 4.5 1,582 | 10.7 232 |2.6 | 3,165 5.0 104 |0.4 2 0.1
. | FINES 4,025| 3.9 61 0.4 156 1.8 184 0.3 65 0.2 129 |0.7
B. | RENTS:
A. Housing 8,230 8.1 - - 1,389 [15.8 3,414 . 5.4 3,673 6 - -
8. Londs 64,0261 3.9| - - - - - - - . -
. | SALESS
A. Housing 80 0.1 1,996 [ 13.5 - - - 22 0.1 | 4,572 p6.5
B. Londs 4,790 | 4.7 56 0.4 95 1.1 120,890 p3.1 4,458 N7.1 | 2,051 fi1.9
. | Loans 51,869 150.9| 10,307 |69.5| 6,000 ¥k8.2 126,000 p1.1 6,500 P49 | 7,700 k4.6
5. | OTHERS 3,374] 3.3 167 | 1. 45 0.5 | 7,036 p1.1 8,690 [PB3.3 60 |0.3
Y. | HOUSING BONDS - - 638 | 4.3 3 jo.03 339 0.5 20 0.8 - -
. | BANK DEPOSITS - - - - 400 4.5 - - - -
+ Previous Year
Balance 21,003 | 20.6 39 | 0.2 480 |5.5 2,194 [3.5 2,365 | 9.1 [ 2,747 [I5.9
Total 101,926 | 100 14,826 100 8,800 100 63,222 | 100 26,070 100 (17,282 | 100

Source: HMinfatry of Finance
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little consistency among governorates in cither  revenucs or expenditure flows, except that all
rclicd heavily on loans from the National Investment Bank, For cxample, revenucs from land
sales ranged from less than onc percent of total rcvenucs (in Giza), to 33 percent in
Alexandria, And it is significant that in somc governorates the unspent surplus carried over
from thc previous ycar was quitc high, representing for Cairo 20 pereent of the Housing Fund

budget.

The administration of the Housing Funds is purely an accounting onc, involving a small
staff of accountants rcporting dircctly to thc governors. Actual allocations are proposed by
the governorate Exccutive Councils and endorscd/modificd by the Popular Councils,

Toble 6-8

ECONOMIC HOUSING FUND ACCOUNT
ACTUAL EXPENDITURES 1986/7

(L.E.000)
Cafro Giza Qualiubia Alexandria Port Said Suez
Items
L.E. X L.E. X L.E. X L.E. X L.E. X LE. | X
« | INVESTHENTS 48,000 |47 11,443 |77 6,000 68.2 61,377 pr.0 23,787 9.2 | 9,510 pB5.0
« | SERVICE PROJECTS 9,223 9 - - 24 0.3 - - - - -
« | OTHER EXPENSES 1,181 1 149 1 el 0.8 107 |o0.2 322 1.2 ™ [0.5
s | LOAH INTEREST 20,102 |20 2,125 |14.3 1,478 16.8 631 | 1.0 1,392 5.3 267 1.5
5. | LOAH THSTALLHENTS 7,018 7 722 5 528 [ - - 475 1.8 769 |4
. | BONDS COUPONS 1,1 1 - . - . - - - - - -
Y. | BONDS INTEREST - - 338 2.3 - - 292 (0.5 97 0.4 23 (0.1
SURPLUS 15,291 |15 49 0.3 669 7.9 815 | 1.3 5 0.1 | 6,634 p8.5
Total 101,926 oo 14,826 100 8,800 100 63,222 1100 26,078 100 {17,282 | 100
Source: Hinfstry of Finance

Ixis
Technicnl Assistance Contractor (TA(,) has devoted considerable cffort to a r.npld broad
rcconnaissance of types of public and private development in the Governorates and rescarching
past expericnces related to Urban Plans and the implementation of such plans. The following is
brief summary of these efforts,
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PORT SAID GOVERNORATE
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SUEZ GOVERNORATE
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QALIUBIA GOVERNORATE
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ECONOMIC HOUSING FUND ACCOUNTS
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6.3.3.1 Urban Plans and Past Experience: In participating governorates, there are no lack
of urban plans (Master Plans, Structurc Plans, Action Plans, etc)) which serve as a
framework for guiding urban development. Thus, for example, Cairo, Giza, and Qaliubia
have plans prepared by the General Organization for Physical Planning (GOPP) called the
Greater Cairo Master Scheme. Sucz and Port Said have had master plans prepared by
UNDP consultants, and Alexandria has had plans prepared by Alexandria University.

However, although the documentary framework cxists, the institutional means of
implementation is weak or missing. All participating governorates carry out some land
management functions on a day-to-day basis within cxisting administrative structures, but
none have what could be called dedicated land management units which fulfill the
functions required for efficicnt management. In all governorates the necd for better
and more organized land management cfforts is clear although the most suitable forms of
this management will vary considerbaly from governorate to governorate.

The lack of a suitable land management capacity at the govcrnorate level is a
defliciency which has been recognized for some time. In fact several cfforts have been
made in the past, but their success has been less than encouraging. It is worth briefly
mentioning some of these cfforts to put the problem in prespective:

- Cairo and Giza Governorates were targets of technical assistance efforts at
improving land management under the IBRD-sponsorcd Extension of Municipal
Services project (EMS) which ran through 1984-86. Despite detailed institutional,
staffing, administrative proposals submitted to these Governorates, the availability of
funds for financing LMUs, and considerable dialogue between the Governorates and
the technical assistance contractors, no concrete steps prior to the LD II Urban
Program have yet been initiated to improve existing land management {unctions.

- Port Said and Suez Governorates were the targets of technical assistance efforts
over the period 1978-1983 with British ODA and UNDP sponsored in-house technical
assistance tcams. A major component of both of these programs was the setting up
of land management cntitics and although in cach Governorate there was a
continious contractor presence, at the end of UNDP funding in 1983, results were
not as promising as was anticipated.

This points to a recognition that the LD II Urbun Task 8 objectives of sctting up
LMUs will be based mainly on the political and administrative realitics which exist in
cach goveruorate.

6.3.3.2 Potential for Urban Expansion_and Past_ Experience In Management of New Lands:
All the participating governorates, with the exception of Qaliubia, have non-private, non-
agriculturcal lands which could exploited for urban cxpansion.

These publicly-owned desert and waste lands on urban fringes represent an
important national resource and offer a great opportunity. However, until now this
opportunity has not been fully exploited. Worse, the current unplanned and inefficient
occupation of somc of thesc lands by public and quasi-public catitics has meant that
land availability is becoming rapidly reduced. The problem is made more severe by
jurisdictional and land ownership confusion -- in particular the question of how much
authority governorates have over these lands vis-a-vis other government agencies,
especially the Ministry of Development and New Communities (MDNC),
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she EMS Project found that, in the case of Giza and Cairo, the legal authority of
governorates to exploit these lands (and also to transfer ownership to the private scctor
and individuals after development with cost recovery) was in conflict with certain
legislation, among which was the New Communitics Law of 1979 which gives first priority
for all desert development to MDNC, The inability to resolve this question was the main
reason that proposals for development on the desert fringe by Giza Governorate came to
nothing, and the issue also clouded similar c{forts to start development cast of Cairo.

Past cxpericnces by Governorates themselves at initiating development on desert
fringes have been almost nil.  Most  efforts which have actually been achieved or are
underway have not been carried out by the governorates but by the MDNC (e.g. 15 May
City in Helwan, public housing communitics in Port Said and Suez, and Amreya City
outside of Alexandria), or by housing cooperatives or public sector housing companics
(c.g. Mukattam middlc and lower plateaus, Nasr City, Zahraa El Maadi, El Maamoura in
Alexandria, and Pyramid Gardens in Giza). The only known devclopments of any size
managed and exccuted by participating governorates are Medinat el Salam by Cairo
Governorate and various new housing districts by Alexandria Governorate, In fact,
governorate expericnce in land development has been restricted to this kind of public
housing development; where highly subsidized housing is built hurriedly, where significant
infrastructure problems arise, and wherc little cost accounting, let alonc cost-recovery, is
made,

6333 Past Expericnce in Community Upgrading Efforts: All participating governorates
have considerable expericnce in responding on an adhoc basis to the demands of
inhabitants in dcficient urban arcas for various infrastructure and social scrvices. This
is in fact is the standard way that older and informal areas arc improved. On the other
hand, expericnees of the six governorates in managing integrated community upgrading is
almost non existent. Thosc community upgrading cfforts which have been carried out
within participating governoratcs have had little or no governorate involvment (c.g.
Helwan  Community Upgrading: :nd Manshict Nasr). The UNDP Technical Assistance
Program to Port Said Governorate included a concentrated cffort to organize the
integrated upgrading of Kabutti Village (1980-83), but limited results were achicved.

6.3.3.4 Expericnce in_Controlling and Rationalizing Spontaneous Settlements: Participating
governorates have had, especially in the last few years duc to new legislation,
considerable success in prohibiting wholesale urban expansion on agricultural lands on the
city [ringes (especially Giza and Qaliubia). Even so, much growth continucs to occur on
and incremental/infill basis outside city boundaries, particularly around formerly
agricultural villages. And to-date, no cfforts have been made to confront dircctly the
cnevitability of some urban cxpansion on agricultural lands through, for example,
subdivision lincs, public space reserved, or land rcadjustment schemes.  Thus the
unplanned, deficient arcas seriously in need of upgrading tomorrow continue to be
created today.

6.3.3.5 Potential Public Sector Land Development Methods/Instruments: The Cairo
Metropolitan (CMA), Arca Land Usc Infrastructure Development Study of 1981 by Dames
& Moore and other studies have suggested potential land relepse, legal, and fiscal
instruments to facilitate direct intervention in land markets and thus promote, cffective
rapid development of sites for targeted beneficiary groups.  Potential land relcase
methods of government controlled lands are shown in Table 6-9.
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Table 6-9
POTENTIAL LAND RELEASE METHOOS

POSSIBLE LAND RELEASE MECHANISM (*) POTENTIAL
PARTICIPANTS
- outright freehold sale of plots to highest bidder, with only 0 +
regulatory codes applying;
- Sale of frechold plots to highest bidders with special conditions, [ +
(e.g. build withing a certain time;
- Sale at fixed priccs and easy repayment to eligible "target® 4] +
beneficiaries, with or without various build-out fecilities, such
as construction loans;
Lease of land for different periods and under varying conditions; ] +
Outright sale of parcels or tracts to highest bidders, with only + ]
statutory land use and building codes applying where appropriate
or avaflable;
outright sale of tracts to highest bidders, with special + o
corditions applying, such as performance specifications regulating
the price of resale to end users, development deadlines, etc.
Various leaschold arrangements of fered to developers; +
Various Joint-venture arrangements with developers; +
Transfer of a portion of a site to a developer to market as he .
wishes, with the stipulation that he supply infrastructure to the
whole site, with the state releasing the remaining land under
various programs;
sale of tracts to housing or industrial cooperatives at set prices .
with or without special conditions;
sale or lease of land at nominal prices to local governments; *
KEY TO POTENTIAL PARTICIPANT DESCRIPTION (*)Source: “Tools Availoble to

Government For Managing Land
Development :Common Constraints
o = sgite occupant “end users" to Successful Application"
+ = intermediate users by David Sims, May, 1988

* = special groups or qovernment agencies
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Legal instruments or options listed in the CMA study included the following:

o  Ordinances that permit planned unit developments (PUD), which give the subdiver
the flexibility of modifying detailed zoning ordinances, while meeting standaids for
open space, housing density, roads, ctc;

o Limits on reconveyance which stipulate that the owner is not allowed to scll a lot
or building before a specificd period to control speculative inflation;

o Right of first refusal whercby lot owners wanling to sell their property are
compelled to first offer the land to the developer/public authority before sclling to

other individuals.

Fiscal instruments suggested included the following:
o A high tax on vacant land to discourage land holding for spcculation;

0 A capital gains tax, which taxes profits made from buying and sclling land to sharc
in the capturing of any extra income derived from land value increases. (The tax
ratc would be assessed on the full or partial income gain).

o A Government tax on the land value increcases resulting from infrastructure cost
investments; and,

o A development tax for density levels in excess of existing regulations.

Other instruments for direct public intervention suggested included priority purchase
rights, expropriation, and transfer of development rights.

6.3.3.6 Current Public Versus Privale Scctor Roles in_Land Development at the Local
Level: The governorates play an important role in regulating urban development and
conscquently have responsibilitics and  powers to regulate subdivision, sct building
requirements and standards, and specify land use. These responsibilities arc not
sometimes coordinated with outside agencies duc to their day to day nature requiring
immediate action and because of a lack of action of outside agencies responding to
immediate governorate level needs. As a result, master plans of urban arcas subject to
continous updating arc not often revised in an efficicnt and effective manner.

Public scctor companies in governorates such as Cairo, develop land for planned
communitics on land they owned and implement public housing programs cu governorate-
owned lands which they develop. These companics arc restricted in the use that can be
made of revenues obtained from the sale or rental of developed properties. There pace
of activity is often very slow, even though they own large tracts of land. They have
authority to control land development before construction (as in public housing programs)
or after construction has been completed (as in Maadi and Heliopolis). In Heliopolis
however, they had the authority to set standards for subdivision development.

Organized private scctor development is accomplished by private companics such as
the Mokattam Company (now El Nasr Company), which developed land for cooperatives
and upper-income users; by cooperatives, which develop land for their own members;
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and by illegal subdividers, who acquirc agricultural land for iarormal housing. On an
individual basis informal housing perhaps accounts for most of the private sector
involvement, It is however usually uncontrolled; occurs at a very rapid pace; and is
most of the time of unofficial status. The desire of “informal" private developers to
maximize returns on investment does rot often contribute to an orderly land development
process and in fact often results in chaotic, sporatic, and incremental land development
or unserviced urban areas subject to extensive upgrading improvements,

Outside public sector catities such as the Ministry of Defence and Ministry of
Awkaf contributc to the fragmentation of land ownership. The Army in fact sometimes
operates like the private sector when it comes (o maximizing return.on investments, such
as in the sale and development of land for housing. A rccent example is the hiring of
Mclsa Contractor in Heliopolis by the Army’s Agency for Land Development Projects to
develop high density housing blocks on Army land in Heliopolis. Since the Army controls
the land and procurement of construction materials and contractors, they have managed
to reduced considerably housing construction costs per m2 compared to other comparable
housing costs in the arca. They arc also considering the use of community organizations
funded by common fces to promote the maintenance and upkeep of common grounds.

6.3.3.7 The Ismailia Experience and Other Experience Regarding Institutionalization of A
Land Delivery and Control System: The Dames and Moore Study of 1981, recommended
institutionalization of land declivery and control system incorporating the advantages of a
public sector agency and private sector companics. This would be done at a decentralized
governorate level or at a rcgional level. The Land Assembly and Delivery Agency
proposed in that study would provide land, financing, and monitor devclopment
schedules and subdivision regulations. Land Development Companies hired by the Agency
would determinc development schedules for parcels based on cost recovery; complete
affordability analyses of target groups and sclection of planning standards; plan and
design subdivisions; supervise infrastructure provision and lot development; and direct
marketing and cost rccovery.  The governorate level institutional framework was
recommended as being more manageable and responsive to local public needs.

Recent experience regarding the Land Planning and Development Ageney in Ismailia
Governorate closcly resembles this approach. This Agency is funded as a project using
Housing Funds with net profits subject to rcturn to the Housing Fund. It operates like a
sclf-sustaining organization with any revenues going toward project development and
operations budgets. The agency only provides sites and services, while the Housing
Directorate in the Governorate supervises and monitors construction of building projects.
The Decree cstablishing this agency was very instrumental in gaining support regarding
"how” to institutionalizc LMU'S in Cairo, Port Said and Suez and will likely be used as a
guideline in setting up offices in other governorates.

6.3.3.8 Development Financing Experience: The EMS project for Cairo Governorate also
proposed a project agency to implement a land delivery and control system, This project
suggested the possibility of using a single mortgage finance jntermediary to deal with lot
purchasers; the project agency; direct financing sources,(such as private savers, ectc.); and
other financing institutions.

The EMS Study indicated limitations of the current mortgage system consisting of
the Gencral Authority of Housing and Building Cooperatives; the Credit Foncier Egyptian;
the Credit Foncicr Arabe; and the Housing and Development Bank. Most mortgage
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lending in these banks is at a 4 percent per annum rate with government subsidizing the
difference between the subsidized rate and the cost of raising capital. Though the above
schemes were designed to target lower income groups, in practice, most all of thesc
financial resources arc apparently used by higher income groups. The limited and
structured salary system for government workers and the salary structure in general for
Egyplians limits effective participation in credit or mortgage lending schemes unless
individual resources are pooled together through cooperatives, or subsidies effectively
lower interest rates for devclopment finanacing. At this time, the credit financing
system in Egypt is very limited and thercforc constrains development opportunitics at
the individual level.

634 Conclusions to Rcconnaissance Findings During P I: In general terms, it is possible
to typify the current land management capacities of the six governorates as falling into three
distinct categories:

o CAIRO AND ALEXANDRIA: Governorates which are lacking the capacity to carry out
even nominal land management functions except in an "ad lioc” fashion and, considering
the magnitude of the problem, arc in nced of new administrative structures to deal with
vacant land control, development of new lands, and upgrading.(In the case of Alexandria
there is a functioning Land Protection Agency, but its record to-date is dubious.)

o PORT SAID AND SUEZ: Governorates which have cxisting planning and land development
units that carry out some land management functions and which arc in nced of
strengthening and /or reorganization of existing land management capacities.

0o QALIUBIA AND GIZA: Governorates which do not need a capacity to control vacant land
or develop new lands, but which are almost completely lacking in ability to carry out
upgrading or long-term planning initiatives and, thus, requirc ncw administrative
structures to cffectively execute both day-to-day and long-term activities.

PART B - WORK PROGRAM IMPLEMENTATION

6.4 Implecmentation Stratcpy

6.4.1 Basic Strategy; The basic and "minimally achicvable* goal of the Land Management task
is the creation in each governorate of functioning land management capacitics tailored to the
particular situation, This, as was pointed out in the Inception Report, is the pivotal objective
upon which all other program outputs depend. Whereas, in the Inception Report, a strategy of
pushing ahead or ‘"fast-tracking” thc formation of an LMU in Cairo Governorate was
advocated (p.68), the understanding gaincd from the Diagnostic Phase has led the TA
Contractor to modify this strategy as follows:

o At the beginning of Phasc 11, a concerted cffort is made to approach all governorates
cqually, with the hope of good rceeptivity and quick action in the largest number of
governorates possible. Early acceptance and action in a particular governorate should be
capitalized on, and as much TA support as possible given.
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This strategy reflects the concern of the TA Contractor as to the degree of response to
proposals and commitment on the part of the participating governorates. Such reservations
were expressed in the Ineeption Report and have been reinforced during informal discussions
in governorates during the Diagnostic Phase.

642 Concept Model Development And Draflt Decrees: The strategy to be launched at the
beginning of Phase II will involve presenting to cach governorate, a "concept* model or to
provide assistance in development of Draft Decrees facilitating administrative action needed,
The concept models will be tailored to the particular situations found in cach governoratc.
Each would be presented formally to the governorate officials or governor and followed up
with informal discussions with the concerned responsible officials. This first draft of what is
needed would serve as a basis for discussions and allow practical feedback for revision so that
a concensus of required action can be quickly realized. Where agrcements have been reached
assistance in the writing of Draft Decrces will be provided instead of concept papers regarding
administrative action required.

The “concept” model papers would cover a wide range of subject arcas and would try to
be as realistic as possible. The Concept Paper prepared for Cairo Governorate will be used as
an illustration of what points could be considered. This includes but may not be limited to the
following:

o  The institutional form of unit (or modifications of existing units as in Port Said and
Suez) and requircd enabling decrees, if any;

0  The objectives of the new unit;

0 The basic functions of the new unit;

o The form of a Land Management Exccutive or Steering Committec;

0 The organizational structure of the proposcd unit, such as illustrated in Figurc 6-14;

0 The proposed activitics and responsibilities of LMU scctions;

0 A diagramatic illustration of the three basic activity flows: (1) vacant land control and
land "banking’, (2) new lands development and, (3) component or integrated urban
upgrading. (For illustrative purposes thesc diagrams arc presented in Figures 6-15 through
6-17);

0 The corc positions required and job descriptions, with comnents on preferred hiring
procedures;

o The envisioned capital development funding strategy, using the mechanism of the Housing
Fund;

o  Preliminary estimates of administrative costs required, both for startup and for operating
budgets. (A preliminary wage operating budget is presented in Table 6-10 for illustration;
and, for start-up support budgets in Table 6-11); and,

o  The steps required for establishing the land management structure or strengthening of
existing administrative structures.
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The process of presenting, discussing, and amending these "concept™ mortels will tuke a
varying amount of timc in diffcrent governorates. The TA Contractor has advised that the
follow-up stage of implemcentation will also likely be indeterminate timewisc. Thus the TA
Contructor is rcticent to assign specific target dates to the "milestone® of having functioning
land management capacitics in cach governorate, (Sec Scction 6.6 below), but will abide by
USAID dircctives to aim for at lcast two opcrating offices by January, 1989 and the remainder
by Junc, 1989,

Tabte 6-10
PROPOSED OPERATING SALARY STRUCTURE FOR LMU PERSONNEL

(in L.E./month)

To be National Expert
LMU Staff Seconded By Private Contract
1. LMU Director 900 - 1200
2. Legal Consultant 700 - 1000
3. Urban Planner 300 - 450 600 - 800
4. civit Engineer 300 - 450 600 - 800
5. Cadnstre Engineer 300 - 450 600 - 800
6. Financial Anaolyst/Economist 350 - S00 700 - 1000
7. Cost Accountant 300 - 450 -
8. Secretary/Computer Operator 150 - 250 -
.
Total Averange Salaries - 1700 - 2550 4100 - 5600

* Salary Levels fnclude atl
securfty must be deducted.

Source: LD-11 Urban TA Contractor,

bonuses and

are groes;

Wilbur Smith Associates

taxes and socianl

BEST AVAILABLE DOCUMENT
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Table 6-11
Land Management Office
PRELIMINARY START-UP COST BUDGET ESTIMATE

(All Procurement Items Purchased in Egypt and All Unit Costs Estimated
As of September, 1988)

Estimated Grand
Quantity  Unit Price  Total Total
Items (LE) (LE) (LE.)
1. Furnishings:
- Desks 8 235 1,880
- Desk chairs 8 140 1,120
- Office chairs (for guests,etc) 20 40 800
- Conference table 1 500 500
- Conference chairs 12 40 480
- Filing cabinets 6 150 900
- Large plan chest 1 800 800
- Drafting boards, stools & lamps 3 130 390
Sub-Total 6,870
2, Equipment:
- Calculators 7 50 350
- Typewriters
Arabic (Xcrox) 1 1,400 1,400
English (IBM) 1 2,250 2,250
- Map printing machine 1 3,500 3,500
- Photocopicr (Sharp) 1 4,000 4,000
- Pcrsonal computer & printer
(Use of MIS LD II Urban cquipment) - - -
Sub-Total 11,500
3 lies (1st Year 3,000
4 hicl
- Small car, (Fiat) 1 14,000 14,000
Total (L.E.) 35370
5 ingencies (1 5,630
6. Total Estimated Rudget Per LMU 41,000
7. Quand Total {All 6 Goveraorates) L.E. 246,000

Source: LD II Urban TA Contractor, Wilbur Smith Associates
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This strategy for pushing forward in cach governorate concurrently would be considerably
facilitated if strong support were available from the ULDC, AMANA and other bodies (as was
pointed out in the Inception Report, p. 68.). Success at administrative innovation at the
governorate- level requires what could almost be called a "political lobbying” cffort. To date,
the TA Contractor has relicd on its own staff resources to promote this lobbying process
which has accounted for delays.

Those clements of the Cairo Concept Paper which arc likely to be replicated in other
governorates include but arc not limited to the following:

o Job descriptions and qualifications for the “core” staff including the Dircctor of a Land
Management Office;

o The cnvisioned funding strategy using the mcchanism of the Housing Fund in the
institutionalization of a Land Management office as a project;

o The internal organizational structure of the proposcd unit; and finally,

o The use of a Board of Dircctors or Exccutive Policy Commitlce to promote coordination
between outside agencies and  other units of local government regarding  the
implementation of projects and other decisioninaking activities.

Unique situations in cach governorate may require slight modifications of the following;
o  Members of a Board of Dircctors or Excculive Policy Steering Committee;

o The objcctives, functions, institutional form, and modifications of existing units to
strengthen and establish effective land management office opcrations; and,

o  Proposed activitics, responsibilities, and activity flows of LMU sections, if for example,
upgrading activitics arc to be emphasized over new lands development, such as might be
the case in Giza and Qaliubia governorates.

To expedite land management reform in the participating governorates, promotion of the
early formation of Land Management Boards of Dircctors or Exccutive Committecs, even before
the desired administrative units and staff arc in place, is suggested. Such committces are
casily and quickly cstablished, and thus an early forum and point of contact for the TA
Contractor would exist. Morcover, they would help in creating support for the land
management structure concept, since their members would presumably be key officials who
have an interest in promoting more cffective land management.

"The TA Contractor is concerned that some incentive to realizing land management reform
may he necessary and therefore the use of a "financial carrot” is suggested. This could be in
the form of casily disbursed funds for cquipping Land Management offices. This would be
*linked” to a firm commitment on the part of the GOE to payment of the total wage bill and
provision of space. (Sec Table 6-11 for a rough idea of the magnitude of start-up funding
being considered.)

One additional clement of the implementation strategy for Phase II will be to identify
and claborate specific projects in governorates which would serve as carly pilot projects and
would help “pull’ with them the nceded institutional development. One or two potential
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projects have already been identified by Governorate stalf in Port Said, and many other small,
quickly implementable projects (such as small industrial estates) could be thought of during
discussions of the "concept” model. The hiring of a Director and “core staff* along with space
and cquipment are nccessary prerequisites to cxpedite data collection needs for demonstration
projects. The rationale for this approach is based on the fact that institutional rcform is
frequently facilitated by concrete actions which demand new roles and new structures. The
benefits of reform are then casily visualized and not simply something abstract in naturc.

From reading this section on the implementation strategy for the Land Management Task,
it may scem that the attention of the TA Contractor is overly concentrated on the basic
objective of creating effective land management capacities in the participating governoratcs, to
the detriment of other Task objectives, such as achieving cost recovery in upgrading and new
land development projects, and in promoting the adoption of appropriate land planning and
development standards in these projects. These other Task objectives are not ignored and are
fully considered in the program outputs (Scction 6.6 bclow) and the Task Work Plans (in
Appendix A). Yet as a strategy for implementation, the TA Contractor feels justitied in
concentrating on what is pivotal and without which other desired goals cannot be achicved.

6.43 Dcmonstration Project Development: A parallel strategy to the institutional building of
this action package is providing fund raising assistance in the scoping and identification of
start-up funding resources for implemeting demonstration prujects. The TA Contractor can and
will be available to respond with technical support for casily identifiable "demonstration”
projects, since the resources required as set out in the following subsection have bcen
approved. It is important to recognize the valuc of this on-going response capability, since it
will be a lcarning process and will help create a level of credibility for the land management
concept in cach governorate. The following criteria would be used to cvaluate and identify
appropriate opportunities in the development of demonstration projects:

o  Sites must be under governorate authority/control and within urban areas;
o0  Usc of innovative development approaches or strategics must be demonstrated,
o  Extent of private sector involvement must be maximized;

o Use of and the extent of cost recovery methods to minimize subsidics must be
demonstrited;

o  Replicability of the above approaches/ strategics/ principles to other projects,must be
emphasized; and,

0  Where housing land uses are involved targeted bencficiaries must be low and middle
income users. (This would not preclude the possibility of shifting land uses or using
portions of sites or other site locations to obtain revenues, (i.e, from the sale or
leasing of lands targeted for higher income users or higher valued land uscs), for
development of low to middle income housing sites. '

It is understood that the funding for special projects under the LD-II Urban Program
should generally fall in a cost range of between LE. 500,000 to L.E. 1,000,000, The above
criteria must also be satisfied. One demonstration project would be identified and scoped out
within each of the six governorates. The principles of cificiency, cquity and cost recovery
would be emphasized in the scoping out of demonstration projcets for new lands development
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or upgrading projects. Scoping reports could be used in other fund raising activitics such as
to solicit funds from the Ministry of Intcrnational Coopcration or other international aid

organizations,

644 "Land Banking” And_"Data Bank Adtivitics: In the Draft Diagnostic Report, it was

suggested that a demonstration or "pilot” project might include the establishment of Cadastre
sections to handle selected "land banking activities”. After careful cvaluation, it is suggested
that within the scope of LD-Il Urban project, only a limited but practical step by step
approach is rcasonable bascd on the available TA staff and cquipment resources and
additional "core" staff to be employed in the Land Management offices.

This approach can be described in the following paragraphs:

o  Phasc A-Manual Development of "Data Banks" - Using available GOE stalf resources, the
Cadastre Engincer and other core staff, would begin manually documcanlting statistics for
a data bank, using checklists or survey forms designed by the TA Contractor. The data
bank would address only those strategic propertics and sitc arcas targeted for either new
lands development or upgrading projects consistent with prioritics sct out in Master plans
or other Governorate level policies.  All mapping would be prepared manually or within
the existing governorate system of operations. Documentation of the date for sites would
include but not be limitcd to data on existing arca; land tenure; cxisting' and proposed
land uses and standards; surrounding land uses; infrastructure service capacity levels for
existing and proposed land uses; and other casily documented factors from available study
documents or other national or loca! level resources. In the case of upgrading, such
documentation would include identification of deficiencies for cither "component” or
"integrated” upgrading improvements of existing urban arcas.

o  Phase B-Intial Automation of "Data Banks" - Using available MIS Computer resources, the
Cadastre Engincer and other stafl dedicated to Land Management functions would begin
entry of manual survey data on an automated basis. This would require, first, the
computer resources and training of staff on available "software” programs. MIS computer
staff would have to be available to code and program the manually surveyed data to "fit”
within certain coding and data entry requirements. The costs and implications of
implementing this automated process would be determined in a feasibility study.

o  Phasc C-Computer Assisted Mapping and Other Activilies - A local consultant could be
contracted to determine the feasibility and desirability of mobilizing the long-term
financial and policy commitments to cxpand on the limited Phase A & B strategics lo
include computer assistcd mapping for documenting arcas and sites, their opportunity and
constraint conditions and other information. The need for an automated system of
mapping for sites can not be understated as it often takes considerable amount of time
for development of appropriate mapping in the governorates now. Periodic information on
the status of available lands subject to Governorate authority and control could be
expanded upon to include information helpful to the enforcement or policing of il’.gal
encroachments, ctc, to protect land resources.  The feasibility of procuring more
comprchensive and likely expensive computer equipment, training and hiring of
appropriate staff and other such factors could be explored along with the available
financial resources to implement these more sophisticated technical approaches,
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65 TA/GOE Resources Required

6.5.1 Manpower: The TA Contractor’s manpower commitment to the land Management Task is
presently as follows:

18 person months Amcrican Expatriate Urban Planning Specialists
54 person months Egyptian Urban Planning and Management Specialists

This manpower level is just sufficient to carry through the envisioned Work Plan for
Phasc II. Bascd on currently available TA staff resources, the TA Contractor anticipates
sufficient capability to handle onc demonstration project in each governoratc that is receptive
or "responds” cffectively in the cstablishment of stronger land management institutional and
operational frameworks inclo-ling the hiring of core staff to carzy out project development and
planning objectives.

Use of Egyptian specialists would be used on demonstration project development as they
may be identificd during Phase II efforts. These specialists would provide supplemental
market analysis and planning support in scoping and bringing on-linc land development and
upgrading demonstration projects because of their familiarity with local development practices
and "how" to obtain data. They would also assist the expatriate staff in the institutional
building process.

652 Training: As stated in the Draft Diagnostic Report, additional interviews would be
nceessary to assess background and expericnce of proposed “core” staff and the extent of
their skills in planning, land management, and devclopment. The training nceds of new "core”
staff can only be identified after land management structurcs are in place so linkages in the
Work Plan arc nccessarily oricnted to land managem:ent institutional formation.

However, the Phase 11 training budget will cover Action Plan Seminars for executive and
key governorate administrative officials regarding land management and urban planning issues.
The purposc and (hrust of the seminars would be to promote an understanding of land
management problem issues; constraints and opportunitics at the local (Governorate) level.
Another objective would be to gain an appreciation for coordination and cooperation between
outside agencics to effectively implement land management office operations,  Example topics
include but may not be limited to the following:

o  Role of the informal and private sectors in urban development and upgrading;
o Innovative new lands development and urban upgrading project strategies, methods;
o  Cost recovery techniques to minimize subsidies;

o  Imnovative marketing techniques for low-middle income bencficiarics consistent with cost
recovery principles;

o Mcthods of dealing with encroachment on vacant lands, protecting land resources;

o  Methods of identifying and documenting government owned lands, land values, and other
decision making data bases;

0  Mechanisms of interagency coordination as it relates to the land management office;
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o  Necessity for practica: planning standards for projects; and

o  Other issues to be addressed in the feasibility planning of projects.

Other training activities could address the following topics unique to' the "core® technical
staff of proposed land management offices including but not limited to:

0 ‘T necessity for a practical urban planning course;

o A workshop for understanding existing standards and densities for built-up arcas or new
lands, and the cconomic and financial conscquences for improving these cnvironments at
certain incremental levels related to upgrading or new land development project
initiatives;

o Cadastre training courses using available MIS resources and softwarc programs in
effective documentation of land use and vacant land inventories, ownership siatus,and
other factors to more fully appreciate the concept of "land banking”. Such course work
could be couples with computer training programs, ctc.; and,

o  Workshops regarding sclection and day-to-day work relationships with consultants,
contractors, and dcalings with special "informal” scctor development groups or other
private scctor participants,

o Course work in cost benefit feasibility studies;

o  Orientation sessions for key staff and section heads;

o  Course work in fiscal impact and cost recovery analysis techniques.

653 Finance: The financial consequences of sctting up an operating Land Management Unit

or strengthening cxisting land management structures were addressed in Tables 6-10 and 6-

11.Sample cstimated budgets tor start-up costs suggested to be funded by USAID are indicated
in Table 6-11. Table 6-10 presents preliminary operational costs to be funded by the GOE.

In summary, the following annual budget ranges arc cstimated for the cstablishment of
"operating” land management offices for cach governorate.

Ycarly Budget
Range Estimatcs*

o  Land management office (Not to excced LE  41,000)
start-up costs:

o Land management office L.E 40,000 to 76,000

operating staff wages:

*  Note: Actual budget amounts will depend on unique situations in each governorate.
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66 Program Qulputs

Modifications to the program output schedule and deliverables is suggested to be realistic
in terms of what is achievable within available TA Contractor resources. The program
implementation strategy and revised Work Plan should produce the following outputs. These
outputs can be categorized as to what is important and feasible; what is achievable but
ongoing; and what is impossible to achieve in phase II or what might bc carried over into
longer-term time periods or deferred to the 3rd year and beyond. Successful output
deliverables are linke.' to what cxtent cach governorate “responds® or is ‘“rcceptive” (o
embracing the necessary land management institutional and administrative framework proposed.
This process can be measured by “how quick® the adoptivn of necessary institutional, legal and
operational functions are implemented.

The other main objectives of Land Management Task are: achieving cost recovery in
upgrading and new lands development projects and promoting the adoption of appropriate land
planning and devclopment standards in these projects. The work output associated with thesc
objectives is the initiation of demonstration project efforts (upgrading and/or new land
devclopment in each participating Governorate. The TAC considers these objectives and work
outpuls to be less likely to be achieved in Phase II. Efforts to achieve thesc objectives may
be successful and the TAC will make every endeavor to do so, but success can only follow,
and is dependent upon realization of the basic objective of institutional reform and capacity
building. In addition,the TA Contractor proposes to prescnt a separatc report as a part of
milestone (1) to reflect on program status and receptivencss of each governorate to
strengthening land management administrative structures.

6.6.1 Important and Feasible Qutputs :

o In "responsive® or “receptive” governorates, the legal and institutional framework to
execute effcctive land management activitics at the local level;

o  The identification of planning crileria to identify "demonstration” projects appropriate for
possiblc USAID funding assistancc;

o In “responsive” or “reccplive” governorates where legal and institutional frameworks are
established, commitment of staff rcsources and equipment necessary to effectively
operate and administer land management activities;

o In “responsive” or "receplive” governorates, where staff resources and cquipment have
been cstablished, ongoing training programs, seminars, and orientation mectings to

appreciate sound land management practices;

o Technical Assistance in preparation of first annual operating financial plans,

6.62 Achicvable And Onpoing Qutpuls:

0  Assistance to established and operating local government land management staff in
developing appropriate planning and development standards and policies in regards to
"demonstration” project development;
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Assistance to operating land management administrative units in instituting sound "land
banking” practices including appropriate data bank formats, research to cstablish land
prices, etc.;

Assistance in the scoping out and preparation of dcmonstration integrated and
componcnt urban upgrading plans;

Assistance in the scoping out and preparation of demonstration urban plans for new land
development sites;

Assistance in preparation and approval of first annual land management implementation
plans in each governorate;

6.63 Longer-Term Qutputs Deferred to the 3rd Year And Beyond:

0

In governorates where qualificd staff resources arc cstablished, outputs include effective
data collection practices and inventory documentation of urban development or upgrading
sites; their constraints and opportunitics; and cxisting planning standards.  This
information would scrve as a data base for future land resource planning regarding
projects involving component or integrated upgrading and new development and could be
automated using computer resources;

Completion and approval of urban ‘integrated” and "component' upgrading plans in
governorates as appropriale;

Completion and approval of urban plans for new land development sites in governorates
as appropriate;

Preparation of evaluation reports on Phase II cfforts and final Phase 11 documentation;
and finally,

Determination of deliverables for Phasc Il cfforts.
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Scction 7

SOLID WASTE MANAGEMENT

PART A - BA R ANALYSIE

71 Reyview of Project Targets and Mandates

7.1 Objectives: The objectives of the Solid Waste Management Task are clearly stated in
the TOR.

0 In cach governoratc develop and implement operational procedures for collection and
disposal of solid waste.

o Develop a draflt master plan in each govcrnorate for evaluating, prioritizing and
implementing appropriate alternatives

7.12 Qutputs: Based on the objectives, specific outputs are detailed.

o Make detailed investigation and system design for the Central Business District and one
additional rcpresentative area in cach governorate.

o Dcfinc performance and productivity measures including;

- Waste collection practices,

- Recycling and recovery,

- Affordability criteria,

- Financial and cconomic analysis,

- Outlinc institutional arrangements.

o Implement the solid waste master plan in two selected pilot areas by:
- Devcloping detailed institutional and contractual arrangements,

- Preparing systems design complete with tender documents for selected services such
as equipment and physical works,

713 Overvicew: The six governorates included in the LD II Urban program have distinct
differences among which are population, arca, terrain, infrastructure and current devciopmznt
of basic services. The govzrnorates arc in different phases of developing a functionizg and
effective solid wastc management system. In Cairo and Giza Governorates, the Cleaning and
Beautifying Authoritics have overall control of their solid waste managemont systems. In
Alexandria Governorate, a Cleaning Organization is responsible for operation of the disposal
sites, including the composting plant, and emergency clean-up throughout the City.

In Qaliubia, Port Said and Sucz Governorates solid waste collection and disposal is
largely left to the districts. Various studics have been made that have been applicable to one
or more of the governoratcs. Some parls of thesc sludy recommendations have been
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implemented. To achieve the objectives of the TOR, cach governorate must be considered as
a distinct entity and its most pressing problem addressed on a priority basis, To do this will
requirc some revision to task outputs.

72 D nnaissance Efl

721 Data Requircd and Data Reccived: Table 7-1 shows, by governorate, the data required
to accomplish Task objectives, as well as data received to date,

722 Ficld Reconnaissance: Table 7-2 shows the staff days spent in the ficld to collect data
and to assist the governorales in developing and implemenlting their solid waste management
programs.

723 Qrganizations: The organization charts for Cairo and Giza Cleaning and Be-utifying
Authoritics are shown in Figures 7-1 and 7-2. Comparable organizations do not e¢xist in the
other governorates.

724 Urban Population Growth: The collection, treat-ment and disposal of solid waste is
complicated by rapid population growth in the urban governoratcs.

The present distribution of population in Egypt presents a clear cxample of rapid
urbanization. According to the 1986 ccnsus, nearly 55 percent of the total Country’s urban
population lived in two of the world’s oldest citics, namely Greater Cairo and Alexandria. The
Capital alone haé a population of nearly 9 million, in what is termed Greater Cairo (Cairo,
urban Giza and Shoubra El Kheima).

Table 7-3 prescnts a summary of population increase in the six LD I Urban governorates.

Table 7-3
LD I URBAN GOVERNORATE GROWTH RATES
(in thousands)

L1

Average

Annual

* * * . Growth Rate
Governorate 1960 1966 1976 1986 (1976-1986)

Cairo 3,349 4,220 5,074 6,053 1.8
Giza 1,337 1,650 2,419 3,700 43
Qaliubia 988 = 1212 1,674 2,514 42
Alexandria 1,516 1,801 2,319 2,917 23
Suez 204 264 194 327 5.4
Port Said 245 283 263 400 43

Source:* CAPMAS
** Calculated by TAC Staff
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Table 7-1

SOLID WASTE MANAGEMENT

DATA REQUIRED AND DATA RECEIVED

Complete Data ** Partial Data * No Data -
RESULTS
[ A G Q 4 S
A L i A 0 u
DATA 1 E 4 L R E
REQUIRED R X A 1 T 4
s} u
] S
1 A
A ¢
D
Solid waste quantity,
generation & composition. . - . - - il
Current level of waste
coltection & disposal - . e - - -
service.
lorgunization of
sarftation Dept. or e . *w - - -
Cleaning & Beautifying
Authority.
Productivity analysis. bl - e - - -
Private sector involvement LA - " - - ww
Maps of Districts and
population distribution, . - i - - e
Floet size and condition. - - . - . e
Location maps for land-
fills,dumps & composting bl - ww - - -
plants.
Market for compost and
recyclable materials., e - e - - -
Statistical dotao. W LA b L > i
L -

Source 3 LD Il TA Contractor,

Milbur Smith Associates

BEST AVAILABLE DOCUMENT



Table 7-2

SOLID WASTE MANAGEMENT

FIELD RECONNAISSANCE AND DATA COLLECTION

L

STAFF FIELD TRIPS TO RESPECTIVE GOVERNORATES

MONTH DAYS

AVAILABLE Cairo Alex. Giza Qaliubia |Port Said Suez
JAN. 28 - - - - - -
FEB. 40 4 - 8 - - -
MAR. 58 4 - 4 3 - 1
APR. 45 3 2 4 4 - 1
MAY 48 3 - 4 3 '3 -

23.3% of staff time was spent on Field Reconnaissan:ze.

Source : LD II Urban TA Contractor, Wilbur Smith Associates3fST AVAILABLE DOCUMENT



ORGA

HIZATION CHART

CAIRO CLEANING AND BEAUTIFYING AUTHORITY

DIRECTOR
1
PUBLIC
RHAGE | PLANKIKG
GEHERAL MAHAGER RELATIONS
SERgICE RESEARCH
CITIZENS FOLLOK-UP
SECLRITY |1  LEGAL
(]
ﬂDHlNlS{R TioH EXECUTION TECHRICAL AFFRIRS
FINANCE
ADHINISTRATION FINANCE HATNTENANCE [  RESCUE PROJECTS GRRAGES
PUBLIC
PERSOMNEL OPERATIONS SCHEDULING
RELATIONS
]
ISTRICT
DISTRICIS FACTORIES
SUPERVISION
L I I |
ADRINISTRATIOR PUBL1C RELATIONS UTILITIES PARKS GARAGES
DISTRICT
FIKANCE PUBLIC ROADS | CLEANLINESS PARKS DISPATCH
"IN
ADNIHSTR, PRIVATE SENAGE HATER HATHTERAKCE J
PERSONNEL LIGHTING

SOURCE: NWUS REPORT OK SOLID WASTE NAHAGEMENT IK CAIRO GOVERHORATE
WILBUR SHITH RSSOCIATES DECEMBER 1983
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ORGANIZATION CHART

G1ZA CLEANING AND BEAUTIFYING AUINORITY

GOVERNOR
G.C.B.A,
CHATRNAN
r— 1
CONPOSTING
BRANCHES
PLANIS
) I 1 g 1 L 5 . - 1
FOLLOR-UP nant, SECURITY | [RESIDENTS LEGAL 1KFO. PLAINIKG PUBLIC CHAIRNAK
OFFICE OFFICE OFFICE SERVICE OFFICE CENTRE OFFICE RELATIONS | | SECRETARY
6.C.B.A,
Director
|
| - T 1
FINSHCING BEAUTIFYING
CLERNING DEPY
DEPT LEPT
| 1
[ T 1 | ——
EEAUTIFYING FLEE? COLLECTION
NARPONER HNAKAGENENT FINAHCING URGENT REPAIR ¢
DEFT EQUIPHERT DEPY
HIRE PURCHASE KESCUE STREET NAINTERRKCE LICENSE
SECRETARY H
DEPT ST0RAGE DEPY EERUTIFYING DEPT DEP?
LABOR' § EMFLOYVEE EULGET SANITATICK GARDEKS CLERKING UASTE
SERVICE JEet LEFT DEPT DEPT EGYIPNENT TRANSPOR?
L
CIVILIRN ACCOUNTIKG HECH, HELDING
DEPT DEPT EQUIPRENT SECTION
EMPLOYEE INCOnE
DEPT DEF?
FIGURE ?7-2

BEST AVAILABLE DOCUMENT
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Population in Shoubra El Kheima and Giza city has increased since 1976 at rates which
arc significantly above the National average. This development is likely to continue in the
near future duc to migration from rural arcas and high fertility rates. In Cairo
Governorate, the average znnual growth ratc has shown a gradual dccrease in the past ten
years, Over timc an adgual popuistion loss may be expericneed due to cxpansion of the
business district and an increasing housing shortage.

Nevertheless, in the long term it is unlikely that the Cairo Metropolitan Area as a
whole will lose its traditional attraction for migrants from all over thc Country. Since the
developinent capacity of Central ~ Cairo has about been reached, migrants (and hence
population growth) will increasingly concentrate in the urban fringe arcas,outskirts, a process
which will inevitably lead to further urban sprawl in Greater Cairo and its adjacent areas;
particularly in Shoubra El Kheima.

7.2.4.1 Future Population Growth in Urban Areas; In 1947, the total number of pcople

living in Egypt's urban arcas was about six million. By 1986, this number had increased
to about 21 million. The average annual growth rate between 1976 and 1986 was 2.9%.

Using the sssumption that the urban population will continue to increasc by the
same annual growth rate, urban population will reach about 31 million by 2000 (see
Table 7-4 below) and solid waste management problems, which are connccted with rapid
population growth, will in the future become more pressing.  As the population grows,
the demand for housing and hence also for the collection, trcatment and disposal of
solid wastc will also increasc.

Tablc 74
FORECASTS FOR THE SIX GOVERNORATES; TO YEAR 2000
(In thousands)
L] L2 L1 (1)
Governorate 1986 1990 1995 2000
City Cepsus
Cairo 6,053 6,501 7,107 7,770
Giza City 1871 2214 2,33 3373
Shoubra El Kheima City 711 838 1,030 1,265
Total Greater Cairo 8,635 9,103 10870 12,408
Alexandria 2917 3,195 3,579 4,010
Sucz 327 403 525 682
Port Said 400 473 584 71
Grand Tota! 12,279 13,174 15,558 17,821

SOURCE: * CAPMAS
** Calculated projections by TAC Staff
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725 Reports And Studics:

7.25.1 Report On Solid Waste Management In Cairo Governorate, Wilbur Smith_And
Associates, 1983; The report was prepared, based on technical assistance rendered to the
Cairo Clcaning and Beautilying Authority shortly after the Authority was crcated in
accordance with the President’s Resolution Number 284 for the ycar 1983, Data was
obtained [rom rcporls and studies available and (rom day-to-day dircct working contacts
with the Dircctor of the Authority. The report detailed a specific course of action
including:

o Usc of cxperienced technicians and specialists to work directly with Governorate
counterparts in operating and managing the catirc system of Solid Waste
Management.

o  Preparation of a master plas for the Governorate.

o Implementation of the plan in a pilot or demonstration arca.
o  Development of sanitary landfills for disposal of solid waste.
o  Usc of plastic bags by houscholders.

o  Procurement of small collection vehicles for the poor ncighborhoods with narrow
rough strects.

Some of the above recommendations have been implemented:

o  Special small collection vehicles were procured and placed in use, not only
inCairobut also in Alexandria and Giza.

o  Plastic bag factorics were built and are operating in Cairo, Giza, Alexandria and
Shoubra El Kheima,

o  Cairo Governorate closed, capped and landscaped one open dump and selected and
opened a new landfill at Torah that is operated in a more cenvironmentally sound
manncr.,

7.25.2 Mecchanization Qf Solid Waste_Collection_In_Cairo_Governorate, Environmental
Quality International, 1986; Development of a pilot program to involve the Zabbaleen and
Wahis in the process of mechanization for collection of houschold wastes was the purpose
of the Study. Institutional, cultural, technical and financial aspects of the problem were
addressed. Eight alternative  solid  waste  collection  system  were  developed. An
implementation period of fifty-one months, divided in two phases with several stages in
cach phasc, was considered in the Study. The first phase introduces mechanized waste
collection services in arcas currently serviced by the Wahi-Zabbaleen system over a
period of thirty-onc months.  The first and sccond stages provide for implementing
mecchanization of waste collection in the Zamalek and Manial Neighborhoods near Central
Cairo.

Representatives of the Governorate and the Consultani  (E.Q.L) worked and
ncgotiated with the Wahis and Zabbaleen for a period of over une year 1o set up a
system that would achicve the target objective of mechanization. In 1987, an agreement
between the Governorate and the Wahi-Zabbaleen organization was signed. In November
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of 1987, the Wahi-Zabbalcen organization incorporated a company to provide trucks for
haulage of the wastes collected from houscholds. The system opcrates on a "fec for
services” basis and is currently recovering costs. As adjustments are made in collection
procedures and accounting is improved, it is very probable that the company will begin
to show a profit.

In implementing the plan the Consultant found that key factors werc:
o  There must be a communily-based organization involved.

o The Governorate or District must have a firm commitment to the project and
provide the leadership and support necessary to guide the project to implementation.

o An organization or person must serve as the catalyst to bring the parties together
and keep working until an agrecment is concluded and the agreed-to plan is
implemented.

7253 Feasibility Study On Refuse Collection, Treaimeat, and Disposal in_Alexandria;
Japan International Cooperation Agency, 1986; At the request of Egypt, a study was

conductcd of the complete Alexandria solid waste managcment system. The existing
system was analyzed and several alternatives considercd, from which the most appropriate
was selected. A Master Plan for the City was prepared and Mid-town District sclected
to be the pilot demonstration arca for implementing the Plan. However, none of the
current Alexandria solid waste management practices or procedures appear to have been a
direct result of the recommendations contained in the study.

7254  Feasihility Study For Waste Collection and Resource Recovery In_Five
Governorates, Final Reporl; Environmental _Quality International, 1985. The
Studyconsidered waste collection and disposal in the governorates of Alexandria, Giza,
Assuit, Sharkcya and Garbeya. The Study reviewed current waste management practices
in the major citics of the governorates and assessed the technical and cconomic merits
of alternative collection and  disposal systems. A detailed analysis of technical and
financial potential of composting as a method of resource recovery and disposal of solid
waste was included.

Ten alternative waste collection systems, focusing on technical and financial
considerations, were compared (through computer analysis). A sclection was made of the
optimal system(s). The Study concluded that composting is the desirable means of waste
disposal and is cconomically feasible. The Study states that four kinds of interventions
arc necded:

o structural rcorganization of solid wastc management agencies;
o streamlining of management practices;

o improvement of worker and cquipment productivity;

o  cmphasis on cost recovery.

7.2.5.5 Solid W. in Giza City: Nation: : n
The purpose of the Study was to analyze the present system and prepare a Master Plan
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for the City. A comparative analysis of alternative systems was made and one sclected
as the most suitable. The Study recommended a specific course of action which included
recommendations common to practically all the studies,

o Develop a site for sanitary landfill.

o Improve the Zabbaleen system.

0 Usc experienced technical specialists.

o Staff training.

o Equipment maintenance,

o  Improved garage/workshop facilities.

o Planning collection routes.

o User fees and fines.

7256 Solid Waste Colleetion_And Recycling_in Cairo, A System in_Transition;
Environmental Quality International, 1984; The Report presents a study of the Wahi-
Zabbaleen system and its contribution to waste collection and disposal in Cairo. The

report provides a background for the rccommendations contained in the Report
summarized carlicr in this Scction,

73 Current Status of Soli! Waste Manapement

73.1 Cairp and Giza Gov imorates: Cairo and Giza Cleaning and Beautifying Authorities were
created by Presideniisl Lecree in 1983, These authorities have wide powers and were
designed to bring all municipal solid waste collection and disposal activities under the
supervision of onc central ageucy. They can regulate and control private as well as public
scctor service providers.

In Cairo, Zabaleen, traditional private sector service providers, collect houschold and some
commercial solid waste. The Zabaleen are administrated by one or morc contractors termed
Wahis. The contractors and Zabbalcen work under contract with City Council.

In Giza, Wahis and Zabaleen activitics are subject to direct supervision and control by
municipal authoritics. The municipality is imposing tighter controls.  All Zabaleen must be
licensed and mcchanization of collection vehicles is being emphasized.  In addition to the
Zabaleen there are private sector contractors and the Giza Cleaning and Beautifying Authority
which have the responsibility of picking-up the previously unserved low income arcas for an
imposed fec of LE, 1 per month,

There are major arcas in both Cairo and Giza that are unserved or receive a very low
level of service,
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732 Alexandria Governorate: There is a Cleaning and Beautifying Organization in Alexandria
but it has no overall authority or responsibilities. Ultimate control of municipal Solid Waste
Management is vested in the city council. From the council the line of authority flows
downward through other city officials and various municipal departments. Municipal
authorities arc responisble for street cleaning, municipal refuse containers and municipal dump
sites and the composting plant. However, because of short falls in household waste collection
service, many inhabitants dump their waste onto city streets or into municipal containers or
tomporary dump sites. This surfcit of wastes has the double consequence of significantly
lowering the level of cleanliness in the city and placing a heavy burden on the municipal
cleaning forces.

The Zabalecn/Wahi system operales in Alexandria, There are additional servicc providers
including Community Development Association, (CDAS) which utilize municipal workers and
cquipment during their off houss to collect houschold waste.

733 Port_Said Governorate: Port Said has a very high population density. It is primarily a
commercial center due to its free zone status.

Private scctor cleansing contractors operate in the higher income areas. The contracts
arc awarded on a tender basis and the contractors pay the Governorate for the right to
collcct and dispose of or sell the garbage. The usc of the scrvice by the houscholder is not
compulsory. The Governorate sets the fec for the service. Collection of the garbage from
ships is undertaken by contractors chosen by the various shipping agencies,

The Governor represents the central authority and the City is devided intp districts, each
with its own local council. The District Chicf is responsible for the daily solid waste
operations,

73.4 Qaliuhia Governorate {Shoubra_El Kheima City): The City has a high concentration of
industry and the majority of the resident are factory workers. The residential neighborhoods
rcpresent a relatively low income level. There are no Zabalecn operating in the City and
there is a great deficiency in modern refuse collection and disposal vehicles and cquioment.

Houscholders in the low income areas (which is a major portion of the city) dump their
solid wastcs in the street or in branches of the Nile River. The sanitation forces of the
districts do not have an active presence in the street. There is no overail authority for Solid
Waste Management in the Governorate or in the City. Each of the two districts is responsible
for collection and disposal of solid waste.

There arc private scctor waste collection contraclors operating in the City on an informal
Dasis (not authorized or licensed by the authoritics).

735 Sucz Governorate: The City is divided into four districts. The District Chicf is
responsible for the daily solid waste operations through an Engineering Department. There is
a large deficit between the districts’ capacity to collect solid waste and the quantity of solid
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waste actually gencrated. There is a small private sector clement involved in collection but
for the most part householders dump the waste in the streets or in open areas where it
remains for extended periods of time. The Governorate has no official dump site and as a
result the districts dump the refusc in open areas or in masses outside the City.

73.6 Funding:  Funding for municipal Solid Wast¢ Management systems is usually derived from
both local and national sources. There is a cleansing tax of 2% of the value of rental
properties that is used to support sanitation activitics. The national governorate contributes
funds for salaries, opcrating costs and purchase of cquipment.

7.4 Analysis of Existing Situation

74.1 Refusc Collection; Except for Ganain District in Sucz Governorate, there is a refuse
collection system operating in cach of the urban governorate districts. The systcms and
equipment vary greatly; from mule and donkey carts to modern compaction truck equipment,
Mechanized equipment is of various ages and manufacture, with a large portion of American
origin, furnished under the USAID Commodity Import (CIP) and Decentralization Support Fund
(DSF) programs. Table 7-5 lists the refusc collection mechanized cquipment currently in use in
the Governorates.

Table 7-5
Cleaning Vchicles & Equipment
Inventory & Status
Vehicles Equipment

In Need In Need
Governorate Opcrat.  Repair Total Opcrat. Repair Total
Cairo 414 420 834 20 16 36
Giza 231 121 352 14 12 26
Qaliubia 25 7 32 7 4 11
Alcxandria 107 140 247 28 39 67
Suez 28 18 46 25 15 40
Poit Said 7 35 112 10 18 2

Source: LD II TA Contractor, Wilbur Smith Associates

While Cairo and Giza Governorates have a Cleaning and Beautifying Authority to provide
overall supervision of refuse collection they differ in that in Caito the Districts have the
collection responsibility and collection cquipment is assigned to District Garages while in Giza
collection is the dircct responsibility of the Authority,  In Alexandria the Cleaning and
Beautifying Organization has responsibility and authority for operation of disposal facilitics
and emergency clean-up as requestcd by the districts or dirccted by Governorate authorities.
The regular collection of garbage in Alexandria is the responsibility of the districts and
collection equipment is located in District Garages. In Port Said, Sucz and Shoubra El Kheima
collection of solid waste is the responsibility of the districts.
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The maintenance and repair of refuse collection equipment is a problem in all the
overnorates. This situation is being addressed as a part of the LD II Urban Project and is
detailed further in the Operation and Maintenance Section of this Report, As -he maintenance
of the refuse collection fleet is improved, the capacity for refuse collection will be increased,
permitting improved service and extension of service areas without major capital investment
for additional equipment,

Currently there are few or no resources devoted to the maintenance and repair of refuse
containers. This problem was addressed in a 1983,NUS rcport and there has been no
observable improvement since that time. Duc to the poor condition of the containers (largely
a matter of broken, damaged or missing wheels), an inordinate amount of time is required to
pick up each container. Obviously, the cfficicncy of thc ncw USAID-funded container pick-up
compactor trucks can be materially improved through a containcr maintenance program. This
issue will be addressed as a priority component of the Solid Waste Management Task.

The Zabbaleen system is presently the most efficicnt refusc collection and disposal
system in operation. It is a private sector opcration, There arc currcntly a number of pilot
programs undciway to improve and cxpand the Zabbalecn system in Cairo. The LD II Urban
Solid Waste Management Team will monitor the progress of these efforts and will endeavor to
build upon any tangible successes that may occur.,

Phasc I reconnaissance revealed that the central business districts of the cities included
in the LD II Urban Program arc alrcady served with functioning refuse collection systems and
are maintained in a much cleaner condition that in the popular housing areas. Therefore,
more cmphasis in the Solid Waste Management Task nceds to be placed on collection and
strect cleaning in lower income housing arcas.

742 Rclusc Disposal:  Solid waste disposal is a ~omponcnt of many of the studies and
reports cited carlicr in this report. 1t has been the conclusion of these various studies that
the preferred method of waste disposal is composting. Composting was sclected because of the
need for large quantitics of compost material in reclaiming desert lands and the improvement
of the fertility and water reteniion propertics of existing agricultural lands. In the
composting process, many rccyclable materials can be rcadily reclaimed from the waste
streams,

There arc composting plants operating in Cairo, Giza and Alexandria Governorates, but
thesc plants presently process only a small portion of the solid waste gencrated in these
governorates. The slaffs of these plants nced additional training in the operations and
maintenance of the plants. There is a potential for contracting the private sector operation
and maintenance of these composting plants, with the governorates and the contractor sharing
in the profits from the sale of the compost and recyclable items,

There are matcrials in the solid waste strcam that are ncither recyclable nor
compostable. This residuc will amount to about 15 to 25 percent of the total solid waste.
Such material will have to be disposed of by landfill.  The solid waste management system
for the six urban governorates must therefore develop landfill disposal sites in the short-term
(until more composting plants are constructed), and in tne long- term.
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Landfill disposal currently practiced in the governorates can be basically classified as
open dumps. In Alexandria and Port Said Governorates, the solid waste is being used to fill
and reclaim low areas and abandoned canals. From expericnees in other countries, it must be
anticipated that such landfill practices in Egypt will soon create major adverse environmental
impacts.

While the refuse disposal problem is more critical in Port Said Governorate than in other
governorales, il is a matter of concern for all urban units of government. The design and
operation of sanitary landfills was addressed in some detail in the NUS report on Solid Waste
Management in Cairo Governorate, The urban governorates, particularly Port Said, Qaliubia and
Suez, will requirc assistance to identify suitable landfill sites and to plan the development and
use of these sites. A qualified short-term specialist will be nceded to render such technical
assistance.

PART B - WORK PROGRAM IMPLEMENTATION

7.5 Implgmentation Stratepy

75.1 Port Said, Sucz and Qaliubia Governorates: These governorates arc the most deficient
in modcrn refuse collection cquipment and in the development of a viable Solid Waste
Management System.  Port Said and Sucz arc just beginning to improve vehicle maintenance
capakiiity by building and cquipping garages and workshops. A primary task in these
governorates is to identify refuse collection equipment needs.  Determining the most cfficient
and cffective cquipment will be an important part of master plans for the demonstration arcas.

The deficiencics in clean-up equipment is reflected in Table 7-5. In developing plans for
the demonstration arcas particular attention will be paid to sclecting collection cquipment that
is most suitable for the designated routes and most readily available, Since additional vehicles
and cquipment will most probably be procured with Investment Plan Funds, the most suitable
cquipment at the most cconomical price will be identificd in the plan. Vehicles and cquipment
manufactured or assemblicd in Egypt have been identificd and will be included in the plans as
applicable.

In these three Governorates some overall authority for Solid Waste Management would be
most beneficial. An organization similar to the Giza Cleaning and Beautifying Authority would
appear to be most suitable for Shoubra El Kheima (Qaliubia Governorate) because of the
concentration of population and industry. In Port Said and Sucz Governorate an organization
similar to the Cairo Cleaning and Beautifying Authority would be more suitable because the
population and industry is more dispersed. In any organization in Port Said, Port Fouad
District would have to have a collection and disposal system distinct to that District.

Overall management, organization, staffing and work standards will all be considered in
the selection process.  The potential for private sector involvement in the collection
operation will bc giver. full and careful cvaluation.  Specific work activitics to be
accomplished in association with district and governorate personncl are:

o Review present organization, staffing and management methods to identify arcas for
improvement;
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o Perform map studics and design collection routes based on specific types and capacity of
collection vehicles;

o Identify areas scrved by the private sector or with a polential for private scctor
involvement;

o Preparc a list of required equipment and furnish it to the governorate for procurement
planning.

752 Cairg, Giza and Alexandria Governorates: The Cleaning and Beautifying Authoritics in
Cairo and Giza Governorates, while somewhat differcnt in organization, are appropriate for the
purpose of collection and disposal of solid waste. The Solid Waste Management Group will
work with the officials of thesc authoritics tn improve the efficiency and effectivencss of the
operations. The Alexandria Cleaning and Beautifying Organization lacks overall authority for
solid waste management but Governorate Authoritics recognize the nced for such overall
responsibility and arc actively considering creating such an authority. The Solid Waste
Management Group will support the proposed Authority organization.

As shown in Table 7-5 cach of these Governorates have a considerable flcet of refuse
collection and disposal vehicles and cquipment.  The problem is that many of the vehicles and
equipment arc in need of repair. The Operations and Maintenance Group is working with the
Governorates and Districts to improve maintenance and repair capabilitics through impreved
maintenance and repair facilitics, tools, shop cquipment, spare parts inventory control,
organization, managecment and training. Improved maintenance and repair of vehicles and
cquipment will have a significant impact on refuse collection capacity.

753 Al Governorates: Establish a program for the maintenance and repair of solid waste
containers (uscd with side loading compactor trucks). In association with governorate, district
and Cleaning Authority personnel, accomplish the following work activities:

o By sampling techniques, determine the probable number of containers requiring repair and
the type of repairs needed.

o Eslablish a container rcpair section with the necessary staff, cquipment, materials, parts
and workshops.

o Establish a proccdure and schedule for the pick-up, repair and replacement of damaged
containcrs.

754 Training The level of solid wastc management implemented and practiced in the six
governorates clearly indicates a significant nced for training of personnel responsible for these
functions. There is a nced to develop an in-Country resource to conduct such a training
program.

Training should include all phases and clements of designing and implementing a Solid
Waste Management Program. Studics made to date have clearly indicated what needs to he
done, but implementation has lagged. The TA Solid Wastc Management Team will work closely
with the Training Group in developing such a training program.
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755 Disposal of Solid Waste: Disposal of solid wastes is a problem of increasing concern.
While the construction of composting plants is outside the scope of the LD 1I Urban Project,
the development of environmentally sound landfill sites can be accomplished within the Project
scope. Such a work activity should be undertaken by a specialist fully qualified to make the
technical evaluations required. This technical expert would undertake the following tasks:

o Identify prescnt solid waste disposal sitcs and facilities; landfills, composting plants and
incinerators.

o  Obtain data on capacity and opcrational efficicncy of composting plants and incinerators.
o Estimatc the remaining uscful life of existing landfills.

o In coordination with the O&M Group, obtain data on the type, number and condition of
equipment uscd in cach landfill site.

o  Make an environmental evaluation of cach landfill site.
o Ininstances where a critical disposal problem exists, the following actions will be taken;

- In conjunction with governorate authoritics, sclect an alternate disposal site or
disposal system or disposal procedures.

- Evaluate the environmental situation of any new landfill site considered.

. Delermine the equipment needed to operate the landfill in an environmentally sound
manncr.

- Dctermine the availability of  rcquired equipment from cither current governorate
rolling stock or through purchase.

- If purchasc is required, include an estimated cost.

- Determinc the infrastructure (resource) support required and the probable cost.
o  Report findings and reccommendations scparately for each governorate.

756 Usc of Repors and Studics: Much cffort and resources have been expended in the
study of Solid Waste Management in the urban areas. A synopsis of thosc studics applicable
to Cairo, Alexandria and Giza has been presented in paragraphs 7.2.5.1 through 7.2.5.6 of this
Section. Representatives of Port Said, Suez and Shoubra El Kheima have stated that several
studics applicable to those cities have been made, and cfforts to obtain copics of such reports
and/or studics are continuing.

In Phasc Il of the Project, the implementation status of rccommendations made in the
reports and studics will be checked.  In consultation and coordination with appropriate local
officials, applicable portions of the studics will be applicd in developing master plans for the
dcmonstration arcas and in detailing overall waste collection and disposal systems.

757 Special Projects: Special projects have been identified as necessary to suppert the Solid
Waste Management Task. It is anticipated that others will be identified as investigations are
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76

77

completed, and master plans reviewed and developed. Implementation of the demonstration
arca plans may also necessitate consideration of additional special projccts, particularly
pertaining to the involvement of the private sector in solid waste collection and disposal,
Potential special projects identified to date are:

o  Giza Governorate

- Transfer Station with equipment in Monira, Imbaba, in connection with adjacent
pilot dcmonstration area.

- Mobile Car Crusher to be used to rid the strects and city of abandoned cars and
scrap metal.  There is a rcady market for the scrap mctal. The private sector
could be involved in this project.

o  Port Sai

Establish a landfill solid waste disposal site in Port Fouad District. Use of a mound-
disposal landfill may be required.

o  Qaliubia

In Shoubra El Khcima, cstablish a Transfer Station at Mostorod and develop a Sanitary
Landfill at Abu Zabal,

o Cairg

A special project for repair of solid waste containers wilt be prepared.

Cost Recovery and Privatization Potential

"Charge for Scrvice” is prevalent in solid waste collection systems, both by governmental
agency and private scctor.  Various forms of “charge for scrvice” arc encountered in the
governorates and districts, much of it informal (not officially recognized or authorized). In
developing plans for demonstration arcas, private scctor sources for refuse collection will be
investigated and included in the plans where feasible. Plans will also included proposals for
cost rccovery where services arc performed by the Governority, Authority or District. A
questionnaire has been developed to assist in determining the willingness and ability of
residents to pay for service,

Resources Required
To fulfill the objeetives and produce the outputs for the Solid Wastc Management Task,

short-term specialist additions to the stall arc required, as well as GOE personnel and
resources,  Specifically, technical personnel requirements are:

o  Long Tcrm Staff

12 person months - Albert McCarty
Ass't. Project Dircctor
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24 person months - Mohamed Abu Zeid
Engineer

24 person months - Maged Ayoub
Engincer

14 person months - (Vacant)
Economist - Financial

o Necded Short Term Stalf

- Assist governorates in preparing special project data, budgetary estimates and
project justification (approved and committed).

3man months -  Expatriate Civil Engincer
3manmonths -  Egyptian National Civil Enginecr

- Assist Port Said and Sucz governorates in developing Sanitary Landfills that are
environmentally adequate (proposcd).

3 man months - Expatriate Solid Waste Specialist.

o  GOE Support Staff: The development of plans for the demonstration arcas will require
that the governorates assign members of their staff to work with the TA Contractor
personnel. The GOE personnel will gather data, prepare maps, obtain budget information
and participate fully in the development of the plans as an on-the-job training process.
GOE personnel requirements in each governorate are:

2 man months - Civil Engincer

4 man months - Solid Waste Technicians
1 man month - Mcchanical Engincer

2 man months - Clerk

78 Program Outpuls

o The TOR calls for the preparation of plans for two demonstration arcas in each
governorate, onc of which is to include the Central Business District. In the six
governorates, the Central Vusiness Districts are already served at a much higher level
than the popular housing arcas. The real problem of solid waste cxists in the ponular
housing areas. which are wither underserved or receive no service.  The narrow, rough
and crowded streets in popular housing arcas require special equipment for collection and
such equipment is cither in short supply or non-ccistent in the refuse collection fleet.
By developing a demonstration arca in popular housing arcas in cach Governorate, the
way can be pointed to silving this critical clement of solid waste management,
Devcloping viable detailed plans in such arcas will be require close adherence to the key
factors stated in paragraph 7.2.5.2,

- Through coordination with Districts and Governorale representatives suitable
community organization(s) will be identified to inform the people of the details and
schedule for implementing the plans. In some cases it may be necessary to form
appropriatc community organizations and in others an existing PVO may agree lo
serve in this function,
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Initially the Solid Waste Management Group will serve as the catalyst to bring the
parties together but will transfer this function to the appropriate District,
Governorate or Organization authority at the earliest practicable time. The Solid
Waste Management Group will monitor all phases of the implementation of the plan.

In scheduling the development of plans for demonstration arcas priority will be
given to the Governorates without any overall cleaning organization, that is Qaliubia
(Shoubra El Kheima), Sucz and Port Said. Since development of a demonstration
area adjacent to the transfer station to be constructed as a special project is
nccessary in conjunction with that project, Giza will be given special consideration
to ensure the two parls are coordinated in a timely manner. A special allocation of
funds have been made for the development of plans for two demonstration areas in
alexandria. Al this time the Solid Waste Management Group plans arc only to
respond to specific requests from Alexandria Governorate and the Districts and to
assist in the implementation of the plans for the demonstration arcas. Cairo
Governorate has some projects and demonstrations in progress. The Solid Waste
Management Group will work closely with CCBA to assist them in developing further
plans and to observe results of the tests and demonstrations. Development of
plans for demonstration arcas in Cairo will be dependent on the level and degree of
assistance requested by that organization.

Disposal of solid wastc is a major problem in each governorate and is particularly critical
in Port Said. A major cffort by the TA Contractor is nccessary to assist the
governorates in finding solutions to the problem, The Solid Waste Management Tcam,
augmented by the short term specialist indicated in paragraph 7.5, will guide and assist
governorates in identifying and developing cnvironmentally sound solid waste landfills.

Develop plans, organizations, staffing, and facility and budgetary requirements for refuse
container repair workshops in cach governorate.

In conjunction with the TA Contractor Training Group, develop an in-depth
comprehensive Solid Waste Management training course. The course must include all
elements of solid waste management and be conducted in-Country.

In coordination with the Training Group develop a program and system for skills
upgrading of management, opcrating and maintenzace personnel of composting plants in
Cairo, Giza and Alexandria.

Assist governorates in planning and exceuting special projects.
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Scction 8

TRAINING

PART A - BACKGROUND ANALYSIS

81 Review Of Project Targets And Mandateg

811 Introdudtion: The major objective of the LD 1 Urban Project is to develop local
government capabilitics to improve basic services delivered to the people, especially the poor.
The main tools to achicve this objective arc technical assistance (TA) and training. Training is
regarded as a vital ingredient in the Project’s contribution to institutional development in
Egypt. The Training process is designed to achieve results which can be replicated at the end
of the Project. To succced with this strategy, it is imperative to work closely with local
government officials in every step of planning and implementation.

8.12 Background: The basic guide in developing the Inception Report was strict adherence to
the TOR. The Training Group addressed the sections "1.a" (Oricntation Seminars) and *f*
(Training) of the Contract in the preparation of the Inception Report. A complete Training
Nceds Asscssment was prepared identifying over 2,000 viable training slots in a matrix
covering the six governorates and five Action Packages. The training scction of the
Diagnostic Report is bascd on the feedback received from both the Inception Report and the
Training Nceds Assessment Report, through ficld visits and interviews, as well as staff
cvaluation of orientation seminars and training programs implemented in Phasc I

8.13 Project Tazrgets and Mandates: In addition to data collection, ficld work was action
oricnted. Former NUS training sites and new training programs and contractors were reviewed
by the training staff. A (raining budget of over LE. 164,000 was prepared for reaching Phase
1 training goals. The Phasce 1 plan included both updating of NUS courses for the two new
governorates as well as cxpansion into LD II Urban target arcas such as maintenance,
financial management and investment, and land management planning. An ambitious training
program in computer training gearcd towards the implementation of the LD II Urban MIS
systcm was identified.

Over five times the required number of participants were given Oricntation Sessions in the
six governorates in cach of the arcas described in the Contract. Each Oricntation Seminar
parlicipant also received a concise overview of the key LD II Urban issucs. The training of
over 2,000 GOE functionarics was planned and some of these are presently in LD 1I Urban
training courses. A review of the use of Sakkara Training Center for local government
training was initiated. Installation of a Training Unit at the Local Administration Liaison
Office was also explored. The Training Group has alrcady begun to use resources of regional
universities in the implementation of training,
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82 Data Reconnaissance Efforts

821 Training Resources: The Training Group is composed of six highly expericnced
professionals both in their respective ficlds of Local Government, Management and
Engincering, as well as in the field of Training. Threc key staff had full experience in the
NUS Program. Thus it was possible for the Training staff to both cngage in training
activities such as conducting Oricntation Scminars and retailoring NUS courses to fit the
needs of the two new governorates, as well as developing plans for Phase II training through
a Training Necds Assessment cxercise.

822 Training Budget Process; A training budget was prepared in February and submitted in
early March to USAID and the GOE for training governorate officials and Local Council
Members in Planning, Engincering and Computer courses. These courses were designed to
support LD Il Urban TA such as BSDS and MIS, as well as to respond to the local
government planning nccds of the new Governorates of Port Said and Sucz. This Phasc 1
budget has been reviewed and revised scveral times, For example, some GOE changes resulted
in ncariy tripling the projectcd number of computer training slots. Additionally, training plans
were revised to include joint planning with AID and the rural LD II program in the revision
of the Kardex Training Program.

823 Training Staff Dcployment; Most of the TA staff time was spent in the field during
this period on two major tasks: (1) Conducting Oricntation Seminars in the six governorates
for Exccutive and Popular Council members; and Oricntation Scminars for new members of TA
Staff and PICs and (2) Conducting structurcd interviews with over 200 GOE governorate
officials in the decvelopment of a Training Necds Assessment Report, Training staff members
updated and later conducted a training program in Local Government Planning in Sucz and
Port Said and initiated a training program on Construction Management in Suez.

The stalf spent the rest of their time in Cairo planning Phase 1 and Phasc 11 Training
programs. Secveral mectings were held with USAID staff, DAC and the ULDC AMANA to
review Phase 1 training plans and to discuss training issucs. Former NUS training sites were
visited as well as new sites. Government training agencies such as TOMOHAR were contacted
to conduct revised NUS Engincering courses.

8.2.4 Governorate Counterpart Development; Each governorate was contacted and requested to

identify a Training Coordinator to work closcly with the TA training staff in developing plans,
In addition to the Training Coordinators, the Program Implementation Coordinators (PICs)
were also involved in the planning of governorate training activities. As proposed in the
Inccplion Rcport, the training staff designed and conducted special oricntation sessions in
conjunction with other TA Contractor Staff for the PICs.

825 Training Nceds Asscssment: The LD I Urban Training Needs Asscssment Report was
completed on schedule at the cnd of March, The governorate training nceds were reviewed in
depth by the training staff with TA Action Packuge Teams, Governorate Training Coordinators
and Program Implementation Coordinators. Their collective input was used to refine the final
recommendations in the Phasc II Training Plan.
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83 Current Status

83.1 Ovcrvicw of Current Status: LD IT Urban training has completed several milestones and
in some cascs gone far beyond expectations in Phase 1. Orientation Sessions were held for
over 1280 local government officials »nd Popular Council members in the six governorates. A
training plan and budget was preparcd for over 200 participants from all the governorates in
seven differcnt coursc areas. Necarly half (around 100) of the Phase I participants have
already rcceived training in four different courscs.

The two ncw governorates, Port Said and Sucz, have been given the opportunity to
reccive similar training as the original NUS governorates.  Training plans for a
comprchensive computer-based program for all six governorates has been developed and
planned for implementation as soon as the equipment is in placc, Training plans arc being
developed for Kardex Training and for Equipment Management at two new garages in Cairo
and Alexandria,

A _Training Nceds Assessment Report was preparcd.  The Report includes training
projections for six governorates in five Action Packages arcas. In addition to course, scminar
and on the job training projections, the Report includes a review of NUS courses, a roster of
traincrs and a review of potential contractors. Training Coordinators have been named in
Cairo, Giza, Port Suid and Sucz. Training sites in cach governorate have been reviewed.
Consideration of using training sites upgraded by NUS in Cairo (CAOA, DOAA, TOMOHAR) and
Alexandria (DOAA) will be given highest prioritics. The Project used the Ministry Center in
Port Said and the Government Club in Sucz since ncither governorate had adequate training
facilitics.

The Sakkara Local Government Tiuining Center facility has been visied by the TA
Contractor training staff and, while still net completed, will be considered as a potential
training site for participants for LD II Urban Training in Phase Il The Sakkara facility gives
LD 1II the opportunity to usc a ncw training sitc specifically designed for use for Local
Government Training in a residency sclting.

832 Analysis of Existing_ Situation: In general, the greatest difficulty was in getting a Phasc
I budget approved in time to implement it properly. Meetings with USAID and DAC were
initiated by the staff and were very uscful in clearing up misconceptions and in gaining
insights into what was expected.

The Training Group prepared a budget presentation in the absence of an agreed upon
format. It was not until the Group met with the GOE that it was told how the GOE wanted
the information displayed. Once these meetings took place and the format was clarified, the
results were much better.

The recent USAID policy decision to dissallow per-diem for the training of GOE officials
was not discussed during the budget formulation process. Thus, participants in LD II training
courscs in Port Said and Sucz were not informed until the cnd of May of this change in the
per-diem policy. There scems to be no serious problems created by the change; however, it is
still unclear how transportation expenses are to be paid to participants by the GOE.
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The per-diem issue is one that should be discussed by the Training Sub-Committee. Other
training plans such as computer training for Canal Governorale staff will have to be reviewed
in an attempt to find alternate solutions to reducing participant travel.

The Sucz training plans were delayed oy the Governorate's request to stretch the
gequence of Local Government and Engincering Training Courses from the normal week to
fewer days per week over more wecks. While the adjustment of the schedule met the needs
of the governorate, it did create subsequent delays in the training schedule.

It should be noted that both Suez and Port Said training programs were started with
great enthusiasm from the Jeaders in these Canal Governorates. The Training Coordinators
and PICs in both governorates worked very closcly with the Training and BSDS TA staff to
get the programs started. This was in contrast to thosc governorates, who did not have
cither Training Coordinators and/or PICs and thus, were the least able to respond to staff
requests for nceds assessmient data or training in Phasc I

Training of Traincrs (TOT) was proposed in Phase 1 for Training Coordinators and other
GOE training staff in the governorates. The objective of the TOT proposal was to train a
cadre of permancnt GOE training administrators in the philosophy, mecthodology and
administration of LD II urban training courses. Training of Trainer (TOT) is the backbone of
training institutionalization but requires coordination with DAC, AMANA, USAID and the GOE.

Since only onc-third of the Training Coordinators have been sclected from  the
governorates and since the Training Sub-Commitice has not been chosen, it has been deciiied
to postpone TOT until they arc sclected; the rationale being the best staff training is one
that is specifically given to governorate staff who have a long term commitment to training,
and who have the backing of the governorate to continue using LD II Urban training courses
after the life of the Project.

A current training budget from cach governorate was requested by the Training Group.
No concrete information was made available, but the general estimates reccived  (LE. 200 to
12,000 per govern-orate) indicated a very low level of governorate commitment to training
outside of the LD If Urban Project.

When the governorates make their sclection of coordinators and make a commitment to
training by placing resources at the disposal of the designated governorate training center, it
will be possible to design an appropriate training program which could include on-the-job
training with the LD 1I Training Team, as well as US Training.

The Kardex training course was delayed by the request from USAID to link LD 1I Urban
training with the LD II Rural Kardex training cfforts. Subscquent delays in start-up have
been hampered by lack of a formal coordinating mechanism to bring rural and urban training
together on general, as well as specific, training issues such as the Kardex Program.

Visits to potential training sites were delayed several times because of the religious
holiday scason and by staff changes. Informal mectings were held between the TA
Contractor Assistant Project Director for Manpower and the Dircctor of Sakarra Training
Center; however, it was impossible to  conduc! an official sitc visit until June because of
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conflicting schedules. The reccnt passing away of the dircctor further delayed our plans to
visit SAKKARA.

PART B - WORK PROGRAM IMPLEMENTATION

8.4 Implcmentation Strategy

84.1 Morc Quality; In order to make the expected targets on the Project, the Training Group
must look beyond the contractual commitment of training 300 to 400 GOE officials and focus
its efforts on quality. Training of participants will be viewed as an intcgral part of TA with
the Government Agencics. The goal is to train people who, upon completion of training, can
make a diffcrence on their job site and who will not get frustratcd to the point they lcave
the work they were trained for. Rccognizing that Training is a scrvice function and alone
cannot shape the work environment of an agency, the approach will be to work through the
participants to cffectuale specific work cnvironment changes, leading to more productive
efforts in the public sector.

842 Institutionalization Vs, Tmpact: Regarding institutionalization, the question "how should
LD II Urban Training differ from other projects in attempting ins.itutionalization?” must be
asked. The "Assessment of Achievements During Phase 1 Extension” of the Provincial Citics
Development Project stated that “their training programs were worthwhile but did not provide
as lasting an impact as had becn anticipated”. The NUS Project reported disappointing
training program continuity in the four Urban Governorates, despite success at developing
curriculums, and training materials, training trainers and upgrading DOAA (raining sites over
the life of the Project. The lack of continuity is related to the lack of financial resources
allocatid to training in GOE local budgets. Working with the AMANA, DAC, USAID and GOE
in proposing sufficicnt training funds to be provided in the governorates’ budgets will b=
critical to the long-term cffcct of LD 3 Urban Training upon the governorates.

To succeed at making an impact, LD II Training Staff and trainers must have a greater
input before and after training. Sclection of participants must be made collaboratively, with
grcat carc and pain to identify thosc who will likely stay on the job after training,
Recruitment and sclection must be a joint cffort of the GOE and LD Il Urbar Training,
Given the policy change on per-diems, the need to identify permancnt local training resources
to continuc to scrve the community alter LD 11 Urban is over becomes even more crucial,

8.43 Training Follow-up_and Evaluation: Training should be followed by an on-the-job review
by both TAC and GOE training stalf tcams. The people who have been trained by LD II
constitutc a major investment and can be a great asset in making changes on the job.
Training staff and TA staff will jointly plan their visits to the people trained, as well as to
sites, Site visits will be planned within a logical time frame following LD If urban training to
evaluate the changes to both the participant and the working cnvironment. Training will use
the informaticn in order to continually improve upon basic training products, "the traince and
the training curriculum®. Findings will be included in the Final Training Report.

The computer capability in the Digjuct Office to gather basic information on training
participants will be used, Threc training courses will be chosen to test the cfficacy of data
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collection and analysis of using "in-housc” computer capability. The most logical training area
to initiate this approach is the follow-up of the MIS participants. Programs such as the
Kardex Training and O&M programs are also likely arcas to begin the follow-up impact
studies.

It is beyond the scope of LUy II Urban training resources and unrcalistic to expect that
the Project alone can implement a successful institutionalization policy over the next eighteen
months. The opportunity to work closely with institutions such as the Sakarra Training
Center has yet to be realized. Experience in Phase I would indicate that each training budget
approval will be an extended process. The NUS project cxpericnced great difficulty in
developing Training Units within the GOE DOAAs during the five-plus years of operation, LD
II Phase I expericnce has not given much hope that LD II Urban can match the NUS record in
one third of the time.

Additional difficulty is predictable in mecting the requirements of the scctions in the
Contract which rcquirc institutionalization. For cxample, in scction [.4 of the TOR, it is
stated "To ensurc continuity, the contractor shall develop a Training Unit at the Local
Administration Liason Officc (LALO), presently located in Cairo Governorate Headquarters®.
After several reconnaissance cfforts, even the existence of such a LALO office is uncertain,
and the necd to clarify what training functions this unit performs can only follow locating the
LALO office, itsclf.

Conversely, Phase I study has found a high regard in the governorates for NUS courses,
leading to the sclection of six NUS courses as a LD 1 Urban Core Course package. These
courses, with slight modifications, arc alrcady being offered in Port Said and Sucz in the
arcas of Local Government Planning, Project Management and Evaluation. Government
agencics and local training institutions such as TOMOHAR, Sadat Academy and the Canal
Universities have been contacted to provide instruction for the Core Courses in conjunc-tion
with the governorate training units.  Unlike NUS, there is very little time to develop
programs from scratch, yet LD II Urban Training is expected to respond to new and relatively
difficult-to-define arcas such as OMED, Land Management and MIS.

Unfortunatcly, training resources at the govern-orate level in these arcas are limited,
and can give very little support to this cffort. The response from the Training Needs
Asscssment study in four govern-orates where NUS had heavily invested in training cquipment
and TOT has not been encouraging. In the new governorates alternative sites and stratcgics
seem to be adequate for conducting training, but can hardly be viewed as promising in terms
of institutionalization,

The LD 1I Urban Training Group will view its role as being a training consulting firm
that helps clicnts diagnose their problems, makes recommendations to improve performance,
develops training packages and then follows-up to see if the training has made the impact
intended. The LD Urban II Training approach will continuc to usc thosc management and
vocational training programs developed under NUS. New programs will be developed in
conjunction with GOE and Action Package Tcam requests, as resources permit.

844 New Course Development: It is unrealistic to expect the Training Group to develop and
conduct new courses during the lifetime of the Project, where there are no government
agency resources available, Catalyst training was very successful in NUS in delivering quality
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vocational and managerial training in a cost-cffective manner. For LD II Urban Training, the
Catalyst approach must be the preferred method of training if the TA Contractor is to be
successful in satisfying the letter and spirit of the contract. Catalyst training contractors
will be choscn on both their ability to conduct quality training, and on their ability to design
a training package which is replicable for the agencies scrved.

Emphasis on Calalyst training will require highly coordinated efforts by the LD II Project
staff with governorate training units, though the Training Sub-committce. Until the Training
Sub-Committee is formed, a task force to attend to training activities at the governorate level
should be named in the interim. The PICs, Training Coordinators and DOAA staff are the
logical representatives to work with in this transitional phase and they should also form the
core of the Training Sub-Committec.

Working with these local government representatives will start the process of developing
training programs, identifying local training resources and hiring catalyst training contractors.
Realistically, the time and cffort created by the type of delays experienced in Phase I, make
this collaborative strategy nccessary. LD I Training Phase II can not afford the long delays
in forming a Training Sub-Committce, naming Training Coordinators, and devcloping and
approving training Budgets it faced in Phase I if it is to succced in “having a lasting impact”
on training in the six governorates.

In addition to Catalyst training, other channcls of training will be used to make LD II
Urban training more cffective. Residency training will be emphasized where team building and
motivation of the group are part of the training strategy. Efforts will be made to get a
vertical and horizontal cross scction of an agency or department together to learn technical
skills along with organization and communication skills, Top management seminars and
training of newly clected key officials will be conducted as much as possible in conjunction
with technical training for key problem arcas. Impact cvaluation of training will also be
attempted in sclected programs in which the Action Package Group works with the Training
team in the follow-up of training on site.

US training contractors will be used to supplement in-country training. Linking US
Training with Catalyst Training is viewed as an area of great potential in developing new
courses, Because of the expense and desirability of US training, the Training Group will use
the USAID Participant Training Handbook as a procedural guide and will assess cach potential
participant’s  cducational background and needs well in advance of the US training.
Coordination with the appropriate Action Package Group and the US training sitc will be
critical to develop the best educational program for cach participant.  US training requires a
long lcad time to identify appropriate training sites and traincrs.  In this .cpect former
successful US training programs such as those offered in NUS will be given high priority.

New course arcas will require coordination from TA Action Package Teams in identifying
appropriate training activitics and training organizations in the US to offer the best mix of
expericnce and training. For cxampic, OMED coordinators might require an intcrn experience
in a US Local Government Agency, along with appropriate training. The training might
include visiting a national conference, attending a training seminar in the US and attending a
related Catalyst program in Egypt to meet the total expericnce neccessary.

GOE solid waste staff may require similar long term study and analysis of all phases of
solid wastc maragement by attending training in the US through a major university, which

199



also has the capacity to service the program in conjunction with an Egyptian firm or
university. US training may also be proposed in conjunction with training of PICs, Training
Coordinators and Training Committees.

The LD II Urban Program offers new and exciting training facility resources that will be
incorporated into the Training rlan. For exzmple, the placement of four MIS computer work
stations in each governorate provides the potcntial of using some of the free time of the
cquipment for computer and computer assisted training courscs.

The new emphasis on program budgeling gives the Project the chance to expand into
financial management and investment training arcas and to develop new instructional
materials in arcas such as revenuc generation, cost/benefit analysis, cost recovery,
procurcment and environmental analysis. The new openings of garages offer opportunities to
train an entire organization. Building upon the experience of working with civil enginecrs in
sub-project implementation has pinpointed specific needs for seminars and workshops, resulting
in the creation of four new BSDS courses.

845 Training Staff Redeployment: The Training Needs Assessment Study and present staffing
patterns point to the advantage of using cxperienced training staff as adjuncts to the Action
Packages Tcams. The cooperation between the Action Teams and the training staff has
already produced very tangible results, having identified specific training projections (over
1,800) in more than twenly course areas.

There remains a need to follow up with cach governorate to bridge the gap between
gencral governorate requests vith the detailed nceds cmanating from the Action Package
Groups. This can best be accomplished by assigning one Training staff person to work
directly with onc Action Package Tcam.

The role of the Training Staff assigned lo the Action Package Team will be to assist in
the planning and implementation of training in that specific technical arca by:

o  Helping to identify and screen participants for the courses in the area.

o Identifying training sites, helping to cstablish training dates, approving curriculum
changes and identifying traincrs.

o  Monitoring and, where nccessary, assisting in the administration of the on-site training,

0  Working closcly with the PIC and training coordinators on all of the above tasks as they
relate to the governorate(s).

o  Monitoring and evaluating conduct of the training programs and making recommendations
for improvements in the workshop process.

o  Reporting day-to-day activities to the Action Package Team Leader and the Training
Team Leader.

o Coordinating their activitics with the other training stalf by rcporiing regularly on their
progress with their respective Action Package Training Units.
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o  Preparing written management plans for each course and coordinating with both the
Training Group and the Action Package Team Leader for approval,

o  Performing functions, as assigned, relatcd to training such as data collection, in order to
better comprehend training needs in the assigned technical arca,

With respect to GOE and TA Contractor staff coordination, the following Training
Coordinators have been named to-date by the governorates:

0 Mustafa Kamal Saad, Port Said; presently the Dircctor of Port Said Governorate Planning
Department,

o  General Salah El Din Mcgahed, Sucz; the Dircctor General of the Governor's Office.

o  Mrs. Fatma Mohamcd Abul Khair, Giza; the Dircctor of the Training Center (DOAA)

85 TA/GOE Resources Required

o  Giza, Qaliubia, Port Said and Sucz have inadcquate facilities to ¢onduct LD II Urban
management training. Each of these governorates will requirc a substantial budget (LE
10-25,000) to upgrade their facilitics.

o Each Catalyst Course will requirc a budget for curriculum development to tailor the
courses to LD II Urban standards. Assistance is nceded also with Course Evaluation,
Participant Sclection Standards, Casc Study Development and Student Evaluation. The
cost of thesc services arc built into new courses as presented in the Training Plan.
Generally, courses that require hcavy use of technology and are new to the Project will
require substantial development by the training contractors and/or individual specialists
to institute these new programs.

o  Training will requirc the services of a locally based Amcrican computer training
consultant for a period of threc months to assist the Training Staff in curriculum
development, course cvaluation, participant cvaluation and use of under-utilized capacity
of computer equipment in the six governorates for training purposes.

o  Training will also requirc the services of threc months of an OMED training consultant
from the US to assist thc Training Staff and OMED in developing curriculums, and in
planning and monitoring US intern/training programs for OMED.

The training tcam will coordinate the development of a Training Administrative Manual,
TOT and Block grant planning activities with DAC. Coordination of training activitics in Giza
and Qaliubia will also be coordinated with Chemonix, where appropriate and through the adhoc
coordinating committce chaired by DAC.

Computer training initiated in Phasc I will be expanded in Phase II to include Computer
training for OMED tcams and Chicf Exccutives. Additional advanced training for the MIS
tcams traincd in DOS and dBASE I+ will be planncd in conjunction with the needs of the
governorate and MIS TA.
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A phase II Training budget has been prepared and submitted to USAID based on the
review of the Diagnostic Report by each governorate. The revised budget estimates include
these course changes requested by the governorates. Additionally the Phase II budget includes
detailed breakdowns of anticipated costs for remodcling Training sites, OMED and Land
Management offices in all six governorates. Funds for conducting scven seminars and for
placing over 600 additional governorate employees in unscheduled catalyst courses was also
proposed in the Phase II budget.

Since DAC could not assist LD II Urban Training in dcveloping an cvaluation tool for
measuring the cffectivencss of computer training, this item as well as a request for a short
term consultant to assist the project in utilizing the "down-time” of the project computer for
In-Service Training was also proposed in the Phase II budget.

86 Phasc I Training Course Outputs

The following six tables (8-1 thru 8-6) rcpresent the basic training plan for courses to
be administered by LD II Urban Project Staff for 1988-89. Table 8-7 is a summary of all the
governorates,  Figure 8-1 shows the relative LD II Urban training participant numbers and
budgets, by governorate.
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Table 8-1
PROPOSED TRAINING PROGRAM - ALEXANDRIA GOVERNORATE
(From January 1988 to Dec.1989)

No. of Duration No. of Date(s) Cost Remarks
Course Particip- |of Course [Times to (LE)
ants days be run

1 | Budget and Finance 18 8 2 Apr-Jjune 89 6,000

2 | Const Mngmt Proj. Plan 15 6 1 Apr-June 89 2,000
and Design

3 | Information Systems 16 i0 3 June-Oct 88 | 16,000
(Computers)

4 | Mngmt of Garages & 20 10 1 Oct-Dec 88 5,000
Warehouses

5 | Kardex Warehouse Syst. 15 S 1 Apr-June 89 3,000

6 | Mngmt of O&M of Public 16 5 1 Jan-Mar 89 11,000 BSDS
Buildings

7 | Mngmt of OZM of Roads 20 5 1 July-Sep 89 | 10,000

81P.M of Rolling Stock 20 10 2 Oct. 88 - 20,000

Dec. 89

9 | Feasibility Studies 20 [ 1 10,000 When OMED are selected

10 { Qual ity Control of 12 3 1 Nov, 88 - 6,000
Plain & Reinf Concrete Jan. 88

11 ) Design & Inspec. of 12 3 1 Dec. 88 - 6,000
Elect.& Hech Components Feb. 89

12 | Design & Inspec.of 12 10 1 Jan. 89 6,000
Light Construction
Foundations

13 | Design & Inspec. of 12 4 1 Feb. 87 - 1,200
Asphaltic & Concrete Mar. 87
Pavement

14 | Mngmt of Local Govt for 20 6 2 Oct, 89 - 6,000
Chief Exec. in Govts & Dec. 89
Districtg

15 Mngmt of Local Govt for 20 [ 2 Sept 89 6,000
Local Popular Councils Nov. 89

SOURCE: Wilbur Smith Associates, TA Contractor Training Group, bascd on Needs Assessments discussions

end interviews
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Table 8-2
PROPOSED TRAINING PROGRAM - CAIRO GOVERNORATE
(From January 1988 to Dec. 1989)

No. of Duration No. of Date(s) Cost Remarks
Course particip- of Course Times to (LE)
ants days be run
1 |Budgeting and Finance 20 8 2 Apr-Juna 89 6,000
2 | Const Mngmt ProJ. Plan 20 [ 1 Apr-June 89 2,000
snd Design
3 | information Systems 20 10 3 Aug-Oct 88 20,000
4 ]Mnget of Garages & 20 10 1 July 88 5,000
Warehouse
5 {Kardex Warehouse 20 5 1 Aug-Sept 88 3,000
& |mngat of OMM of Public 20 5 1 JanB89-Marg89 11,000 6Q + 14C
suitdings
T ]#ngat QM Roads 20 5 1 Sept-Dec 88 10,000
8 | Preventive Maint of 20 10 3 0ct88-Dec89 30,000
Rolting Stock
9 {Xardex 15 5 1 1st wk June 1,237 | Potential with LD 11
1988 Rural
10 | Feasibility Studies 20 [ 2 10,000 When OMED ere selected
11 | ouality Control of 20 3 2 Nov. 88 10,000
plain & Reinf.Concrete
12 |Design & Inspec of 20 3 2 Dec. 88 10,000
Elec.-Mcch.Components
13 {Design & Inspec. of 20 10 2 Jan. 89 10,000
Light Construction
Foundations
14 {Uesion & Inspec. of 20 4 2 Feb. 89 10,000
Asphaltic & Concrete
Pavement
15 | Mngmt of Local Govt 20 [ 3 July 89 9,000
for Chief Exec.in Sept 89
Govts Districts
16 | #ngat of Local Govt fo 20 6 3 July 89 9,000
Local Popular Councils Sept 89

SOURCE: Wilbur Smith Associotes, TA Contractor Training Group, based on Necds Assessments discussions

and interviews
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Teble 8-3
PROPOSED TRAINING PROGRAM - GIZA GOVERNORATE
(From January 1988 to Dec. 1989

No. of Duration No. of Date(s) Cost Remarks
Course Particip- of Course | Times to (LE)
ants days be run
1| Budgeting & Finance 25 8 1 July-Aug 88 3,000
2| Const Mngmt Proj. Plan 10 [ 1 July-Aug 88 2,000
and Design
3 | Information Systems 12 10 3 Rug-Oct 83 12,000
(Computers)
4 | Kardex Warehouse Syst. 20 5 1 pct - Dec88 3,000 126 + 8@
5 | Mngmt of Oper & Maint. 23 5 1 Apr-June 89 11,000 116+6P+6S
of Public Buildings
6 | Mngmt of 02M of Roads 18 5 1 ept-Dec 88 10,000 6GHAQ+4PH+4S *
7 | Mngmt of Garages & 20 10 1 Jan-Mar 89 5,000 12G+8Q
Warehouses
8| P.M of Rolling Stock 14 10 1 Apr-June B9 10,000 86+6Q
9 | Feasibility Studies 15 [ 1 7,500 | When OMED are selected
10 | Quality Control of 10 3 1 hov. 88 5,000
Plain & Reinf.Concrete
11 | Design & Inspec. of 15 3 1 Dec, 88 7,500
Elec.-Mech. Components
12 | Design & Inspec. of 10 10 1 Jan. 89 5,000
Light Construction
Foundations
13 [ Design & Inspec. of 10 4 1 Feb. 89 1,200
Asphaltic & Concrete
Pavement
14 | Mngmt of Local Govt for 20 [ 1 Pct-Nov 89 3,000
Chief Exec. in Govt and
Districts
15 | Mngmt of Local Govt for 20 [ 1 Pct-Nov 89 3,000
Local Poputar Councils
SOURCE: Wilbur Smith Associates, TA Contractor Training Group, based on Needs Assessments discussions

* G-Giza; Q-Qaliubia; P-Port Said; S-Suez

and interviews
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Table 8-4

PROPOSED TRAINING PROGRAM - PORT SAID GOVERNORATE
(From January 1988 to Dec. 1989)

Local Popular Councils

No. of puration No. of Date(s) Cost Remarks
Course Particip- of Course | Times to (LE)
ants days be run
1| Project Monitoring for 25 4 1 Nov-Dec. 88 1,200 As continuation of PL
Local Govt. Employees Sept. for L.G course *
2 | Project Mngmt Underway
-Prg & Planmn, 21 6 days 1 June 12-21 2,079 3 days/week
~Foltow-up & Eval. 21 &6 days 1 July 3-12 2,079 3 days/week
3 { Budgeting & Finance 30 8 1 July-Aug 88 3,000
4 | Information Systems 12 10 3 Aug-Dec 88 12,000
(Computers)
5 Kardex Warehouse System 20 5 1 Jan-Mar 89 3,000 10P+105  **
6 | Mngmt of O&M of Public [ 5 1 Apr-June 89 Included with Giza
Buildings
7 | Mngmt of O2M of Roads 4 5 1 Sept-Dec 88 With Giza
8 | Mngmt of Garages & 16 10 1 Oct-Dec 89 5,000 8P+8S
Warehouse
9 | P.M of Rolling Stock 12 10 1 July-Oct 89 10,000 6P+6S
10 | Planning in Local Govt 25 8 1 May 29-31- 3,300 4 days/weck-Completed
June 1 2 days-follow up after
June 5-8-88 6 months
11 | Feasibility Studies 15 [ 1 When OMED 7,500
started
12 | Quality Controt of 10 3 1 Nov, 88 's,000
Plain & Reinf. Concrete
13 | Design & Inspec. of 15 3 1 Dec. 88 7,500
Elec.-Mech. Components
14 | Design Inspec. of Light 10 10 1 Jan, 89 5,000
construction Foundations
15 | Desipgn & Inspec. of 10 4 1 Feb. 89 5,000
Asphaltic & Concr.Pavin
16 | Mngmt of L.G for Chief 20 ] 1 Dec-Jan 89 3,000
Exec.in Govt & Dists
17 | Mngmt of Local Govt for 20 [ 1 Dec-Jan 89 3,000

SOURCE: Wilbur Smith Associates, TA Contractor Training Group, based on Needs Assessments discussions

*

-

and interviews

Planning For Local Government

P-Port Said S-Suez
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Teble 8-5
PROPOSED TRAINING PROGRAM - QALIUBIA GOVERNORATE
(From January 1988 to Dec. 1989)

No. of Duration No. of Date(s) Cost Remarks
Course Particip- of Course Times to (LE)
ants doys be run !
1 |Budgeting & Finance 15 8 1 July-Aug 88 3,000
2 |Const Mngmt Proj. Plan. 8 ] 1 July-Aug 88 2,000 With Giza
& Design
3 | Information Systems 12 10 3 Aug-Oct 88 12,000
(Computers)
4 | Kardex Warehouse System 8 5 1 Oct-Dec. 88 With Giza
5 | Mngmt of 02M Public [ 5 1 Jan-Mar 89 Included with Cairo
Buildings
6 | Mngmt of OZM of Roads 4 5 3 Jul-Sept 89 With Giza
7 | Mngmt of Garages & 8 10 1 Jan-Mar 89 With Giza
Warehouses
8 ]P.H of Rolling Stock ] 10 1 Apr-July 89 With Giza
9 Jauality Control of 10 3 1 Nov, 88 3,000
Plain & Reinf. Concrete :
10 | Design & Inspec. of 10 3 1 Dec. 88 5,000
Elec.-Mech. Components
11 | Design & Inspec. of 10 10 1 Jan, 89 5,000
Light Construction
Foundations
12 | oesign & Inspec. of 10 4 1 Feb, 89 5,000
Asphaltic Pavement
13 | Mnpmt of Local Govt for 20 8 1 Mar-Apr 89 3,000
Chief Exect. in Govt &
Districts
14 | Mngmt of Local Govt for 20 [ 1 Mar-Apr 89 3,000
Local Popular Councils

SOURCE:

Wilbur Smith Assocfates, TA Contractor Training Group, based on Needs Assessments discussions

and intervieus
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Table 8-6
PROPOSED TRAINING PROGRAM - SUEZ GOVERNORATE
(From January 1988 to Dec. 1989)

No. of Duration No. of Date(s) Cost Remarks
Course Particip- of Course | Times to (LE)
ants days be run
1 Planning in Local Govt. 18 10 1 Apr-May 800 Completed, requested

follow-up in 3 weeks

2 ProJect Management Underway
+-Prg & Plaming 14 [ 1 June 1-8 2,079 2 days/weck
-Follow-up & Eval. 21 6 1 June 15-26 2,079 2 days/week

3 Budget & Finance 25 8 1 July-Aug 88 3,000

& Proj Monit. for Local 10 & 1 Feb. 89 5,000

Government Employees

5 Information Systems 21 10 3 Aug-Dec. BR 21,000
(Computers)
[ Kardex Warehouse System 10 5 1 Jan-Mor 89 With Port Said
7 Mngmt of O2M Public [ 5 1 Apr-dJune 89 With Giza
Buildings
8 Mngmt of O&M of Roads 4 10 1 Jul-Sept 89 With Giza
9 Mngnt of Garages & 8 10 1 Oct-Dec 89 With Port Said
Warehouses
10 P.M of Rolling Stock ] 10 Jul-Sept 89 With Port Said
1" Feasibility Studies 15 6 1 When OMED 7,500
selected
12 Quality Control of 10 3 1 Hov. 88 5,000

Plain & Reinf. Concrete

13 Design & Inspec. of 15 3 1 Dec. 88 3,500
Elec.-Mech. Components

14 Design & Inspec. of 10 10 1 Jan 89 5,000
Light Const. Foundations

15 Design & Inspec. of 10 4 1 Feb. 89 5,000
Asphaltic & Concrete '
Pavement

16 Mngnt of Local Govt for 20 6 1 Oct-Nov 88 3,000

Chief Exect. in Govt
and Districts

17 Mngmt of Local Govt for 20 [ 1 Oct-Hov 88 3,000
Local Popular Councils

SOURCE: Wilbur Smith Associates, TA Contractor Training Group, based on Needs Assessments discussions
and interviews
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Table 8-7

PROPOSED TRAINING PROGRAM - ALI, GOVERNORATES

Governorate No. of Training | Trainee Budget
Trainees Days Days LE.

Suez 285 142 1,985 69,958
Qaliubia 171 111 1,198 41,000
Port Said 292 135 1,857 77,658
Giza 220 117 1,430 88,206
Cairo 549 188 3,705 150,237
Alexandria 358 147 2,563 114,200
** TOTAL ** 1875 840 12,738 541,259

SOURCE: Wilbur Smith Associates, TA Contractor Training Group, based
on Needs Assessments, discussions and interviews
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LD Il URBAN TRAINING
FOR THE S!X GOVERNORATES

PORT SAID 14%

LE 77,858 QUALIUBIA 7%

LE 41,000
GIZA 18%
SUEZ 132
LE 88,208 LE 68,958
ALEX 21%
E 114,200
CAIRO 298% -
LE 156,237

TRAINING BUDGETS

QUALIUBIA 9%

PORT SAID 156%
292 .

¥ SUEZ 15%
GIZA 11% A" 285
220
ALEX 19%
\ 358
CAIRO 31% 5
589

NUMBERS OF PARTICIPANTS

Perdiem, Seminars & US Tr. not included
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Task 5, BASIC SERVICES DELIVERY SYSTEM WORK PLAN

TASK NO

WORK ACTIVITY

OUTPUT/DELIVERABLES

TARGET COMPLETION DATE

5.1

5.1.1

5.1.2

5.2

5.2.1

5.2.2

5.2.3

5.2.4

5.2.5

5.2.6

5.2.7

CONTIRUANCE OF MONITORING ACTIVITIES

Conducting field visits to Greater
Cairo, Atexandria, Port Said and Suez
Governorate Districts for monitoring
RUS and LD 11 sub-projects in both
Investment and Maintenance Plan areas.

Sub-project spot ficld fnspections,
both Investment and Maintenance Plans.

DEVELOP 3RD YEAR LD Il MAINTENANCE AND
INVESTMENT PLANS

Conducting meetings with individuat
district planning and coordination
officials to agree on Plans/schedutes.

Prepare individual maintenance needs
form for each Governmental facitity
based on district engineers fietld
visits and observations.

Match needs with MOF maintenance funds

Identification of monthi, physical
and financiat progress in indivi-
dual sub-projects.

provision of technical assistance
when required.

Governorate and district level
officials become completely aware ’
of planning, budgeting and imple-
mentation cyctle.

Description, priority and prelimi-
nary costs of individual facility
maintenance nceds

Proposed maintenance sub-project
list

On-going

on-going

July 1988

End July 1988

Mid Scpt, 1988

Gain finol approval of Maintenance Approved plans. Mid Nov, 1988
Plons by executive and popular coun-

cils at district and governorate

levels.

Gain final approval of Maintenance Approved maintenance plans. End Kov, 1988
Plans by GLDC and then ULDC.

Funding Maintenance Plans from MOF, F.ded plans. Mid Dec, 1988
MILESTONE (1) 3RD YEAR LD I1 MATNTENANCE PLANS MID DEC, 1988

FUNDED

Hatch needs with investment fund
sources:

- block grant (US & HP)

- gservices and development funds

- self-help

A preliminary nceds assessment will be
used.

A preliminary proposed sub-project
list, prioritized in accordance
with LD 11 Urban criteria and
incorporating needs assessments
classified by governorate, district
and service departments.

End Sept, 1988
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Task 5, BASIC SERVICES DELIVERY SYSTEM WORK PLAN

TASK NO WORK ACTIVITY OUTPUT/DELIVERABLES TARGET COMPLETION DATE
5.2.8 Prepare individual sub-profect concep- ] Proposed sub-projects technically End Sept, 1988
tual description forms; project defined and costed out.
sketches and cost estimates will be
attached.
5.2.9 Gain final approval of Plans by Execu- | Approved Plans. End Nov, 1988
tive and Popular Councils at district
and governorate levels.
MILESTONE (2) OBTAIN CERTIFICATES SIGNED BY END NOV, 1988
DISTRICT CHIEFS AND POPULAR COUNCIL
CHAIRMEN
5.2.10 Gain final spproval of plans by GLDC Approved Investment Plans. End of Nov 1988
and then ULDC.
5.2.11 Validate bank deposits of Egyptian Bank statement wWill be obtained
contributions (10X of block grants) in | verifying deposits of 5% LSDF and
separate bank account. 5% MB. Submission of approved
plans to USAID for funding.
5.2.12 Define funding eligibility status on End Nov, 1988
the date fixed by USAID.
5.2.13 Fund LD 11 3rd Investment Plan. Checks will be issued to each End Dec, 1988
individual eligible district to
implement their plans.
MILESTONE (3) 3RD YEAR LD I! INVESTMENT PLAN END DEC, 1988
FUNDED
5.3 IMPLEMENTATION OF 3RD YEAR LD Il
MAINTENANCE AND INVESTMENT PLANS
5.3.1 Prepare tender documents for proposed | Following design and tender docu- On-going

sub-projects. Engincering and procure-
ment departments Will be consulted.
Large or complex sub-projects which
require special design skills will be
given to individual consultonts.

ments Will be completed:

- soil tests for multistory struct-
ures

- complete drawings to includa
civil, structural, architectural,
mechanical and electrical as '
required.

- specifications, bill of quanti-
ties and cost estimates.
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Task 5, BASIC SERVICES DELIVERY SYSTEM WORK PLAN

TASK NO

WORK ACTIVITY

OUTPUT/DELIVERABLES

TARGET COMPLETION DATE

5.3.2

5.3.3

5.3.4

5.4

5.4.1

participate in individual sub-project

processes for contractor selection and

contract award:

a. prequalified contractors list will
be prepared with adequate documents
showing contractors technical and
finoncial cepabilities.

b. each bidder will submit work
schedule.

c. the selection will be in compliance
with law No. 9/83.

Inplement individual sub-projects:

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

b. assignment of district staff for
construction surveillancz.

c. establishment of adequate financial
monitorfng reporting system.

d. establishment of adequate quality
control system.

Individual sub-project final accept-

ance:

a. users will be involved in receiving
comittee conducting inspection

b. assurance of project implementation
fn accordance with initially con-
tracted specifications and drawings

c. site to be clear after clearwp of
construction debris.

d. adequate installation of equipment

¢. establisment of O8M system for each
sub-project,

NEEDS ASSESSMENT SURVEYS

Complete education, health and youth
needs assessment reports for Suez
and Port Said, specifically:

a. type in Arabic then translate and
type English version for Suez edu-
cation, health and youth facilities

b. expedite Port Said health facili-
ties needs assessment forms.

c. Instruct and follow-up Port Said
district staff in conducting needs
assessment analyses for education,
health and youth facilitics.

Lists of pre-qualified contractors
for cach governorates.

Initiate sub-project progress
reports for Maintenance and Invest-
ment Plans.

Needs Assessments, when completed,
compiled, verified and translated
into English, will serve as founda-
tion for next investment plans and
will also constitute a training
exercise for GOE persomel who witl
have responsibility for needs
assessment analyses in future.

On-going

On-going

On-going

End Nov, 1988




Task 5, BASIC SERVICES DELIVERY SYSTEM WORK PLAN

TASK HO

WORK ACTIVITY

OUTPUT/DELIVERABLES

TARGET COMPLETION DATE

5.4.2

5.4.3

5.4.4

5.4.5

5.4.6

5.4.7

5.4.8

Coordinate district efforts in order
to update education, health and youth
needs anssessment forms for Greater
Cairo and Alexandria; current defi-
ciencies are as shown in tabulated
form in narrative. Orient and follow-
up atl districts in the conducting of
the needs assessment anslyses.

Complete roads, scwers and potoble
water needs assessments for Port Soid
and Suez. Instruct district staff in
completion of analyses procedures.

Develop up-grading or renovation needs
forms for non-mobile equipment by
governorsate ard district. Coordinate
with district personnel and receive
data.

List various non-mobile equipment
donor programs, both current and
potential.

Develop road, sewer and potable water
necds assessment reports for Greoter
Cairo and Alexandris. Coordinste with
district personnel and receive data.

Priorities needs for upgrading ond
renovation, as well as needs for new
facilities by governorate, district
and service department; both Popular
and Executive Councils will be in-
volved.

Identify unit costs for various types
of basic service nreas. Engineering
departments will be involved to utit-
ize the availsble actual costs derived
from recent contracts.

Upgrading and renovation requira-
ments will be defined for priority
11 as well as future extension re-
quirements for priority I11 for all
governorates. OJT will be provided
to GOE personnel engaged in data
collection or compilation,

Deficiencies will be portrayed on
road utility meps.

List of equipment to be delivered
by other programs; required to
avoid duplication,

Roods Identified as having defi-
ciencies will be classified as un-
paved or as paved but requiring
overlay.

List of high priority needs to be
incorporated into investment plans
unft costs to be available for
budgeting purposes.

Unit costs to be available for
budgeting purposes.

End Nov, 1988

End Nov, 1988

End Jan, 1989

End Jan, 1989

End Jan, 1989

End Feb, 1989

End March, 1989

5.5

MILESTONE (4)

COMPLETION OF EQUIPMENT AND INFRA-
STRUCTURE NEEDS ASSESSMENTS

END MARCH, 1989

PROJECT REVIEW

Review and snalyze progress, accom-
plishments, problems, and limitations.
Based on conclusions formulate recom-
mendat fons.

Final Report.

MHILESTONE (5)

COMPLETED FINAL REPORT

END SEPT, 1989

A4
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TASK 5, BASIC SERVICES DELIVERY SYSTEM WORK PLAN

TASK NO

WORK ACTIVITY

OUTPUT/DEL I VERABLES

TARGET COMPLETION DATE

5.6

5.6.1

5.6.2

5.6.3

5.6.4

5.6.5

5.6.0

5.6.7

5.6.8

5.6.9

5.6.10

5.6.1

DEVELOP 4TH YEAR LD-II1 MAINTENANCE AND
INVESTMENT PLANS

Conducting meetings with individual
district planning and coordination
officials to sgree on plans/schedules.

Prepare individual maintenance needs
form for each Governmental facility
based on district engineers field
visits and observations.

Match needs with MOF maintenance funds
Gain final approval of Pluns by execu-
tive ond popular councile at district

and governorate levels.

Gain final approval of Plans by GLDC
and then ULDC.

Funding Maintenance Plans from MOF.

Governorate and district level
officials become completely aware .
of planning, budgeting and imple-
mentation cycle.

Described, prioritized and prelimi-

nary costed individual facility
maintenance needs

Proposed maintenance sub-project
list.
Approved Plans.

Approved Maintenance Plans.

Funded Plans,

End July, 1989

End July, 1989

N

Mid August, 1989

End August, 89

Mid Sept, 1989

Erd Sept, 1989

NILESTONE (6)

4TH YEAR MAINTEHANCE PLANS FUNDED

Match needs with investment fund
sources:

- block grant (US & WP)

- services and development funds

- self-helf

(Completed needs assessment will be
used)

Prepare individual sub-project concep-
tual description forms; project
sketches and cost estimates will be
attached.

Gain final approval of Plans by Exccu-
tive and Popular Councils at district
and governorate levels.

A preliminary proposed sub-project
list, prioritized in accordance
with LD II criteria and incorporat-
ing needs assessments classified by
governorate, district and service
departments.

Proposed sub-projects technically
defined and costed out.

Approved Plans.

End Scpt, 1989

End Sept, 1989

End Oct, 1989

NILESTONE (7)

OBTAIN CERTIFICATES SIGNED BY
DISTRICT CHIEFS AND POPULAR COUNCIL
CHAIRMEN.

END OCT, 1989

Gain final opproval of Plans by GLDC
and then ULDC.

Validate bank deposits of Egyptian
contributions (10X of block grants) in
separate bank accounts.

Approved Investment Plans,

Bank statements will be ootained
verifying deposits of 5% LSDF and
5% MP. Submission of approved
plans to USAID for funding.

End Nov, 1989

A-5
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Task 5, BASIC SERVICES DELIVERY SYSTEM, WORK PLAN

TASK KO

WORK ACTIVITY

OUTPUT/DELIVERABLES

TARGET COMPLETION DATE

5.6.12

5.6.13

5.7

5.7.1

5.7.2

5.7.3

5.7.4

Define funding eligibility status on
the date fixed by AID.

Fund LD 11 4th year Plan.

Checks will be issued to each eli-
gible district to implement plan.

End Nov, 1989

End Dec, 1989

MILESTONE (8)

4TH YEAR LD 11 URBAN PLAN FUNDED

END DEC, 1989

IMPLEMENTATION OF 4TH YEAR LD II URBAN
MAINTENANCE AND INVESTMENT PLANS

Prepare tender documents for proposed
sub-projects. Engincering and procure-
ment departments will be consulted.
Large or complex sub-projects which
require special design skills witl be
given to individual consultants.

Participate in individual sub-project
processes for contractor selection
and contract award:

a. prequal ified contractors list will
be prepared with adequate documents
showing contractors technical and
financial capubilities

b. ecach bidder will submit work sche-
dule

c. the selection will be in compliance
with Law No, 9/83,

Implement individual sub-projects:

n. sites to be given to contractors
frec from any obstacles

b. assignment of district staff for
construction surveil lance

c. estoblishment of adequate financial
monitoring reporting system

d. establishment of adequate quality
control system.

Individual suwo-project final accept-

ance:

a. Users will be involved in receiving
commi ttee conducting inspection

b. assurance of project implementation
in accordance with initially con-
tracted specifications and drawings

Following design and tender docu-

ments Will be completed:

- soil tests for multistory struc-
tures

- complete drawings to include
civil,structural, architezturat,
mechanical and electrical as
required.

- specifications, bill of quonti-
ties and cost estimates.

Lists of pre-quatified contractors
for cach governorate.

Initiate sub-project progress
reports for investment and mainte-
nance plans.

On-going

On-going

On-going




Task 5, BASIC SERVICES DELIVERY SYSTEM, WORK PLAN

TASK NO WORK ACTIVITY OUTPUT/DELIVERABLES ' TARGET CCMPLETION DATE
c. site to ke clear after cleanup of
construction debric
d. edequate installation of equipment
e. establishment on O2M system for
each sub-project.
5.8 DEVELOP 5TH YEAR LD II MAINTENANCE AND
INVESTMENT PLANS
5.8.1 Conducting meetings with individual Governorate and district level End July, 1990
district planning and coordination officials become completely awsre
officials to agree on plans/schedules. | of planning, budgeting and imple-~
mentation cycle,
5.8.2 Prepare individual maintenance needs Description, priority and prelimi- | End July, 1990
form for each Governmental focility nory costs of individual maintenan-
besed on district engineers field ce needs.
visits and observations.
5.8.3 Match neads with MOF maintenance funds | Proposed maintenance sub-project Mid August, 1970
list.
5.8.4 Gain final epproval of Maintenance Approved Plans. End August, 1990
Plans by executive and popular coun-
cils at district and governorate
levels.
5.8.5 Gain final approval of Maintenance Approved Maintenance Plans. Mid Sept, 1990
plans by GLDC and then ULDC.
5.8.6 Funding Maintenance Plans from MOF. Funded Plans. End Sept, 1990
MILESTOKE (9) STH YEAk LD ]I MAINTENANCE PLAN End Sept, 1990
FUNDED
5.8.7 Match needs with Investment Fund A preliminary proposed sub-project | End Sept, 1990
sources: list, prioritized in accordance
- block grant (US & MP) with LD 11 Urban criteria and
- gervices and development funds incorporating needs assessments
- self-help. classified by governorate, district
and service departments.
5.8.8 Prepare individual sub-project concep- | Proposed sub-projects technically End Sept, 1990
tual description forms; project sket- | defined and costed out.
ches and cost estimates will be
attached,
5.8.9 Gain final approval of Investment Approved Plans. End Oct, 1990
Plans by Executive and Popular Coun-
cils at district and governorate
levels.
MILESTONE (10) OBTAIN CERTIFICATES SIGNED BY END OCT, 1990

DISTRICT CHIEFS AND POPIILAR COUNCIL
CHATRMEN
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Task 5, BASIC SERVICES DELIVERY SYSTEM WORK PLAN

TASK KO WORK ACTIVITY OUTPUT/DELIVERABLES TARGET COMPLETION DATE
5.8.10 Gain final epproval of Plans by GLDC Approved Investment Plans. End Nov, 1990
and then ULDC.
5.8.1 Validate bank deposits of Egyptian Bank statements will be obtained
contributions (10% of block grents) in verifying deposits of 5% LSDF and
separate bank accounts. 5X MB. Submission of &pproved
plans to USAID for funding.
5.8.12 Define funding eligibility status on End Nov, 1990
the date fixed by USAID.
5.8.13 Fund LD Il S5th year Plons. Checks will be issuad to each eli- | End Dec, 1990
cible diztrict to inplement plan.
MILESTONE (11) STH YEAR LD 11 INVESTMENT PLANS END DEC, 1990

FUNDED




Task 5, BASIC SERVICES DELIVERY SYSTEM - PHASE 11

Work Activity Phoge 11
Task Description st atr pd aQtr Bd Qtr hth Gtr pth atr pth atr Brd yr
5.1 CONTINUANCE OF MONITORING ACTIVITIES
5.1.1 Field visits to all districts
5.1.2 Sub-project spot field inspections
5.2 DEVELOP 3RD YEAR LD I1 MAINTENANCE AND
INVESTMENT PLANS
5.2.1 Meeting with district officials =
5.2.2 Preparation of maintenance needs form -
5.2.3 Drafting of maintenance sub-project lists —
5.2.4 Approvo! of Maintenance Plans by Executive —
and Popular Cuuncils in each district
5.2.5 Approval of Maintenance Plans by GLDC & ULDC —
5.2.6 Fuding of Maintenance Plans —
5.2.7 |Drofting of Investment Plan SP lists —_—
5.2.8 [Preparation of SP description forms ——
5.2.9 Final approval of Investment Plans by —
Executive and Popular Councils in eoch
district
5.2.10 | Approval of Investment Plans by GLDC & ULDC -
5.2.11 | Bank deposits of Egyptian contributions —
5.2.12 | Final check of eligibility status —
5.2.13 | Funding LD Il 3rd Investment Plans —1
5.3 IHPLEMENTATION OF 3RD LD II MAINTENANCE AND
INVESTHMENT PLANS
5.3.1 Tender document preparation
5.3.2 SP centractors selection and awarding
5.3.3 SP implementation
5.3.4 SP handing over
A-9
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Task 5, BASIC SERVICES DELIVERY SYSTEM - PHASE Il

Work Activity Phase I1
Task Description 'st atr Pd atr Bd atr fth atr pth atr pth atr Brd yr
5.4 NEEDS ASSZSSMENT SURVEZYS
5.4.1 Infrastructure needs assessment for Suez
and Port Said
5.4.2 Infrastructure needs ‘assessment for Greater
Cairo and Alexandria
5.4.3 utilities needs assessment for Port Said and
Suez
5.4.4 Non-mobile equipment neceds assessment
5.4.5 Non-mobite equipment donor program status
5.4.6 Utitities necds assessment for Greater Cairo
and Alexandria
5.4.7 |Prioritization of needs
5.4.8 |Unit costs identification
5.5 FINAL REPORT -
5.6 DEVELOP 4TH YEAR LD 11 MAINTENANCE AND
INVESTMENT PLANS
5.6.1 Mecting with district officials —
5.6.2 Preparation of maintenance needs form f—
5.6.3 Drofting of maintenance sub-project lists —
5.6.4 Approval of Maintenance Plans by Executive and
and Popular Councils in each district
5.6.5 Approval of Maintenance Plans by GLDC and -
uLoc
5.6.6 Funding of Maintenance Plans -
5.6.7 prafting of Investment Plan SP lists —
5.6.8 Preparation of SP description forms et
5.6.9 Final approval of Investment Plani by Execu- F—
tive and Popular Councils {n cach district
5.6.10 | Approval of Invcstment Plans by GLDC & ULDC -
5.6.11 |Bank deposits of Egyptian contribution and
5.6.12 | Final check of eligibility status -_
5.6.13 | Funding LD 11 3rd Investment Plans -

A-10
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Work Activity

Phase 11

Task Description st atr Pd atr Bd Otr fth Qtr Eth Qtr Bth Qtr Brd yr
5.7 IMPLEMENTATION OF 4TH LD 11 MAINTENANCE AXD
INVESTMENT PLANS
5.7 Terdar document preparation
5.7.2 sP contractors selection and awarding ——n—]
5.7.3 sp implementation —
5.7.4 sP handing over —
5.8 DEVELOP STH YEAR LD 11 MAINTENANCE AND
INVESTMENT PLANS
5.8.1 Meeting with district officials -
5.8.2 Preparation of maintecnance needs form -
5.8.3 orafting of maintenance sub-project lists -
5.8.4 Approval of Plans by executive ond popular -
councils in cach district
5.8.5 Approval of Plans by GLDC and ULDC -
5.8.6 funding of Maintenance Plans -
5.8.7 prafting of Investmment Plan SP lists -
5.8.8 Preparation of SP description forms —_
5.3.9 Final approval of Plans by Executive and -1
Popular Councils in each district
5.8.10 Approval of Plans by GLOC and ULDC -
5.8.11 Bank deposits of Egyptian contributions 1
5.8.12 final check of cligibility status -
5.8.13 Funding LD 11 4th year Plans -1
A-11



SECTION 3

TASK 6 - PROGRAMMING, BUDGETING WORK PLAN

FASK No WORK ACTIVITY OUT PUT/ DELIVERABLES TARGET COMPLEYION DATE
6.10 Phase 11 Inftfation
6.10.1| Obtain USAID/GOE approval to proceed to Phaose | USAID GOE opproval of Phase Il recommendstions | End July, 1983
11 IN Disgnostic Report
6.10.2 | Reflect approved changes to draft Phase 11 Approved changes incorportaed in Phase 11 W/P
Work Program
6.10.3 | Preparc & site specific OMED responsibilities | OMED detail Work Program by selected governo-
for Phase 11 activities rates
MILESTONE (1) LD 11-PHASE 11 APPROVAL TO PROCEED FROM USAID | END JULY, 1988
AND GOE
6.1 Progress Reporting Coordination & Hanagement
6.11,1] Conduct monthly progress reports & meetings Progress meetings conducted & status reports On-going
conpleted
6.11.2 | Participate in GLDC & ULDC scheduled meetings | Consensus building by ULDC & GLOC tn-going
6.11.3 | Install project management sof tware package Management of action packoge on-going
6.12 Develop CHED Offices
6.12.1| Complete appointment of CMED director & staff |2 OMED office dircctors & staff on-hand for End Sept, 1988
in at least 2 governorates 1989-90 budget devclopment process
6.12.2} Appoint OMED directors & staff in remaining OMED directors & staff operational in all End July, 1989
governorates governorates
6.12.3| Provide physicol support, equipment & software | Equipment & software purchased & installed at €nd Oct, 1988
w2 governorates in 1988"
remaining governorates in 1989
6.12.4 | Troin & provide TA to develop staff copabili- | Skill transfcr of onalytical capabilities on on-going
ties finencial plonning issues
. odministrative procedures to ensure inter-
agency cooperation & coordination
. basic stratepies related to govt fiscal
operations & policy development are develop-
ed
. sectoral plans & programs based on develop-
ment proposals & financing sources are
formulated
. criteria for prioritizing & operating
budgets are developed
. LD 11 050S,08M & Solid Waste action packages
are intergrated into total governorate
operations
HILCSTONE (2) 2 OMED OFFICES OPERATIONAL END OCT, 1988

MILESTONE (3)

CMED OFFICE OPERATIONAL IN ALL GOVERNORATES

END OCT, 1989
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TASK 6 « PROGRAMMING, BUDGETING WORK PLAN (cont)

TASK No WORK ACTIVITY QUTPUT/ DELIVERABLES TARGET COMPLETION DATE
6.13 Develop Current Budget Development System
6.13.1| Design specifications ns part of current Detai{ specifications for software selection Firet Sept, 1988
budget teom
6.13.2 | Assist {n software implementation Identification of Govt staff to be trained & First Jan, 1989
on-going evaluation of system objectives
6.13.3 | Preparc new procedures & process manuals Kew Current Budget development user operating | End Oct, 1988
instructions
6.13.4 | Imploment new current budget development New process adopted & operating to process End March, 1989
system in selected governcrate budget requests & reporting for Current Budget
6.13.5 | Implement new current budget develcpment New process adopted & operating in other Govts | End March, 19720
systom in other governorates
6.13.6 | Coordinate training with TA training team Integroted training & TA with periodic assess- | On-going
ment of training nceds & results
MILESTONE (4) SELECTED GOVERNORATE CCNSOLIDATED DRAFT BUDGET | END JAN, 1989
REPORT TO THE FINANCE DIRECTORATE
MILESTONE (5) ALL GOVERNORATES CONSOLIOATED DRAFT BUDGET END JAN, 1990
REPORT TO THE FINANCE DIRECTORATE
6.14 Develop Multi-Year Capital Budget Development
System
6.14.1| Prepare Cepital Improvement Program(CIP) CIP operating instructicns & table of contents | End Scpt, 1988
procedures and process
6.14.2 ] Implement CIP process in selected governorate | Draft CIP document sutmitted for Councils End Morch, 1989
approval CIP document utilized as basis of
capital budget developnent
6.14.3 | Implement CIP process in other governorate on | Other governorotes adopt process & implement
a phased basis on a phased basis:
- four in 1990 * End March, 1990
6.14.4 | Design multi-year Capitul Budget development Operating instructions & forms availoble to End Dec, 1988
process and procedures agencies
6.14.5 | Assist in design of detail computer specifica- | Specifications for multi-year copital budget First Sept, 1988
tions ovailable for software selection/design
6.14.61 Implement multi-year Copital Budget develop- Capital Budget preparcd on o multi-year basis | End March, 1989
ment system in sclected governorate annual Capital Budget informatfon submitted to
HOP
6.14.7| Implement multi-year Copital Budget develop- Other governorates adopt process,trained &

ment system in other governorotes on a phased
basis

implement on o phased basis:
- four in 1990 *

End Horch, 1990

* Subject to March B9 Review

A-13
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TASK 6 - PROGRAMMING, BUDGETING WORK PLAN (cont)

matrix

chapters

FASK No WORK ACTIVITY OQUTPUT/ DELIVERABLES TARGET COMPLETION DATI
6.14,.8] Coordinate training with YA training team Integrated training & TA periodic assessment On-going
of training needs and results
MILESTONE (6) MULT]-YEAR BUDGET PROCESS INSTITUTED 8Y END MARCH, 1989
SELECTED GOVERHORATE FOR 1989-90 BUDGET
MILESTONE (7) MULTI YEAR BUDGET IWSTITUTED BY FOUR GOVERNO- END MARCH, 1990
RATES FOR 1990-91 BUDGET *
6.15 Prepare Governorate 5 Ycar Forecast
6.15.1] Coaplete forecast model specifications Specifications for dota and camputer software | End July, 1988
defined and model specified
6.15.2| Coordinate governcrate historical data gather- ( OMED staff prepare dota input to muwdel End Oct, 1988
ing with OMED staff
6.15.31 select & install forccasting computer software | OMED staff trained & prepared to forecast End Oct, 1988
in selected Governorate(s) 1989-90 period
6.15.4 | Prepare forecast for 1989-90 budget develop- Forecast for 1989-90 budget development period | End Dec, 1988
ment
6.15.5 | Update forecast quarterly Quarterly forecast u.date based on current On-going
information
MILESTONE (8) 1989-90 1992-93 FORECAST OF REVENUES & END DEC, 1989
EXPENDITURES FOR SELECTED GOVERNORATE(S)
6.16 Prepare Annual Maintenance Plan
6.16.1| Integration of Plan in selected governorate Coordination and integration of Annual Moint. | End Dec, 1988
Plan in 1989-90 budget process in selected
governorate
6.16,2| Integration of Plan in other governorates Remaining goverrorates prepare & integrate End Dec, 1989
plon in annual budget process
6.17 Develop A Progrom Budget System For Governorate
Current Budgets
6.17.1 Oefine the organizations of the general secre- | Orientation of managers First March, 1989
teriate area to be converted in 1 governorate
6.17.2| Develop a program matrix for the sclected arca | Program matrix of General Secretariste opera- | End May, 1989
tions
6.17.3 | Assist in design of computer software Program budget software to process & report End July, 1989
1990-91 requests & convert programs to
chepters
6.17.4 | Recast 1989-90 budget forecast into program Conversion of 1989-90 budget expenditure End Sept, 1989

* Subject to March 89 keview
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TASK 6 - PROGRAMMING, BUDGETING WORK PLAN (cont)

TARGET COMPLETIOR DATE

FASK Ko WORK ACTIVITY QUTPUT/ DELIVERABLES
6.17.5 | Budget requests received on program format Budget requests received in program format End Dec, 1989
6.17.6 | Prepare recommendations for Governor in Program bud;eting process and budget format End Jan, 1990
program format
MILESTONE (9) PROGRAM BUDGET FIRST FEB, 1990
6.18 Prepare LD I1 Urbon Final Report For Task 6
Action Package
6.18.1| Prepare findings & recommendations summarizing | Findings & recommendations on Task 6 End Aug, 1989
implementation progress on sction package
6.18.2 1 Prepare draft report & discuss with client . draft report End Aug, 1989
. discussion of implementation progress
6.18.3 | Prepare Final Report Final Report on project action pockage End Sept. 1989

MILESTORE ¢10)

FINAL REPORT ON ACTION PACKAGE 6

END DEC, 1989
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Task 6 - Programming, Budgeting Work Program - Phase 11

Work Activity Phase 11
Task Description let Qtr Pd Qtr Bd Qtr fth Atr Bth atr pth atr Brd yr
6.10 PHASE 11 Initiation o
6.11 Progress Reporting Coordination & Management
6.11.1 Honthly progress reports & meetings
6.11.2 | participate in GLOC & ULDC scheduled
meetings
6.11.3 Implement DHAS Project management system —
6.12 Devclop OMED Offices
6.12.1 Complete appointments of directors & staff
in 2 govermorates
6.12.2 Appaint directors & stoff in remaining Govt
6.12.3 Provide physical support,equip. & software —_—
6.12.4 Train & provide continuing TA to develop
skill copabilities
6.13 Devetop Current Budget Devetopment System
6.13.1 Design specifications apmand
6.13.2 | Assfst in software implementation with MIS
TA team
6.13.3 Prepare new procedurcs & process manuals
6.13.4 Implement new current budget development
system in selected governorate
6.13.5 Implement new current budget devel opment
system in other governorate
6.13.6 Coordinate training with TA training team —— —_——
6.14 Develop Multi-Year Cupital Budget Develop-
ment System
6.14.1 Prepare copital fmprov. program procedures
& process
6.14.2 Implement CIP process in sclected Govt.
6.14.3 Implement CIP process in other governorate
6.14.4 Design multi-ycor cepitat budget procedures
& process
6.14.5 hssist in design of detail computer specif.
6.14.6 Implement nulti-year capital budget process
in selected governorate
6.14.7 Implement multi-year copital budgct process
in other governorates
6.14.8 | Coordinate training with TA training tcom —_ ———
6.15 Prepare Governorate 5 Year Forecast
6.15.1 Complete forecast model specifications p—
6.15.2 Coordinate governorate historical data
gathering et et
6.15.3 Sclect & install forccasting computer soft-
ware
A-16



TASK 6 - Programming, Budgeting Work Program - Phase Il

Work Activity Phase 11
Task Description Bd Qtr fth Qtr
6.15.4 Prepare forecast for 1989-90 budget develop
6.15.5 Update quarterly as required — —
6.16 Prepare Annual Maintenance Plan For Budget
Development Process
.17 Develop A Program Budget System for Governo-
rate Current Budgets
6.17.1 pefine general secreteriat area of selected
governorate to be converted
6.17.2 Develop program matrix structure -—_—T
6.17.3 Assist in design of computer software
6.17.4 Recast 1989-90 budget into program matrix
6.17.5 Prepare budget request for 1990-91 budget
in program format
6.17.6 Prepare program & chepter budget recommen-
dations to Governor
5.18 Prepare LD 11 Urban Final Report




TASK 6 MANAGEMENT INFORMATION SYSTEMS
WORK PLAN

TASK RO WORK ACTIVITY OUTPUT/DELIVERABLES TARGET COMPLETION DATE
6.1 PROJECT TRACKING SYSTEM INSTALLATION
6.1.1 Translate Users Manual Arabic Users Manual Mid July, 1988
6.1.2 Prepare Sites Sites Operating End Aug, 1988
6.1.3 Train GOE Staff in 6 Govarnorates 48 GOE Staff Trained End Sept, 1988
6.1.4 Install System in 6 Governorates Install Software End Sept, 1988
Develop Data Entry Requirements
Data Entered
System Operating
System Checked and Debugged
6.1.5 Establish TA Office lielp Desk Kelp Desk Operating End Sept, 1988
MILESTONE (1) ARABIC PROJECT TRACKING SYSTEM END SEPT, 1988
INSTALLED IN 6 GOVERNORATES
6.2.0 CURRENT BUDGET SYSTEM DEVELOPMENT
6.2.1 Choose Pilot Governorate Pilot Governorate Chosen Mid July, 1988
6.2.2 Form Develorment Team Team Established End July, 1988
MIS TA Staff
OMED TA Staff
GOE TA Staff
6.2.3 Finalize Requirements Processes Diagromed End Aug, 1988
Data Elements Defined
Reports Designed
6.2.4 Build Software Software Built Mid Oct, 1988
Software Arabized
6.2.5 Plan Installation 1mplementation Plan Mid oct, 1988
6.2.6 Train GOE Staff GOE Staff Trained Mid Oct, 1988
6.2.7 Install Software in Pilot Govt. Software Instolled/Debugged Mid Nov, 1988
HILESTONE (2) SYSTEM OPERATING IN TWO PILOT END NOv, 1988
COVERNORATES FOR 1989/90 BUDGEY
6.2.8 Eveluate System Systew Cvaluation Report Mid May, 1969
MILESTONE (3) SYSTEM EVALUATED MID MAY, 1989
AT PILOT GOVERNORATE
6.2.9 Install Current Budget System in System Installed in other 4 End Sept, 1989

4 governorates

Governorates

MILESTONE (4)

CURRENT BUDGET SYSTEM
OPERATING IN ALL GOVERNORATES

END SEPT, 1989

A-18
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TASK 6 MANAGEMENT INFORMATION SYSTEMS
WORK PLAN

TASK NO WORK ACTIVITY OUTPUT/DEL IVERABLES TARGET COMPLETION DATE
6.3.0 CAPITAL BUDGET SYSTEM DEVELOPMENT
6.3.1 Choose Pilot Governorate Pilot Governorate Chosen Mid July, 1988
6.3.2 Form Development Team Team Established End July, 1988
MIS TA Staff
OMED TA Staff
GOE TA Staff
6.3.3 Finalize Requirements Processes Diagramed End Aug, 1988
Dato Elements Defined
Reports Designed
6.3.4 Build Software Software Built Mid Oct, 1988
Software Modified
Software Arabized
6.3.5 Plan Installation Implementation Plan Mid Oct, 1988
6.3.6 Train GOE Staff GOE Staff Trained Mid Oct, 1988
6.3.7 Install Softuare in Pilot Govt. Software Installed/Debugged Mid Hov, 1988
MILESTONE (5) SYSTEM OPERATING IN TWO PILOT END MOV, 1988
GOVERNORATES FOR 1989/90 BUDGET
6.3.8 Evaluate System System Evaluation Report Mid May 1989
MILESTONE (6) SYSTEM EVALUATED MID MAY 1989
AT PILOT GOVERNORATE
6.3.9 Install System In other 4 Governorates | System installed in other & Govern* | End Nov, 1989

MILESTONE (7)

CAPITAL BUDGET SYSTEM
OPERATING IN 6 GOVERNORATES

END NOV, 1989

* Subject to March 89 Review.
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TASK 6 MANAGEMENT INFORMATION SYSTEMS

WORK PLAK
TASK NO WORK ACTIVITY OUTPUT/DELIVERABLES TARGET COMPLETION DATE
6.4.0 MIS NEEDS ASSESSMENT
6.4.1 Choose Governorate Pilot Governorate Chosen End June, 1989
6.4.2 fhoose Area of Emphasis Area of Emphasis Chosen Mid July, 1989
6.4.3 Interview GOE Staff Interviews Completed Mid Aug, 1989
6.4.4 Determine Scope Scope Determined End Aug, 1989
Keeds Documented
6.4.5 Perform Feasibility Study Feasibility Study Report Mid Oct, 1989
Process Diagramed
Data Elements Defined
Implementation Plan
Alternatives
Resources Keeded
Budget Proposed
KILESTONE (9) MIS NEEDS ASSESSED IN PILOT MlD ocT, 1989
GOVERNORATE
6.5.0 PREPARE LDII MIS FINAL REFORT
6.5.1 Prepare Findings and Recamendations | Progress Summarized End Auz, 1989
Findings
Recommendat ions
6.5.2 Prepare Draft Report and Discuss Draft Report Mid Sept, 1989
with Client/s Client Discussion
6.5.3 Prepare Final Report and Present Final Report on Action Package End Sept, 1989
to Client/s Report Precented to Client/s
MILESTONE (10) FINAL REPORT ON ACTION PACKAGE END SEPT, 1989
COMPLETED
A-20



TASK & - MIS ACTIOH 7/7KAGE

Work Activity Phase 11
Task Description 1st atr 2nd Qtr 3rd atr 4th atr Sth atr 6th atr 3rd yr.
6.1.0 PROJECT TRACKING SYSTEM

INSTALLATION
6.1.1 | Translate Users Monual -
6.1.2 | Prepare Sites —
6.1.3 | Train GOE Staff in 6 Govt.
6.1.4 { Install System in 6 Govt.
6.1.5 | Establish TA 0ff. Help Desk
6.2.0 CURRENT BUDGET SYSTEM

DEVELOPMENT
6.2.1 | Choose Pilot Governorate -
6.2.2 | Form Development Team —
6.2.3 | Finalize Requirements —_—
6.2.4 | Build Software —
6.2.5 |Plan Installation
6.2.6 | Train GOE Staff —_—
6.2.7 | Install Software in 2 Pilot

Governorates -—
6.2.8 | Evaluate System —_
6.2.9 | Install Current Budget

System in all Governorates
6.3.0 [CAPITAL BUDGET SYSTEM

DEVELOPMENT
6.3.1 | Choose Pilot Governorate -
6.3.2 | Form Development Team }—
6.3.3 | Finalize Requirements —
6.3.4 | Build Softwore —_
6.3.5 | Plan Installation
6.3.6 | Train GOE Staff e
6.3.7 | Install Software in 2 Pilot

Governorates —
6.3.8 | Evaluate System —
6.3.9 | Install System in other &

Governorates

A-21
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TASK 6 - MIS ACTION PACKAGE

Work Activity Phase 11
Task Description 1st atr 2nd Qtr 3rd Qtr 4th atr Sth atr 6th atr 3rd yr
6.4.0 MIS NEEDS ASSESSMENT
6.4.1 | Choose Governorate
6.4.2 [ Choose Area of Emphasis
6.4.3 | Interview GOE Staff —_—
6.4.4 ] Determine Scope -
6.4.5 | Perform Feasibility Study b
6.5.0 PREPARE LDII MIS FINAL
REPORT
6.5.1 | Prepare Findings and
Recommendat ions
6.5.2 | Prepare Draft Report and —
Discuss with Client/s
6.5.3 | Prepare Final Report and -
Present to Client/s
A-22
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TASK 7, OPERATIONS AND MAINTEMANCE WORK PLAN

TASK WO WORK ACTIVITY OUTPUT/DEL IVERABLES TARGET COMPLETION DATE
7.3 OPERATION STRATEGY
7.3.1 Monitor garage construction program Construction is completed in accordance End June 1989
fn Cairo Governorate. with plans.
MILESTONE 1 ALL GARAGES AND WORKSHOPS ARE BENEFICIALLY END JUNE 1989
OCCUPIED,
7.3.2 Monitor garage construction Program Construction is completed in accordance End August 1989
in Alexandria Governorate. with plans.
MILESTONE 2 ALL GARAGES AND WORKSHOPS ARE BENEFICIALLY END AUGUST 1989
OCCUPJED.
7.3.3 Monitor the CIP fleet up-grade repair | Parts procured, repirs under-way contract End May 1989
contract in Alexsndria Governorote. owarded.
MILESTONE 3 ONE TIME REPAIRS ARE COMPLETED, ANNUAL END JUNE 1989
REPAIR CONTRACT IS IMPLEMENTED.
7.3.4 !mplement fmproved vehicle and Formal course and on-the-job training End March 1989
equipment maintenance system {in conducted for improved maintenance
Sayeda Nafisa Garage in Cairo management.
Governorate.
7.3.5 Implement improved vehicle and equip- | Formal coursa and on-the-job training End March 1989
ment maintenance system in Ras EL conducted for improved maintenance
Soda Garage in Alexandria Governorate. | management.
7.3.6 Implement improved vehicle ond equip- | Formal course and on-the-job training End December 1989
ment maintenance systems in El conducted for improved maintenance
Mohattam, El Kasarct, Helwan and EL management.
Salam garage in Cairo Governorate.
7.3.7 Implement improved vehicle and equip- | Formal course and on-the-job training End December 1989

ment maintenance systoms in Moharrem
Bay, EL Amreya and Semoha Gorages in
Alexandria Garages.

conducted for improved maintenance
management.

MILESTONE 4

SYSTEMATIC PEVCNTIVE MAINTENANCE AND
REPAIR PROGRAMS ESTABLISHED AND EVALUATED
TN NEW GARAGE [N CAJRO AND ALEXANDRIA
COVERNORATES.,

END DECEMBER 1989

BEST AVAILABLE DOCUMENT

A-23

wEN



TASK 7, OPERATIONS AND MAINTENANCE WORK PLAN

TASX NO WORK ACTIVITY OUTPUT/DEL IVERABLES TARGET COMPLETION DATE

7.3.8 Define FY 1989/1990 budget estimates Recommendation submitted to Governorates End March 1989
for Roads and Vehicle Maintenance

7.3.9 Review existing 0ZM management systems Proposals submitted to governorte End December 1988
and prepare proposals defining mainte- authoritics for consideration and implem-
nance levels and appropriate responsbi- | entation
lities ond reporting systems

7.3.10 Assist Governorates in developing equip- | Heeds assessments are prepared jointly End November 1988
ment and plant needs assessments for by Governorate authorities and TAC
Road Maintenance and Vehicle and Equip-
ment Maintenonce
“ILESTONE 5 NEEDS ASSESSMENTS FOR EQUIPMENT AND END NOVEMBER 1988

PLANT FOR ROAD AND VEHICLE MAINTENANCE
ARE IDENTIFIED

7.4 SPECIAL PROJECTS

7.6 Assist Suez Governorate in preparing Special projects submitted to ULDC for End August 1988
a special project proposal for funding consideration
development of Sucz Governorate Roods
Directorate

7.4.2 Assist Sucz Governorate in preparing Special project is submitted to ULDC for End October 1988
a special project for a Governorate funding consideration
Central Workshop operated end managed
by a private sector entity.
MILESTONE 6 SPECIAL PROJECTS SUBMITTED TO ULDC END OCTOBER 1988

7.4.3 Assist governorates in identifying, Special projects are identified, On-going
developing and implementing special developed and inplemented
projects

7.5 HAHPOWER/PRODUCTIVITY

7.5.1 Identify training nceds for garages Required training scheduled. End August 1989

end workshops.

and on-going.

" BEST AVAILABLE DOCUMENT
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TASK 7, OPERATIONS AHD MAINTENANCE WORK PLAN

TASK NO WORK ACTIVITY OUTPUT/DELIVERABLES TARGET COMPLETION DATE

7.5.2 Identify training needs for mainten- Required training scheduled. End August 1989
ance and road maintenance equipment and on-going
operation.

7.5.3 Review existing organization and the Recommendations for Cairo Governorate End June 1989
staffing of 0 & M units and centers in submitted to Cairo Authorities for
districts, CBA’s and governorotes; consideration and fmplementotion.
sratyze for improved efficiency and
ef{ectiveness. Begin with Cairo Gover-
norate and extend to other governorates

7.5.4 Develop work standards ond methods of Standards and information systems are End January 1989
performance measurements With appro- ready for implementation.
priete information systems,

7.5.5 Develop performonce indicators for Performance indicators are estabtished. End Jonuary 1989
garage and workshops.

MILESTONE 7 EFFICIENCY AND EFFECTIVENESS OF HEW END APRIL 1989
GARAGES AND WORSHOPS IMPROVED AS
EVIDEHCED BY REDUCTION OF DOWNTIME OF
VEHICLES AND EQUIPMENT.

7.5.6 Review existing Road Department orga- Recommendations for Suez Governorate End January 1989
nization and staffing and onalyze for submitted to Suez authorities for and on-going
improved efficiency and productivity. consideration and implementation. Other
Begin with Suez Covernorate and extend governorates follow
to other governorates.

7.5.7 Prepare engineering standards, prac- Standards, practices and materials and End February 1989
tices and muterials and equipment equipment specificotions formulated.
specifications,

MILESTONE 8 ROAD MAINTEHANCE 1S ESTABLISHED AS A EHD MARCH 1989
HAJOR FUNCTION AND OPERATION OF ROAD .
DEPARTHENTS
7.6 EQUIPMENT/STORES

7.6.1 Assist central, zonal and district Spare parts warchouse and/or storerooms End May 1989
garages and workshops in developing using Kardex system are operating in and on-going
effective inventory control system each governoratc.
and warchousing.

MILESTONS 9 THVENTORY CONTROL SYSTEM USING KARDEX END MAY 1989

SYSTEM 15 ESTABLISPZD [N NEW GARAGES
AND WORKSHUPS

IND ON-GOING
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TASK 7, OPERATIONS AND MAINTENANCE WORK PLAN

TASK RO

WORK ACTIVITY

OUTPUT/DELIVERABLES

TARGET COMPLETION DATE

7.6.2

7.6.3

7.6.4

Using data gensrated in the LD-I1 Pro-
ject, make a cost comparison analysis
of in-house versus contracting main-
tenance services,

Conduct financial analysis to include
P.M. and repair costs, and define a
system to calculate "repair or replace”
cost justification.

Using data generated and experience
gained in LDII Project, assist gover-
norates in preparing an equipment re-
placement schedule.

Cost/benefits of contract versus in-
house indicated.

Governorates are provided a system on
in which to base “repair or replace
decisfons,

Governorates are provided a system for
preparing on ecquipment replacement
schedule.

End September 1989

End September 1989

End Decenber 1989

7.7

7.7.1

7.7.2

7.7.3

7.7.4

MAINTENAHCE KAHAGEMENT

Implement priority 1 projects for
vehicle and equipment maintenance

Implement priority 1 projects for
road maintenance equipment and plant

Implement rolling stock rchabilitat-
ion program in all governorates

Review and evaluate implemented
organizations, staffing and manag-
ment systems and make appropriate
changes and improvem:nts

Based on nceds assessments (7.3.10)
projects are included in Governorate
oand District Investment Plans.

Based on necds assessments (7.3.10)
projects are included in Governorate
end District investment plans

All governorates fnclude vehicle and
equipement repair in investment plans

Recomendations for improvement to
organizations and systems are furnished
to governorates

End Novenber 1988
And on-going

End November 1988
And on-going

End Novenber 1988

And on-going

End August 1989
Ard on-going

BEST AVAILABLE DOCUMENT
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TASK 7, OPERATIONS AND MAINTENANCE WORK PLAR

TASK NO WORK ACTIVITY OUTPUT/DELIVERABLES TARGET COMPLETION DATE
MILESTONE 10 75% OF FLEETS OF NEW GARAGES AVAILABLE END AUGUST 1989
FOR DISPATCH
7.7.5 Assist governorates in preparing a Based on needs assessments plans are End February 1989
two year maintenance plon for raods prepared for fmplementation AND ON-GOING
MILESTONE 11 TWO YEAR RADD MAINTEHANCE PLANS ARE END FEBRURARY 198%
IMPLEMENYED IH ONE GOVERNORAT
7.8 PROJECT REVIEW
7.8.1 Review and analyze progress, accom- Final report on UM Action Package End September 1989

plishments, problems ond {imitations
and based on conclusions formulate
recomendations

MILESTONE 12

FINAL REPORT COMPLETED

END SEPTEMBER 1989

BEST AVAILABLE DOCUMENT
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TASK 7, OPERATIONS AND MAINTENANCE

WORK ACTIVITY PHASE 11
TASK DESCRIPTION 1st atr |2nd Qtr | 3rd Qtr | 4th Qtr | 5th atr | 6th Qtr | 3rd Yr
7.3 OPERATION STRATEGY
7.3.1 Monitor Cairo garage construction.
7.3.2 Monitor Alexandria garage construction.
7.3.3 Monitor Alexandria CIP Fleet up-grade,
7.3.4 Implement maintenance system in Sayeda
Mefisa Garage, Cairo.
7.3.5 Implement maintenance sytem in Ras EL
Soda Garage, Alexandria,
7.3.6 Implement maintenance systems in EL
HMokattam, El Kosszret, Helwsn ond
El Salam Garages, Cairo.
7.3.7 Implement maintenance systems in
Hoharrem Bey, El Amreya and Semoha
Garages, Alexandria.
7.3.8 Define FY 89/90 budget estimates.
7.3.9 Define majntenance levels.
7.3.10 ] Develop needs assessments for plont
ond equipment for Road Department and
Vehicle and Equipment Mafintenance.
7.4 SPECIAL PROJECTS
7.4.1% Assist Sucz Governorate in preparing
proposal for Development of Roads
Directorate. —
7.4.2 Assist Suez Governorate in preparing
Central Workshops project.
7.4.3 Assist governorates in developing
special projects.,
7.5 MARPOVER/PROOUCTIVITY
7.5.1 Identify training needs for garges and
workshops.
7.5.2 Identify training nceds for road
maintenance,
A-28
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TASK 7, OPERATIONS AND MAINTENANCE

WORK ACTIVITY PHASE 11

TASK DESCRIPTIOH 1st atr |2nd Qtr |3rd Qtr |4th Qtr | S5th Qtr | 6th Qtr | 3rd Yr

7.5.3 | Review existing organizations,

7.5.4 | Develop work standards.

7.5.5 | Develop performance indicators.

7.5.6 }Review Roed Department orgonizations.
7.5.7 | Prepare engineering standards. D
7.6 EQUIPHENT/STORES

7.6.1 | Develop effective inventory control
system.

7.6.2 | Analysis of In-house versus contracting
maintenance services,

7.6.3 | Define a system to calculate “repair
or replace" cost Justification.

7.6.4 | Prepare on equipment replacement
schedule.

7.7 MATNTENANCE MANAGEMENT

7.7.1 | Inpelement priority 1 projects for
vehicles ond equipment maintenance.

7.7.2 | Implement priority 1 projects for
rond maintenance plant ond equipment,

7.7.3 ] Rolling stock rchobititastion programs.,

7.7.%4 | Review implemented organizations and
stoffing.

7.7.5 | Prepare two year road maintenance plan,
7.8 PROJECT REVIEW

7.8.1 | Prepare final report —

BEST AVAILABLE DOCUMENT 2
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TASK B - LAND MANAGEMENT WORK PLAN

ASK No

WORK ACTIVITY

QUT PUT/ DELIVERABLES

TARGET COMPLETION DATE

8.1

8.2

8.2.1

8.2.2

8.2.3

8.2.4

8.2.,5

8.2.6

INCEPTION TASKS
PHASE 11

ESTABLISH LAND MANAGEMENT STRUCTURES IN AS
MANY GOVERNORATES AS POSSIBLE

Prepare land management concepts appropriate to

each governorate

- scope of concept model rouphly follows Cairo
concept paper

- informot discussions with Governorate
officials to fnsure their input into design
= If agreements reached, assistance in develop-

ing Draft Decrees

Formally present concept models to each gover-

norote with agenda of target action dates

- includes follow-up discussion meetings with
concerned officials where details ore
explained

Propose imnediate formation of Land Management

Executive Steering Conmittees

= preliminary List of members revised with
Governorate officials

- necessary Governor’s decree issued

Review & modification of concept models result-

ing in approval of tand msnagement structure &

implementation schedule

- “opproval" §s in writing frum respective
Govecnor or Secretary General. Assfstance
regarding developnent of Draft Decrees is
taken os written approval

Enactment of epproved land management structure
- develop nccescary Gevernor’s orders

- eppoint crucial managerial staff

- asree on space, equipment and office needs

- begin hiring core staff

- set implementation schedule

COMPLETED

Completed concept models for receptive
governorates

(1f agreements reached and concept papers are
not necessary, assistance in drafting decrees
or Governor’s orders will be provided).

Presentation meetings & follow-up discussions
for receptive governorates

LM Executive Steering Committees in place
in receptive governorates

Written approval from receptive governorates

Governors’ orders issued, LM managers in place
for receptive governorates

End Sept, 1988

End Oct, 1988

End Jan, 1989

End Feb, 1989

End Feb, 1989

MILESTONE (1)

CORE LM STRUCTURE IN PLACE IN RECEPTIVE
GOVERNORATES AND STATUS REPORT*

END MARCH, 1989

Consol idation of lend management structures
complete hicing

complete cquipment purchases & preporation of
office spoce

set financing mechanism using housing fund
assign coordination responsibilities

Required "Core" staff recruited and offices
mperating in receptive governorates

End April, 1989

* At the request of USAID two governorates are to be targeted to be operational in January, 1969 and the remaining in June, 1989.

Every attempt would be made to meet this request and the TA contractor will pursue follow-

to the extent possible.
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TASK 8 - LAND MANAGEMENT WORK PLAN

and land banking system

- prepare inventory system for vacant lands

- sct up lond policing and protection system

- prepare land ollocation criteria and
allocation system

- prepare land pricing system and updating
schedule

operational

FASK Ho WORK ACTIVITY OUTPUT/ DELIVERABLES TARGET COMPLETION DATE
8.2.7 | Training efforts
- preliminary manpower needs assessment Manpower needs asscssment completed in recept- | End May, 1989
ive governorates
- training programs for existing governorate
staff (with training task force)
- training for new {and management staff (with
training task force)
8.2.8 | Interagency coordination Operational links establigshed through forma- End May, 1989
tion of Board of Directors or Executive Steer-
- assist Land Management Stcering Comnittee to [ ing Committee membership in receptive
establish required interagency coordination governorates
links
- governorate Land Management Units, through
{and monagement executive steering committee,
estnblishes operational tinks to AJHP (for
upgrading), GOPP (for new urban development)
and other entities such as utilities agencies
HILESTONE (2) FUNCTIONIKG LKHU STRUCTURES IN RECEPTIVE END JUNE, 1989
GOVERNORATES
8.2.9 | Follow-up with remaining governorates Follow-up meetings and status rcports "Linked" to completion
of tasks 8.2.1 through
- attenpt to bring into LM formation program 8.2.8
(Tosks B8.2.2-8.2.5) & subsequently LK
consalidation progrom (Tasks 8.2,6-8.2.8) in
other governorates
RILESTORE (3) LHU STRUCTURES IN PLACE IN “REMAINING® END SEPT, 1989
GOVERNORATES* OR CONTINGENCY TIMING
CITED ABOVE
8.3 INITIATING SPECIFIC LAND MANAGEMERT ACTIVITIES
8.3.1 | Assist LHU’s in project identification Project evaluation guidelines prepared On-going
With target conclusion
- prepare initial list of potential upgrading List of approved candidate projects by end of September,
& new land development sites 1989 for responsive
- establish project evaluation criteria governorates
- cvaluate potential projects
= prepare list of upgrading & new development
projects & submit to executive/steering
committees for approvals
8.3.2 | Assist LMU’s in establishing land inventory Land inventory and land atlocation systems On-going

With target conclusion
by end of September,
1989 for responsive
governorates

* Per request of USAID all remaining governorates should be targeted to have operating land management offices in June, 1989.
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TASK 8 » LAND MANAGEMENT WORK PLAN

TARGET COMPLETION DATE

FASK No WORK ACTIVITY OQUTPUT/ DELIVERABLES
- obtafn necessary approvals for above from
relevant locat entities
8.3.3 | Assist in preparation of First Annual Manage- Approved First Annual LM Implaientation End Sept, 1989
ment Implementaticn and Financing Plans & Financing Plans
- prepare drafts
- obtoin concensus
- obtain spprovals from Executive Steering
Committe Executive Council
8.3.4 | Fast-track “pilot" projects with strong TA Approved "pilot" project plans/programs On going
support
MILESTONE (4) BASIC LMJ FUNCTIONS OPERATING, FIRST PROJECTS | END SEPT, 1989
IDENTIFIED IN RESPONSIVE GOVERNORATES & FINAL
REPORT
8.4 UPGRADING
8.4.1 | “Integrated” upgrading project development Approved “integrated" urban upgrading plans Ly | Deferred to 3rd Year
Governorate
- nssess & ronk deficiencies
- {dentify opportunities/constraints
- evatuate & develop oppropriate planning
stondards
- with AJHP coordinate plans to improve
services
- {dentify protection/prescrvation areas
- determine development cost & quantities
estimates
- prepare action programs/plans & submit for
necessary approvats
8.4.2 | “Companent” upgrading project development Approved “component urbsn upgrading ptans by | Deferred to 3rd yeor
Governorate
- nssess & rank deficiencies
« evaluate & develop appropriate planning
standards
- with BSDS coordinate plons to remove
deficiencies
- determine quantities & component cost
estimates
- prepare action programs/plans & submit for
necessary approvals
8.4.3 | Assist {n preparation of financing plons Approved financing plans for upgrading Deferred to 3rd year
projects (Integrated vs Component)
- "Integrated” upgrading projects
- "Component” upgrading projects
- submit for refinements and approvals
8.4.4 |Select contractors & mobilize funds for project | Disbursement of funds for project implencnta- | Deferred to 3rd year

upgrade improvements

tion
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TASK 8 « LAND MANAGEMENT WORK PLAN

FASK No

WORK ACTIVITY

QUTPUT/ DELIVERABLES

TARGET COMPLETION DATE

8.5

8.5.1

8.5.2

8.5.3

8.6

NEW LANDS DEVELOPMENT

Develop new land development projects

{dent{fy opportunity sites

determine constraints/opportunities of sites
evaluate/develop sppropriate plaming
standards

coordinate plans to extend services/infrast-
ructure

determine development quantitics and cost
estimates

develop land pricing system

prepare action programs/plans and submit

for necessary epprovals

Assist in preparation of strategic financing
plans

- submit for refinements and approvals
- RFP preporation, evaluation & sward

- Conduct feasibility investigations to
sutomate “data banks", including possibility
of computer assisted mapping

Approved new land development plans by gover-
norate

Approved financing strategy plans for new
development sites by governorate

Developers selected, and contracted

Feasibility studies conducted and completed

Deferred to 3rd year

Deferred to 3rd year

Deferred to 3rd year

Deferred to 3rd year

MILESTONE (5)

END OF PHASE 11-APPROVED URBAN UPGRADING AND
NEW DEVELOPMENT PLANS

END OF THIRD YEAR

DEF{HE PHASE 111 DELIVERABLES

- evaluate Phase 11 progress and receptibility
- define additional deliverables for Phase 1II

Evaluation Report
Recommendat ions

End of 3rd year

HILESTONE (6)

PHASE 111 DOCUMENT

END OF 3RD YEAR

A-33

BEST AVAILABLE DOCUMENT




TASK 8 - LAND MANAGEMENT WORK PLAN

Mork Activity Phase 11
Task Description fist atr Pd atr Bd atr pth atr Bth atr j5th atr Brd yr
8.2 PHASE 11 INITIATION TO ESTABLISH LAND MANA-
GEMENT STRUCTURES IN AS MANY GOVERNORATES
AS POSSIBLE
8.2.1 |Prepare Land Monagement concept inodels (at
request of USAID complete at least two gov.
8.2.2 |Present concept models to cach governorate
with agends of target action Dates e
8.2.3 | Propose immediate formation of Land Manage-
ment Executive/Steering Committees
8.2.4 |Review & modification of concept models
resulting in approval of {and management
structures and implementation schedule
8.2.5 |[Enactment of approved land management struc- —
tures (ot request of USAID target at least
two governorates by January, 1989)
8.2.6 |Consolidotion of land management structures b o
8.2.7 | Training efforts
8.2.8 | Interagency coordinaticn f—
8.2.9 | Follow-up with remaining governorates
to establish offices (Target the remaining
governorates to be operational in June, 1989
at request of USAID)
8.3 INITIATE SPECIFIC LAND MANAGEMENT ACTIVITIES
8.3.1 |Assist LMU's in project identification
8.3.2 |Assist LMU’s in estoblishing lend inventory
and lond banking system
8.3.3 | Assist in preparation of first annual land
management implementation & financing plans
8.3.4 | Fast-track "Demonstration" projects with
strong TA support
-
8.4 UPGRAD ING
8.4.1 | "Integrated" upgrading project development
8.4.2 | "Component" upgrading project development
8.64.3 |Assist in prepration of financing plans
B.4.4 | Select contractors and mobilize funds for

project upgrade improvements

BEST AVAILABLE DOCUMENT
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TASK 8 - LAND MANAGEHENT WORK PLAN

Work Activity Phese 11
Task Description st atr pd atr Bd atr pth ate Fth ate th ote Brd yr
8.5 NEW LANDS DEVELOPMENT

8.5.1 |Develop new land development projects

8.5.2 |Assist in prepration of strategic financing

plans

8.5.3 | conduct feasibility studies for automating
Land Management “Data Banks!

8.6 DEFINE PHASE 111 DELIVERABLES

- Evaluation Report
- Final Phase Il Project Report
- Phase 111 Scoping Report

BEST AVAILABLE DOCUMENT2°




TASK 9, SOLID WASTE MANAGEMENT WORK PLAN

PHASE 1}
TASK 80 WORK ACTIVITY OUTPUTS/DEL IVERABLES TARGET COMPLETION DATE
9.6 DEVELOP DEMONSTRATION AREA PLANS
INCLUDING ORGANIZATION, STAFFING,
MANAGEMENT, MAP STUDIES, EQUIP-
MENT SELECTION AND PRIVATE SECTOR
PARTICIPATION.
9.6.1 Soubra EL Kheima demonstration Plan developed and approved End November 1988
area plan. by Governorate.
9.6.2 Suez demonstration area plan. Plan developed and spproved End December 1988
by Governorate,
9.6.3 Port Said demonstration area plan. | Plan developed and approved End January 1989
by Governorate.
MILESTORE (1) PLANS FURNISHED TO THREE MID FEBRUARY 1989
GOVERNCRATES.
9.6.4 Giza demonstration arca plen, Plan developed and approved End April 1989
by Governorate (coordinated
with special project for
Transfer Station in Imbaba)
9.6.5 Cairo demonstration area plan. Plan developed and approved End May 1989
by Governorate.
MILESTONE (2) PLANS FURNISHED TO TWO
GOVERNORATES
9.6.8 Alexandria demonstration area Plan development by other End July 1989
plen. consultant coordinated with
Governorate for implemen-
tation,
9.7 REPAIR OF REFUSE CONTAINERS
9.7.1 Davelop spacial project for repair | Special project submitted o
of refuse containers In Cairo to uLDbC, End Septenber 1988
Governorate.
9.7.2 | Davelop plans, staffing and Complete plans are frunsihed End November 1989

facility requirements, and budget
for refuse container workshops in
Giza and Alexandria Governorates.

governorates for inclusion
in Investment Plan.

" BEST AVAILABLE DOCUMENT
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TASK 9, SOLID WASTE MANAGEMEKT WORK PLAN

PHASE 11
TASK KO WORK ACTIVITY QUTPUTS/DEL IVERABLES TARGET COMPLETION DATE
9.8 DEVELOP SANITARY LANDFILLS.
9.8.1 Develop sanitary lendfill in Develop spacial project that End September 1988
Qaliubia Governorate. include sanitary landfill.
MILESTONE (3) SANITARY LANDFILL IN USE IN END FEBRUARY 1989
RALIUBIA GOVERNORATE.
9.8.2 Identify and develop environmen- | Environmentally adequate sites End February 1989
tally edequate sanitary landfills | are identified and budgets ’
in Port Said Governorate. for infrastructure, facilities
and equipment developed.
9.8.3 Identify and develop environmen- |Environmentally adequate sites End March 1989
tally edequate sanitary landfills |[are fdentitied and budgets for
in Suez Governorate. infrastructure, facilities and
equipment developed.
MILESTONE (4) SANITARY LARDFILLS ARE INCLUDED END NOVEMBER 1989
IN SPECIAL PROJECTS AND/OR IN
INVESTHENT PLANS.
9.9 TRAINIKG
9.9.1 Assist {n developing on in- A training cource in identified End Jonuary 1989
country training course in solid |and curriculum established.
waste management.
9.9.2 Assist in developing programs Training sources fdentified and End March 1989
and systems for training Compost- | programs established.
ing Plant management, operators
and maintenance personnel.
HILESTONE (5) TRAINING COURSES ARE ESTABLISHED | END MARCH 1989
9.10 SPECIAL PROJECTS
9.10.1 | Assist governorates in develop- special projects are developed Continuing

ing and implementing special
projects.

and implement.
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TASK 9, SOLID WASTE MANAGEMENT WORK PLAN

PHASE 11

TASK KO WORK ACTIVITY OUTFUYS/DEL IVERABLES TARGET COMPLETION DATE
9.11 EQUIPMENT PROCURMENT
9.11.1 | Assist governorates in preparing Complete specifications are made Continuing
specifications for procurcment of | available to the governorates.
collection vehicles, transport
equipment and landfill equipment.
2.12 IMPLEMENTATION OF SOLID WASTE
MANAGEMENT PLANS IN DEMIONSTRAT-
ION AREA
9.12.1 | Assist governorates to implement Plans =zre implemented. Continuing
plans in the demonstration areas.
MILESTONE (6) PLAN 15 IMPLEMENYED IN SHOUBRA END JUNE 1989
EL KHEIMA, THEN CTHER GOVER- AND CONTINUIKG
NORATES.
9.13 PROJECT REVIEW
9.13.1 | Review and analyze progress, Final report for Action Pachage

accompl i shements, problems and
limitations. Based on conclusions
formulate recommendations.

9.

MILESTONE (7)

COMPLETED FINAL REPORT

END SEPTEMBER 1989

BEST AVAILABLE DOCUMENT
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TASK 9 - SOLID WASTE MANAGEMENT

WORK ACTIVITY PHASE 11

TASK DESCRIPTION 1st Qtr |2nd atr |3rd Qtr |4th Qtr |5th atr | 6th atr | 3rd Yr
9.6 DEVELOP DEMONSTRATION AREA PLANS
9.6.1 | Shoubra Et Kheima
9.6.2 | Suez
9.6.3 | Port Said
9.6.4 |Giza
9.6.5 | cCairo
9.6.6 | Alexandria
9.7 REPAIR OF REFUSE COMTAINERS
9.7.1 | Cairo Special Project
9.7.2 | Giza and Alexandria Governorates
9.8 DEVELOP SANITARY LANDFILLS
9.7.3 | aliubia Governorate
9.7-2 | Port Said Governorate —
9.7.3 | Suez Governorate
9.8 TRAIHING
9.8.1 | Assist in developing in-country course
9.8.2 | Assist in developing trafning program

for composting plont operating staff
9.10 SPECIAL PROJECTS
9.10.1 | Assist governorates {n development and

implementation
9. 11 EQUIPHENT PROCUREMENT
9.11.1 | Prepare specifications
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TASK 9 - SOLID WASTE MANAGEMENT

WORK ACTIVITY PHASE 1]

TASK DESCRIPTION 1st Qtr | 2nd Qtr | 3rd Otr | 4th Qtr | 5th Qtr | 6th Qtr |3rd Yr
9.12 IMPLEMENTATION OF SOLID WASTE

MANAGEMENT PLANS IN DEMONSTRATIOK

AREAS.
9.12.1 Assist governorates in implementating

plons.
9.13 PROJECY, REVIEW
9.13.1 Prepare final report. .

BEST AVAILABLE DOCUMENT
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TASK 10, TRAINING WORK PLAN

FASK Ko WORK ACTIVITY OUTPUT/ DELIVERABLES TARGET COMPLETION DATE
PHASE |
1.1 ORIENTATION SEMIHARS
Meetings with approx. 1,280 members of local 1- Target group members briefed on: End May, 1988
populsr councits, district chiefs, governorate ' (done)
and district technical departments,
solid waste and beoutification authorities, a. procedures in requesting and attaining
OMED and land managemert units have been held LD 11 funds.
in each governorate to familiarize them with
the purpose and strategies of LD 11 350S and b. Procedures for managing project im-
O8M Systems. plementation and for preparing all ne-
cessary finoncial reports.
c. The financing of infrastructure ser-
vices and programming.
d. Allocation of resources by priority
e. Heed for training as a tool to help
achicve their goals.
MILESTONE (1) ORIENTATION SEMINARS CCMPLETED END MAY, 1988
10.1 NEEDS ASSESSMENT
10.1.1 | Design manpower and functions survey to be A Needs Assessment Report fncluding:
administered by the training staff to 220 Completed structured interview
monogers in the six governorates questionnaire (220 monagers) End Merch, 1988
(done)
10.1.2 | Conduct a manpower ond functions neceds Screen data collected from surveys, make re-
assessment with other Action Package Managers commendat fons based on greatest need and cost
effectiveness
10.1.3 | Early reconnaissance for Inception Report
MILESTONE (2) COMPLETED IKCEPTION REPORT END MARCH, 1988
10.2 TRAINING COORDINATORS
10.2.1| 1dentify Training Coordinators from six gover- | Roster of Training Coordinators Nid Sept. 1988
norates
10.2.2 | Design training program for Training Coordi- Training Program materials completed End Sept., 1988
nators on policies and procedures of LD 11
Urban Training and Action Packages
10.2.3 | Concuct 04T Training for Training Coordinators | Complete Training for Training Coordinators End Nov., 1988
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TASK 10, TRAIKING WORK PLAN

TARGET COMPLETION DAT!

Subcommittee

JASK No WORK ACTIVITY QUTPUT/ DELIVERABLES
10.3. IDENTIFY TRAINING SITES
10.3.1 | Review former NUS Training sites List of approved former WUS training sites End Sept., 1988
10.3.2 | Review of new LD 11 Urban Training sites List of approved LD I1 training sites End Nov., 1988
MILESTORE (3) TRAINING STAFF REPORT OM RESOURCES AVAILABLE; End Nov., 1988
MATCHED TO TRAINING NEEDS FOR LD I1 URBAK
TRAIRING IN PHASE 1!
10.4 NEW GOVERNORATES MANAGEMENT TRAINING
10.4.1 [ Conduct monagement training for Suez using Efghteen (18)trained tocal Council members and | End June, 1988
KUS materials staff
10.4.2 [ Conduct management training for Port Said Tuenty five (25) trained Local Council menbers | End June, 1988
using NUS materials and staff
10.5 MANAGEMENT INFORMATION SYSTEM TRAINING (MIS)
10.5.1 | Design MIS Training for six governorates End Oct., 1988
{done)
10.5.2 | Monitor and Evaluate MIS Training for six Staff Evaluation of MIS Training. Over 30 End Morch, 1989
governorates trained MIS functionaries from the governo-
rates using the LD 11 MIS System,
10.6 ON-THE-JOB TRAINING (0JT) FOR tD 11 URBAN
COORD IHATORS
10.6.1 | Design QUT training for Program Implementation Complete program design with Program\Budget\ End Aprit, 1988
Coordinators Management, Solid Waste, Basic Services, (done)
and Training Coordinators
10.6.2 { Conduct end monitor OJT training for eight Complete 0JT Training for 8 PICs End Junc, 1988
PiCs
HILESTONE (4) DJAGNOSTIC REPORT - END OF PHASE 1 END JUNE, 1988
10.7 TRAIKING OF TRAINERS (TOT)
10.7.1 [Dcsign a Training of Trainers program for Complete the (T0T) materials End Nov,, 1988
LD 11 Urban Training
10.7.2 | Recruit ond Select Trainers for LD Il Trainer A roster of Trainers End Feb., 1989
of Trainers Course
10.7.3 | conduct Trainer of Trainers Courses (10T) Conduct In-house Courses On-going
10.7.4 | Conduct TOT Orfentation for Training Institutionatize TOT End Hay, 1989
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TASK 10, TRAINING WORK PLAM

ASK No WORK ACTIVITY OUTPUT/ DELIVERABLES TARGET COMPLETION DATE
10.8 TRAINING ADMINISTRATION MANUAL FOR LD 11
10.8.1 | Develop Procedures for reviewing Contractors Marwat for contracting with outside firms ond | End Nov, 1988
and Government Agencies conducting Catalyst government agencies
Training for LD 11 Urban
10.8.2 | Develop Procedures for US Training Process for contracting with US firms and in- | End Nov, 1988
stitutions and for selecting participants
HILESTOKE (5) ADMIKISTRATION MANUAL FOR LD Il TRAINING EKD KOV, 1988
10.9 PHASE 11 LD [1 TRAINIKG
10.9.1 | Design training plans which will include, but Complete LD 11 Urban Training Plan End Nov, 1988
not be limfted to, the following:-
a. Basic cost/benefit analysis for public
infrastructure projects
b. Recurrent cost analysis
c. Municipal equipment selection
d. Envirormental impact, with emphasis on
sanitatfon and water problems
e. Procurement, plaming of sub-projects
f. Plarning and managing feasibility studies
over LE 220,000
e. Other appropriste topics (i.e. mointenance
systems)
10.9.2 | Conduct training for appropriate government Certificate of attendance for each course End Nov, 1989
officials for GOE participants
10,10 HONITOR AND EVALUATE LD 11 URBAN TRAINIKG
10.10.1 | bevelop a computerized system to monitor anxd A follow wp survey of a sample of portici- End Sept, 1988
evaluate the impact of LD 11 Urban Training on | pants concerning cn-the- Job application of
participants LD Il Training
10,10.2 | Administer follow up survey oi participants Analysis of impact of LD 1l Urban Training End Kov, 1989
10.10.3 | Prepare a roster of all porticipants completing | A roster of all LD 11 Urban Training portici- | End Sept, 1989
LD 11 Urban Trafning pants by course date, locatfon and position
10.10.4 § To prepare an Institutionalization Plan focus- | Recommendations as to which GOE institutions End Sept, 989
ing on the implementation of LD 11 wrban trajn- | will benefit from the use of LD 11 urban
ing (at the Sokkara Lacal Development Troining | training materials and plans
center when feasible)
MILESTONE (6) REPORT ON THE STATUS OF LD 11 URBAX TRAINING End Sept, 1989
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TASK 10, TRAINING WORK PLAN

Work Activity Phase 11
Task Description Ist atr 2d atr Bd atr kth atr Gth atr p5th Qtr Brd yr
10.2 TRAINING COORDINATORS -
10.2.1 Identify Training Coordinators e
10.2.2 Train Training Coordinators ——
10.3 IDERTIFY TRAINING SITES
10.3.1 Review NUS Training Sites
10.3.2 Review LD I} Urban Training Sites
10.7 TRAINING OF TRAINERS (TOT)
10.7.1 Desigr TOT
10.7.2 Recruit for TOT
10.7.3 Conduct TOT
10.8 TRAINING ADMINISTRATION MAMUAL
10.8.1 Develop Procedures Core & Catalyst Training
10.8.2 Develop Procedures for US Training
10.9 LD Il PARTICIPANTS TRAINING
10.9.1 Revise Training Plan
10.9.2 Conduct Phase 11 Participants Training
10.10 HORITOR AND EVALUATE LD 11 URBAN TRAINING
10.10.1 | Design Monitor and Evaluation Survey
10.10.2 | Administer Follow up Survey
10.10.3 | Prepare Roster of Training Participants
10.10.4 | Prepare Final Training Report
10.11 UPGRADE GOVERNORATE TRAINING TACILITIES
10.11.1 | Remodel facilities in 6 governorates
10.11.2 | Develop computer assisted instruction

models in each governorate

A4
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Section 1

The following Section contains survey forms used by the
MIS TA team for its information gathering effort and
follow-up. Figure 4-1 is the MIS APPLICATION SURVEY
QUESTIONNAIRE used to inventory the existing computer
applications at each governorate. Fiqure 4-2 is the
LOCAL DEVELOPMENT II URBAN MIS TRAINING CANDIDATES
PROFILE used to evaluate GOE personnel nominated by each
governorate for continuing MIS training. Figure 4-3 is
the COMPUTER FACILITY CHECKLIST used to evaluate the
general condition of the computer environment at each
governorate. :

B-2
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MIS APPLICATION SURVEY QUESTIONNAIRE

Date:

Governorate:

Name of Computer Application: Number (if any):
Function/Purpose:

Who uses it?: Department:

What programming language is it written in?:
How many hours a month is it used?:
Who developed it?: Department:
When was it developed?:
How long did it take to develop?:
How much did it cest?:
Who performed user training?:
Was it done in-house? Department:
outside? Vendor:
Level of Documentation:
Is there programmer documentation?

Is there a user manual?
Do you have printouts of the program source code?

Do you have system flow charts? (please attach
summary level chart
only)

Do you have sample reports? (please attach)

How was the computer application developed? (please
summarize)
Figure 4-1
B-3



CAL DEVELOPMENT T

IS INTING CANDIDATES
PROFILE

Governorate:
Name:
Date of Birth: Sex:
Educational Qualifications

School:

Diploma/Degree;

Date Acquired:

Present Position: Department:

Salary Grade:

Address: Phone:

Marital Status: Married/Single/Widowed--#
children
M F

Prior Computer Experience(Theoretical/Practical):
Computer Course History

Course No. Duration Training Result
From/To Company

Language Proficiency: (on scale of 1 to 5- 5 = native)

Writing Reading
English

Preference for Computer work?

Can you attend training outside the governorate?

How long?
Signature
FOR PIC USE -
How was candidate selected?
Signature
Figure 4-2
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Date:

Governorate:

ENVIRONMENT

Walls:
Floor:

GOVERNORATE COMPUTER FACILITY

Storage Cabinet:

Air Conditioner: Y

Window/s Open:
General Cleanliness:

Y N

HARDWARE_AND EQUIPMENT

No.

of PCs:

Voltage Regulators: Y N
Dust Covers:

Graphics cards:

SOFTWARE

DOS:

dBASEIII+:
Lotusl23:
Word Proc:

MANUALS

DOS:
dBASEIII+
Lotusl23
Word Proc:

How
How
How
How

APPLICATIONS IN

PCs
Y —

-4

Release
Release
Release

Original?:
Original?:
Original?:
Original?:

QPERATORS

Qualifications:

Previous Experience:

Total:

Air Currents: Y____

Printers _

Original: Y N

Page 1/2

IST

Keyboards

Original: Y
Original: Y
Original: Y

Copy?
Copy
Copy
Copy

PN N

Assigned to LD II (Urban):

B-5
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GOVERNORATE COMPUTER FACILITY CHKCKLIST (cont.)

TRAINING

How many? How long?
DOS:

dBASEITII+:

Lotusl23:

Word Processing:

Are they comfortable in DOS?

Short term courses recommended,
number of operators:

Long Term courses recommended,
number of operators:

ENT TN CHARGE OF LD TT MIS

B-6
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Training Organization?

length of courses and

length of courses and
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SECTION 2

PROJECT TRACKING SYSTEM

IMPLEMENTATION PLAN
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MIS PROJECT TRACKING SYSTEM
IMPLEMENTATION PLAN

The objective of Management Information Systems support to
the governorates is to effect a smooth installation of the
Arabized Project Tracking System, to minimize any gaps
between training and installation and to provide
implementation follow~up. To achieve this, system development
(Arabization), wuser training and logistics must be
coordinated.

The plan (Figure 4-1) presents a schedule by workdays and
governorates which will allow for staged implementation at
the outset and provide the best use of resources.

The start date for the overall plan depends on the approved
budget. Any delay in approval will either extend the target
date for completion or compress critical phases of the plan
if the target date is maintained. In this case, decreased
installation time, for example, is unrealistic and could
affect the quality of user instruction.

The key phase of the entire plan is the issue of Arabization.
This process can take place, even if the budget remains
unapproved. The plan cites 30 workdays as the optimal time
based on available market research into Arabization, while
adhering to the projected target date of August, 1988, cited
in the Inception Report. Arabization has been proceeding
during the budget approval process. The policy statement
dated March 14, 1988 discusses the Arabization issue.

The plan is based on the assumption that:

. the computer and training budgets are approved

. Nafitha performs as expected

. a training vendor is chosen that can perform in the
required timeframe and provide the needed
curriculum

. training candidates are selected

. computer rooms are available and in operating
condition

. an additional installation resource is available

The sequence for implementation at the governorates is: Giza,
Qalubiya, Port Said, cairo, Suez and Alexandria. This order
was chosen based on which governorates have facilities in
operating order and to optimize placement of installation
training resources. As the plan proceeds, training and
installation for two governorates are done in parallel.

Each phase of the plan is discussed as follows.
Logistics consist of the necessary furnishings and the
required software. Logisticc are staggered but can be

adjusted as needed; critical requirements are the approved
budge: and available space. Furnishings and software must be

B-8
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in place before installation can occur.

Praining willi be done for two governorates at a time. Each
class will have a maximum of eight students. The curriculum
will consist of five-day classes in DOS--to include an
overview of microcomputers, dBASE III Plus and Advanced DOS.
The DOS class will be given before installation of the system
followed by the remaining two classes. Classes are expecte?
to be tailored to fit the students' level of familiarity with
computers. The class size of eight was chosen as the ideal
number to provide the best learning environment.

Installation is expected to take two weeks and will include a
manual data gathering function and data entry along with a
hands-on training period. This will culminate in the
production of monthly reports. Implementation follow-up will
be carried out to assess the effectiveness of the
installation training.

Implementation Follow-up consists of assessing the users!'
progress in operating the Project Tracking System and the
extent to which personal learning objectives (stated at the
end of classroom training) have been achieved.

S



SECTION 3
COMPLETED MIS SURVEY FORMS

CATIRO GOVERNORATE
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WS AFPLICATION SURVEY GLESTIONNAIRE

Dates 2% 15/ 1968 - ,
Gavernarate: Coinw W .
Name of Computer ApplicatxnndeL&&&kwtéMz Number(it any): “1
Function/Purpose; Cntt!&a&:ﬂz Lan ,}6., Covr ,C: omeedts -

Wha usas i:?lwmw Depgrtm'antl 54&&4/&4‘/)

What Prograamang language is a1t written An?; Bf‘slc

How many hours a month jis it used?s 75 Houry

Who davaloped 1t?; FM#[W;‘ Department GW/M
wnan,'was it devalaped?; Wf 1?68

How long did it take tg aevelop?:gw
How auch gid it cost?; fA350 C.E

Who pertformed user training?: FM@_%EW&M&M
Was 1t dane in house? Ye¢, Department:/ o
Qutside? /Va Vanaar: -
Level of Documentation;
1s there Brogrammer documentation? Y{/)
Is there a user muaual? Ywy
Do yau have Printouts of tha Brogram source code? YQZ
Do yau have system tlow charts? A/p (please attach sunmary

laval chart anly)
Do you have samnple reports? (please attach)

HOow waus the Canmpuler agplication davelopaa? (please summarize)

BEST AVAILABLE DOCUMENT
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http:ped?:/,,.1c

Dates 25/5 /1798

Govarnnratm Coieo OGW

Name of Computer Application: PWJMumbartlf any)s 1/
Function/Purpose: PW%WW/M/M’M W""

Who usas it?s PWWW Departments PWW”/" /
What programau.ng language 1s 1t written in?: DBASF'HI'\'

Haw many hours a month is it used?: 1'(5 Howre,

Who dﬂveloped I Faﬂ% /E / Departments G)W y’MmUt;f/'
Nnan was it developed?: ,i()/n,ua/% ‘(?(?8

How long did it take to aevelap?: 6/VLO‘A(/L

How nuch did it cost?; ‘/500 L.E .

Whno perfarmed user training?: FW #EW WM"M
Wus 1t done i1n house? Y Department; j”W

Qutside? Mo Venaor:

Level of Daocumentation:

l1s there programmer documentation? Y‘(/)

Is there a user manual? ¥ Y

Do you have prantouts af the program source cade? V99

Do you have system tlow charts? pd'/o {please attach summary
leval chart anly)

Do you have sample reports? (please attach)

HOw was the computer application daevelopad? (plaase summarize)

BEST AVAILABLE DOCUMENT
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batesR /5 /7948

G'PV“'"“".“.“' W C\'}WVVM
Nane® of Computer Application: P&WW? Numher{if any)s {

Function/Purpose: O’nﬁm /Fo&aw-u/l.ﬂq?mw /W/T‘&Vy‘
Who usaes .it:'?; WWM/&MP?}WEDQ P%

What programming language i1s i1t written in7?: DBA SEII+ P

Haw many hours & month is it used?: ?5 Howry - ‘ '
Who developed 1t7?: Fw[a‘%gw ' Department: W”M
when 'was it devalopea?;M '1?38 .

How llcmg Qid it take to aavelop?:é
How much did it cost?: ’{500 (-L_-

Sl peind W/M
Wha performed user training?: FM#E / :
Was 1Tt done in house? YM Department:;j%ﬂv*r/mﬂrzbﬂc”"[‘h

Outsida? No Vanaar: -

Levael of Documentation;:

1s there programmer documentation? Yu
I there a user manual?

Do you have grintauts of the program sourca code?/VB"Y¥0

Do you hdave system tlow charts? Aé)(PIEAEE attach summary
leval chart aonly)

Do you have sample reporte? (plaase attach)

Haw was the camputbur application developea? (please summarize)

BF ' AVAILABLE DOCUMENT
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SECTION 4

PROJECT GOVERNORATE MIS ORGANIZATION CHARTS
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IS ORGANIZATION CHART
ALEXANDRIA GOVERNORATE

GOVERNOR
GENERAL DEFT FOR
JHFORMATION PLANNING
CINTER AND
FOLLOWUP
DOCUHENTATION
COMPUTER STATISTICS PUBLICATION AKD
DEPARTMENT DEPARTHENT DEPARTHENT DATA STORAGE
DEPARTMENT
BEST AVAILABLE DOCUMENT
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IS ORGANIZATION CHART

CATRO GOVERNCRATE
GOVERNOR
GENERAL
DLP%;THDH
PLARNIKG
FOLLORUP
AND
THFORKATION
GENERAL DEPT OF DEPARTHENT OF GENERAL DEPT OF
RESEARCH INFORKATION AND
PLANNING
AND INFORMATION
FOLLOWUP CENTER
CONPUTER LocaL PUBLICATIONS LIBRARY
DEPARTHENT :;::;:::: DEPARTHENT DEPARTMENT
BEST AVAILABLE DOCUMENT
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NIS ORGANIZATION CHART

QALIVBIA  GOVERNORATE

GOVERNOR

GENERAL DEPT
OF THE
GOVERNOR'S OFFICE

DEPARTHENT OF
PLARNING INFORMATION
FOLLOW UP AND CENTER
SIATISTICS
CONPUTER STATISTICS MOHITORING PLARNING
DEPARTHENT DEPARTMENT DEPARTMENT DEPARTHENT
DOCUMENTATION
CENTRAL LOCAL AND PUBLICATION
STATISTICS STATISTICS LIBRARY DEPARTHENT
DEPARTHENT

BEST AVAILABI.E DOCUME®Y
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IS ORGANIZATION CHART

GIZA GOVERMORATE
GOVERNOR
l I l
GENERAL DEPT GENERAL DEPT OF GENERAL DEPT
FOR INFORMATION AND OF THE
STATISTICS DOCUMENTATION GOVERNOR'S OFFICE

GENERAL DEPT
FOR PLANNING
AND NONITORING

DOCUMENTAION COMPUTER SUBLICATION

DEPARTMENT DEPARTNENT DEPARTHENT

MONITORING PLARNING

DEPARTHENT DEPARTHENT

3EST AVAILABLE DOCUMENT



NIS ORGANIZATION CHART
PORT SAID GOVERNORATE

GOVERINR
GRNERAL
DEREBTAEHY
INFORMATION
D
DOCUNEHTAT 0K
LIBRARY 4D
PUBLICATIONS STATISTICS
DOCUMENTATION
DEPARTHENT DEPARTHENT
DEPARTHENT
CONPUTER DI INFORMTION
SECTION SECTION SECTION
BEST AVAILABLE DOCUMENT
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KIS ORGANIZATION CHART

SUER GOVERMORATE
GOVERNOR
[ I
INFORMATION PLARKING AHD
FOLLOWUP
CENTER
DEPARTMENT
PLARNING FOLLOW UP
DEPARTKENT DEPARTMENT
DOCUNENTATION
AND STATISTICS PUBLICATIONS
LIBRARY DEPARTMENT DEPARTMENT
DEPARTMENT
BEST AVAILABLE DOCUMENT
B-20
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APPENDIX C

PHASE Ii TRAINING

COURSE DESCRIPTIONS



The LD I Urban Training Program is onc in which participants are trained for specific

roles in well defined areas within the context of the Action Packages. Courses are of two

types:

o

Core Courses: Theae are generally Management and Planning Courses developed under
NUS. Thee: enurses are cquivalent to mini courses operating though management
training firms or university continuing cducation programs in the USA. They are focuscd
on building the capacity of local clected officials and government [unctionaries to
understand and to implement programs and sub-projects, primarily in the BSDS and O&M
Action Package arcas. Corc courses arc offercd by the LD II Urban Training through
government agencics and local training institutions under agreements with the LD I
Urban Project.

- Construction Management; Project Planning and Design for Engincers (TOMOHAR-
6 days)

Content; analyzes stages of project construction: preliminary planning, preparation
of rccommendations, design construction, and dclivery; discusses mcthods of
procurement of appropriatce resources at cach step.

- Construction Management: Project Monitoring and Evaluation (TOMOHAR - 6 days)

Conten{: analyzes steps in planning and scheduling cach part of the construction
phasc; introduces monitoring as a process for assessing progress; identifying
problems; and propesing changes in construction scheduling and/or scope of the
project.

- Project Planning for Local Government Employces (TBN - 6 days)*

Content: lists specific steps to be undertaken as part of the planning process and
introduces incthodologics for cach, cmphasizing necessity of interdepartmental
coordination; identifics factors to be considered in determining feasibility of a plan
and outlines steps to be taken in developing a plan.

* TBN - TO BE NAMED

- Project Monitoring for Local Government Employces (TBN - 4 days)

Content: introduces monitoring as a management tool for periodically asscssing
progress of a project and identifying problems; and as a basis for proposing
solutions to problems and suggesting changes in scheduling.

- Budgcling and Finance (TBN - 8 days)

Content: GOE genceral budget and the local district budget; local revenue; methods
of analysis, cstimating and scheduling project costs; laws and regulations governing
tenders, bids and procurcment of forcign goods; reporting systemis; and tailored case
studics.

BEST AVAILABLE DOCUMENT
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. Management of Local Government for Local Popular Councils (TBN - 6 days)

Content: Local government structure and relationships; popular council rights and
dutics; resolution drafting; role of the council in pianning and monitoring;
management of self-help projects; public expenditure process; review of special funas
for development.

Catalyst Courses: Are those training programs under which LD II Urban training will
match skill deficiencies related to LD II Urban activitics with training courses designed
to develop and upgrade thosc skills. LD II Urban will sponsor (pay the tuitions)
training aimcd primarily at skilled and scmi-skilled technicians.

To-dule, no Catalyst training institutions or vendors have been named. The
Training Needs Asscssment Report lists those companics which have been reviewed by the
Training Staff as potential Catalyst Training institutions.  The Training Necds
Assessment Report also includes a roster of instructors, qualificd to conduct Catalyst or
Core courscs. The following courses arc those that will likely be given as Catalyst
Courses in Phasc 11,

- Quality Control of Plain and Reinforccd Concrete (TBN - 3 days)

Content: Review of types of cementjagpregate classifications; sicve analysis,
sampling, and testing; curing process; water-ceinent ratio; propertics and testing of
concrete (i.c. slump, compression, and flexural); design of mixes; inspection of
reinforcing  bar cmplacement; inspection of form  work (shuttering) for both
cfficicncy and safety; inspection of shoring for beams, girders and slabs (both
function and safcty); acceptable tolerances in reinforced concrete construction on
small projects.

- Design and Inspection of Electrical-Mcchanical Componcnts in Small Buildings (TBN
- 3 days)

Content: Review of water/wastewaler  hookups; sanitary fixtures in latrines;
vents,valves,floor drains,meters,traps and other sanitary appurlances; principles of
interior design and exterior lighting; design of lighting and power circuits; sclection
of main pancls,fans,wall outlcts,air conditioning power supply, swiches, conduits and
electrical controls; acceptable tolerances in clectrical-niechanical construction on
small projects.

- Dcsign and Inspection of Foundations for Light Construction (TBN - 10 days)

Content: review of fundamentals of soil mechanics, types and propertics of various
soils,identifying and testing soils in both the ficld and laboratory, interpretation of
soil boring logs and records; design loads on foundations; isolated, wall, combination
footings and design procedures; raft or mat foundations,design procedures; pile
foundations: thcory, tests, driving machincs, classification of piles (c.g. timber,
treated timber, concrete, steel, composite ... etc), caps and cutoff.

Reinforced concrete design principles as applicd to foundations for small, local
structuses; inspection of excavation including dewatering and shoring of sidcs, as
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required; inspection of rebar emplacement in foundations, check bar sizes, spacing,
bends and cover; inspection of concretc emplacement in foundations; acceptable
tolerances.

Design and Inspection of Asphaltic and Concrete Pavement (TBN - 4 days)

Content: traffic loads,both static and dynamic; fundamentals of soil mechanics as
applied to pavement design,including identification of local soils; applications of soil
mechanics to include concept of compaction,optimum moisture,modified Proctor
density test,ficld tests for achicved compaction, and CBR (California Bearing Ratio);
types of nggregate,sieve analyscs,compaction procedures.

Designing and testing asphaltic concrete mix,conditions for laydown including
rolling and specifying tack coat and prime coat; structural design of asphaltic
concrete pavement utilizing CBR and traffic loading,design examples for both short
road cxtension/addition and parking lot; structural design of plain portland cement
concrete (PCC) pavement for parking lot,same design with reinforced concrete,design
of joints,joint sealents,dowels, and appurtenances.

Drainage of paving and slabs on grade; introduction to gecometrics,
channclization of imerscctions and median layouts; maintcnance of existing
oads,repair of potholes,repair  of rocking,cracked, or shattered (PCC) slabs,
asphaltic concrete overlay, adjustment of manhole and valve covers to finish grade;
inspection of pavement to include alignment of concrete forms,validation of slopes
so as to drain adequately, join lines with existing pavement, adequate provisions for
curing,specified thickness of basc courses and pavement,asphalt rolling procedurcs,
temperatures of hot mix and other essential parameters of good workmanship.

Management of Maintenance Programs for Public Buildings (TBN - 5 DAYS)

Content: Review of periodical and annual inspections; planning of maintenance
programs; preparation of budget proposals; specify prioritics; maintenance resources;
sclf help concepts; formation of maintenance unils and tcams; annual maintcaance
contracts; Egyptian standard specifications.

Opcration, Maintenance & Repair of Incincrators
(TBN - 5 days)

Content: Review the incincrator as a working concept; main components of the in-
cinerator; specification of solid waste input; steps of starting incincrator &
shutdown procedure; detailed maintenance routines and various levels; trouble
shooting and remedics; sclection of spare parts.



Opcrating and Maintenance of Vacuum Sweepers (TBN - 3 days)

Content: Review working concept of the vacuum sweepers; main components of
vacuum sweepers; details of starting, operating and shutdown; detailed maintenance
routincs and their level; specification of operating and maintcoance materials;
trouble shooting and current repair.

Kardcx Warchouse System  (TBN - 5 days)

Content: Review the GOE warchousing regulations 1986; linesetting tickets; the
microfiche cards and rcader; the Kardex warchousing system,

Management Operation & Maintenance of Roads (Road Training Center - 5 days)

Conten{: Review periodical and annual inspection; planning of road maintcnance
program; preparing budget proposals; determination of priorities; specifications of
maintenance materials and their properties; maintcnance group and units;
preparation of annual maintcnance contracts; monitoring of annual maintenance;
Egypltian standard specifications for roads.

Management of Garage and Workshop (TEN - 10 days)

Confent: Review managerial function with concentration on  organizing-staffing;
management by objective (MBO);principle of accounting; preparing  budget
proposals;various documents routines & processes; reporting & MIS; sctting work
standards and indicators; quality control system; planning of cquipment operation;
routines of garage day.

Preventive Maintenance of Rolling Stock (TBN - 10 days)

Content: importance of P.M; levels of P.M; responsibilitics; propertics of operation
and maintenance materials; planning of P.M programs; inspection for adequate P.M;
recording and reporting systems and formats,

Information Systems and the Computer (TBN - 30 days)

Content: The course will review the LD 1 MIS Tracking System. covering
introduction to microcomputers; introduction to DOS; advanced DOS; dBASE 111+
Lotus 1,23 and other topics as required by the participants in relation to their
role in using computers on the job.

Fcasibility Study of Scrvices Projects (TBN - 6 days)

Conlent: Rationale for public programs; measuring the dircet and indireet costs and

benefits of the Project; cconomic analysis vs. financial analysis; sensitivity analysis
vs. economic and financial analysis,
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. Management of Local Government for Chicf Exccutives in Governorates and Districts
(TBN - 6 days)
Content: local government structure and relationship; m'anagcmcnt of local

government resources; design making; problem solving; management practices; report
writing; evaluation strategies.

Training in conjunction with the appropriate TA Contractor Tcam, GOE Institutions and Local
Officials. The most important of these seminars are:

o  Seminars for newly elected members of Local Popular Councils
o  Seminars for local government cxccutives on local governmznt management

o  Seminars on "scf help” projects
o  Seminars on mcasuring of cfficiency and clfectivencss of public expenditures

o  Scminars on solid wastc management

o  Seminars on land management and urban planning



