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Black & Veatch International

Management, Training & Systems Strengthening (MTSS) Project
General Organization for Greater Cairo Water Supply

Eng. Afaf El Marakby 20 July 1994
MTSS Project Manager
GOGCWS Headquarters Building
42 Ramses Street
Cairo, A.R.E.
RE: Annual Progress Report for the Period 1|
July 1993 - 30 June 1994

Dear Eng. Afaf,

On behalf of Black & Veatch Intermational and our associated subcontractors (BVI),
[ am pleased to submit to the General Organization for Greater Cairo Water Supply
(GOGCWS), five (5) copies of the Annual Progress Report (APR-1) of the
Management, Training & Systems Strengthening (MTSS) project. In accordance with
Article II, Section A.2 and Appendix A, Section 5.2.2 of the BVI-GOGCWS contract,
APR-1 covers the period 1 July 1993 - 30 June 1994 and also includes a summary of
activities and accomplishments for each of the five MTSS programs for the fourth
quarter (1 April - 30 June 1994).

The first year of the MTSS project has been a great success. We have mobilized an
outstanding team of American and Egyptian consultants; submitted baseline reports
in the areas of finance and inventory management; completed a comprehensive
Management Survey and conducted a very successful seminar to communicate its
findings and conclusions; drafted a detailed technical report which provides both an
integrated view of the physical facilities and an assessment of their operations &
maintenance activities; and, developed and prepared plans for the implementation of
both quantitative performance indicators and managerial policies. Each of these will
guide the actions and decisions of GOGCWS management as it moves the
organization forward toward financial viability and managerial autonomy. Other
accomplishments are described in the report itself.

Throughout this first year BVI has had the good fortune to work with GOGCWS
Chairman, Eng. Saad El Din El Deeb, and the other MTSS project Steering Committee
members who have supported our efforts and provided us with advice and guidance
whenever requested. The MTSS Project Implementation Unit (PIU), under your
direction, has worked closely with BVI in a partnership relationship which has
contributed greatly to the success of the MTSS project. Thank you very much for your
continued cooperation and support and please convey to the Chairman and Steering
Committee, and to the other members of the PIU, our sincere appreciation for their

support.

42 Ramses St., 7th Floor - Cairo, Egypt - (20) (2) 574-8284/5 - 574-8283 fax
In association with : Montgomery Watson - National Education International - Sabbour Associates



One of the fundamental principles of the MTSS project is to work “with™ not “for”
the GOGCWS. At the day-to-day operational level, this partnership manifests itself in
the close relationship between BVTI's staff and their designated counterparts on the
MTSS project. Approximately 75 GOGCWS counterparts have worked “with” us
during this first vear of the project. A great mutual benefit has been achieved through
this relationship, which we will continue to foster over the next thirty three months
of the project to promote sustainability of project achievements.

Not all our expectations for the first year have been met, however. APR-1 identifies
these shortcomings and evaluates their impact openly and honestly.

In summary, we are now ready to move into an active performance improvement
phase of the project thanks to the excellent foundation built during the year ended 30
June 1994. With the continued involvement and support of the organization, BVI
believes we can help the GOGCWS move closer to its objectives. Thank you for
giving us this opportunity to assist you in this important undertaking.

Very truly yours
Black & Veatch Internatio,

John €. Dalton
Team Leader

cc: USAID (3)
MTSS Project (12)
- Home Offices (BVI, MW, NEI, SA, WG)
- Program Managers (FV, MD, TSOM, MMP, PM&A)
- Team Leader
- Senior Advisor
- Other ISC Projects (5)
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MTSS Annual Progress Report Number |

Management Training, and Systems Strengthening (MTSS) Project Overview

Project Number: USAID Project Number 263-0193
Duration: 4 Years (from April 1993 to March 1997)
Total Project Cost: US $15.7 million

Source of Funds: USAID Grant

Implementing Agency: The General organization for Greater Cairo Water Supply

Beneficiaries: 15 million residents in The GOGCWS service area of Cairo
Govemorate and portions of Giza and Qalubia Governorates

Project Objectives: To assist GOGCWS achieve financial viability and
managerial autonomy

Project Description: Five Programs:

1. Financial Viability (FV)

2. Management Development (MD)

3. Technical Support for Operation & Maintenance (TSOM)
4. Materials Management and Procurement (MMP)

5. Project Management and Administration (PMA)

Project Phases and Tasks:

PHASE] - -
1 July 1993 to 30 June 1994 1. Mobilization
2. Baseline Data Collection
3. Policy Formulation
2 1 July 1994 to 30 June 1995 4. Performance Monitoring & Management
5. Strategic Planning
3 1 July 1995 to 30 September 1996 6. Systems Development & Implementation
4 1 October 1996 to 31 March 1997 7. Sustainability Planning
Project Consuitants: Black & Veatch International with subcontractors

Montgomery Watson, National Education Internationa,
Sabbour Associates, and Wardani Group
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Section 1: Executive Summary

his is the first Annual Progress Report (APR-1) submitted by Black & Veatch Inter-

national and its associated subcontractors (BVI) for the Management, Training &

Systems Strengthening (MTSS) project (USAID Project No. 263-0193). APR-1
covers the period 1 July 1993 - 30 June 1994: Phase 1 of the MTSS project which con-
sists of four phases over a 45 month period, ending on 31 March 1997. The report is
comprised of four sections

Section 1, the Executive Summary, includes an overview of project and program-level
achievements; a discussion of concerns and constraints encountered; and, the identifica-
tion of anticipated priorities and plans for Phase 2 (a 12 month period which begins on 1
July 1994). Section 2 is a more detailed description of each program’s Phase 1 accom-
plishments relative to the approved MTSS work plan as well as each program’s priorities
for Phase 2. Section 3 describes the major conclusions reached during Phase 1 about both
the strengths and weaknesses of the GOGCWS as well as the external constraints which
have an impact on its performance. A summary of fourth quarter (1 April 1994 - 30 June
1994) activities is provided in Section 4.

Phase 1 of the MTSS project consisted of three sequential tasks:

e Task 1 Mobilization of Personnel
e Task 2 Baseline Data Collection
e Task 3 Policy Formulation

Each of the five MTSS programs followed this project implementation approach. By es-
tablishing a consistent framework for project implementation, it was anticipated that each
program would complete their staffing and data collection and be ready to develop poli-
cies in the fourth quarter of the project. These policies then would be interwoven into a
single, comprehensive policy framework for approval and implementation by the
GOGCWS, starting on 1 July 1994. In fact, this schedule proved to be too optimistic.
There were some delays in staff mobilization; data was often not available and/or re-
quired a great deal of time to assemble and verify. Consequently, although the Policy For-
mulation task has been initiated by some programs, many of the policies needed for a
comprehensive GOGCWS policy framework have not yet been identified by the MTSS
staff and their counterparts.

Despite this slippage in the overall project schedule, Phase 1 of the MTSS project was a
great success. The foundation for future progress toward the objectives of financial viabil-
ity and managerial autonomy is in place. For an institutional support project in a develop-
ing country the MTSS project has accomplished a great deal in a relatively short time.
There is still a long road ahead, but the distance travelled to date is impressive.

Mobilization of Personnel
Twenty seven (27) full time professional staff have been recruited and appointed. There

are twelve (12) expatriate advisors and fifteen (15) Egyptian experts on a multi-discipli-
nary MTSS staff with an exceptional breadth of knowledge and experience. It may have
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taken longer than anticipated, but the BVI staff complement which is now in place at the
beginning of Phase 2 is talented and motivated.

Still, it is a matter of concern to both the client and BVI that the overall mobilization rate
was 71%. Table 1.0 indicates that 183 professional person months were mobilized com-
pared to 257 professional person months authorized in the MTSS work plan. The mobili-
zation rate for expatriate staff was 76%; the rate for Egyptian professionals was 66%.
Compared to the three previous quarters, however, the mobilization rate for the fourth

quarter registered a significant increase which augurs well for effective implementation in
the coming years.

Table 1.0
Mobilization Rate for the MTSS Project
Authorized Level of Effort Change
iti (+ / - months)
Program Positions Phaciasd | Astil

“m—“

nagemen
dmmnstratnon

As the followmg section mdlcates despxte the reduced level of effort, each of the five pro-
grams still achieved significant progress. A majority of the expected Phase 1 outputs have
been delivered. Some programs are behind schedule and will need to concentrate their
resources in order to ‘“‘catch up’’ with the original schedule by 1 October 1994. Addi-
tional level of effort will be needed in some program areas.

: Accomplishments

At the project level (i.e., the contractual/institutional level of the BVI-GOGCWS relation-
ship) there have been several significant accomplishments:

1. A strong working relationship was forged between the Project Implementation
Unit (PIU), the GOGCWS Project Manager and BVI as a result of the joint
venture partnership established in the revised MTSS work plan. Eighteen BVI-
GOGCWS-USAID coordination meetings also helped to strengthen relations and
promote project progress.

2. The phased MTSS work plan has worked extremely well as a project management
and program coordination tool. It provided the client with a means of oversight
without imposing rigid controls on contractor management.
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3. The program structure, which was designed to ‘“‘mirror” the organizational
structure of the GOGCWS (see Figure 1), enabled the MTSS project to make
progress in some program areas (e.g., finance and materials management) while
other programs (¢.g., operations & maintenance) were lagging behind.

(e 5 - T T T T T T w
: l Chairman

7—oTraining

« Legal / Security

« Public Relations / Citizens
Complaints

« Follow-up / Statistics
= =

Finance

\ PM&A J

Figure 1 MTSS Project Organization

4. The project design decision to involve GOGCWS counterparts in all aspects of
data collection and policy formulation activity, has a) helped to spread the
“message’’ of the MTSS project in a very effective and sustainable manner and
b) has reinforced the co-responsibility aspect of the project, by which the
contractor works with - not for - the organization.

5. The introduction of a quarterly ‘‘Program Review Week’ has provided an
opportunity for progress monitoring and performance assessment. It has proven
to be an effective project management tool.

6. The MTSS project commitment to quantitative approaches to management and
decision making has started to attract advocates within the organization, e.g., the
Chairman has endorsed the use of performance based management reporting for
the 1994-95 fiscal year.

In addition to these project level accomplishments, each of the five program achieved suc-

cess. A brief listing of these achievements follows; a detailed description of the Phase 1

accomplishments of each program is contained in Section 2.

Financial Viability

The major accomplishments of the FV program during Phase 1 of the MTSS project were:

o Fixed assets inventoried
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o Financial system flow-charted and analyzed
e Assessment of Financial Conditions report
o Financial planning computer model developed

Management Development

The major accomplishments of the MD program during Phase 1 of the MTSS project
were:

e Management Survey report
e Management seminars conducted

Technical Support for Operations & Maintenance

The major accomplishments of the TSOM program during Phase 1 of the MTSS project
were:

o Facilities inventoried
o Baseline Data report (draft)

Materials Management and Procurement

The major accomplishments of the MMP program during Phase 1 of the MTSS project
were:

¢ Inventory system at Rod El Farag evaluated
o [nventory Management Structure & Procedures report
e Warehouse and stores facilities inventoried

Project Management & Administration

The major accomplishments of the PM&A program during Phase 1 of the MTSS project
were:

e Offices set-up at Ramses and Rod El Farag
e Computer system (local area network) established
¢ Financial records and systems maintained

Concerns and Constraints

Phase 1 of the MTSS project has created: 1) a broad consensus among the GOGCWS’
top managers of the need for financial viability and managerial autonomy; 2) a commit-
ment by GOGCWS leaders to improve performance in the areas of management, finance,
technical operations, use of technology, materials management, etc.; but, 3) no tangible
evidence, yet, that GOGCWS management is aware of and accepts the magnitude of the
situation and/or is aware of the fundamental changes which appear to be needed to
achieve results and sustain them over time.
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Despite this last point, which will be addressed at every opportunity, a very favorable
foundation for project success exists. However, there are a few concemns - and several
constraints - which could negatively affect the project. They are:

The GOGCWS is receiving mixed messages from the Government of Egypt and
from USAID concerning the extent to which they should commit themselves to
the difficult tasks of “‘financial viability’’ and ‘‘managerial autonomy’’. The GOE
appears to have adopted a policy of no utility price increases; USAID seems to be
advocating cost recovery but still wants to preserve its options for additional
capital projects.

There is not a shared view between the contractor and the client about the
magnitude of the future financial crisis which the GOGCWS faces....or the
urgency of taking action now to mitigate its impact.

One of the fundamental weaknesses of the GOGCWS is its lack of reliable
information. Accurate data (including maps) is a precondition to much of the
diagnostic work required for the policy implementation, strategic planning and
performance improvement efforts planned by the contractor.

Possible changes in GOGCWS leadership positions could affect project pacing
and priorities.

The MTSS project staff will be located at two offices from July, 1994 (1 at Ramses
Street and 1 at Rod El Farag). This will be a significant communication and
management challenge for the contractor and the client.

The lack of adequate transportation for the MTSS project staff has negatively
affected mobilization of personnel, productivity of key staff, field work and data
collection. This situation must be addressed on an urgent basis and an immediate
solution found or project performance will be jeopardized.

Dealing with these concerns and constraints is the shared responsibility of the client and
the contractor, with support and assistance in certain key areas from USAID.

Priority Activities and Plans for Phase 2

To capitalize on the progress made while addressing the issue of management awareness
and acceptance of the need to change, each of the five MTSS programs has identified the
priority actions which will be undertaken during Phase 2 of the MTSS project.

As Figure 2 indicates Phase 2 is a critical period in the overall project. Not only will per-
formance improvement initiatives be taken to improve the GOGCWS (such as *“Micro-
computers for Management”, policy formulation/implementation, cost reduction, team
building, commodity procurement, training, etc), but also by means of: 1) a long term
strategic planning exercise, 2) negotiations with key national agencies and the Governo-
rate concerning de facto managerial autonomy and 3) changes in the financing and legal
basis for the GOGCWS, it is hoped that the MTSS project can help move the
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organization to a higher plateau and extend its technical competence to the areas of
finance, management and consumer relations.

Logical Process: "From Here to Excellence”

1993-94 : 1994-95 1995-96 - 1996-97
« Mobilization ‘e Performance Improvement. « Systems Development : « Sustainability
-+ Data Collection :« Strategic Planning i &Implementation

"« Policy Formulation : :
i Strategies

Data

Indicators

Policies

GOGCWS Baseline

Figure 2 From Here to Excellence

The seven major themes for Phase 2, reflected in the program descriptions, are:

Performance Improvement/Commodity Procurement
Quantitative Monitoring, Measurement & Reporting
Cost Reduction

Mapping, Data & Urban Research Statistics
Formulation and Implementation of Key Policies
Training for Results

Strategic Thinking/Strategy Development

Each of these is discussed below:

Performance Improvement/Commodity Procurement - during Phase 2 the MTSS pro-
ject will identify, and assist the GOGCWS to procure and make operational, specific com-
modities which will improve performance. Approximately $12 million in equipment and
other commodities is available to improve GOGCWS performance.

Quantitative Monitoring, Measurement & Reporting - through the selective place-
ment of computers, reports will be produced for top management under the Micro-
computers for Management program. This will reinforce the Performance Agreement
between the GOGCWS and BVI which will be negotiated at the beginning of Phase 2.

Cost Reduction - both the 1994-95 expenditure program and the 1995-96 budgeting exer-
cise of the GOGCWS will be the targets for a major effort to control and, hopefully, cut
operating costs.
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Mapping, Data and Urban Research Statistics - by acquiring the necessary capacity
(e.g., computers, maps, trained personnel) and retaining staff to collect and analyze reli-
able data, the MTSS project will assist the GOGCWS to improve their planning and deci-
sion making capacity.

Formulation and Implementation of Key Policies - policies in the following seven
categories will be developed, discussed, approved and implemented during Phase 2:
social, financial, institutional, technical, personal, environmental and informational.
Approved policies will be reflected in the 1995-96 GOGCWS budget.

Training for Results - management training and organizational development subcontrac-
tors, as well as MTSS staff, will concentrate on developing the capacity of top managers
to lead the GOGCWS to a new performance plateau.

Strategic Thinking/Strategy Development - through training, staff specialists, work-
shops, seminars and other mechanisms - including specifically a workshop for external
agencies which influence and constrain the ability of the GOGCWS to achieve its objec-
tives - strategic thinking and planning will be introduced to GOGCWS management.

Other activities and priorities will also be pursued by the five MTSS programs, based on
program specific needs and opportunities. These are discussed in Section 2.
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2.1 Phase 1 Summary of the Financial Viability Program

2.1.1 Mobilization

The Financial Viability (FV) program mobilized 3 expatriate and 4 Egyptian professional
staff during Phase 1. This represented 47 person months of professional staff time, 75%
of the total authorized person months. Table 2.1.1 below summarizes this level of effort.

Table 2.1.1
Mobilization Rate for the Financial Viability Program

LEVEL OF EFFORT | CHANGE
POSITION INCUMBENT Planned | Actual (+ 1 - Months)
EXPATRIATE
Program Manager Peggy Howe 9 9 0
Rate Specialist Mike Dutton 9 3 -6
IAccounting System Spedcialist Bill Steekley 6 2 -4
Subtotal 24 14 -10
EGYPTIAN I
Deputy Manager Mahmoud Bakr 12 1 -1
Financial Analyst Mahmoud Abou Raya 9 10 1
Financial Analyst Faiz Khamis 6 7 1
Financial Training Coordinator Hassan Hosny Mohamed 6 5 -1
Financial System Analyst unfilled 6 - 0 -6
Subtotal 39 33 -6
Total 63 47 -16
Counterparts

In addition, 19 counterparts representing the major finance functions of the GOGCWS
have worked closely with the FV team of professional consultants to accomplish the
Phase I outputs.

2.1.2 Baseline Data Collection
Key Outputs

The following achievements, corresponding to key outputs of the work plan, were
planned and accomplished by the FV program during Phase I of the project:

Fixed Assets Inventoried

Service Areas Defined

Financial Systems Documented
Financial Audit Published
Macro-Level Finance Policies Defined
GOGCWS Finance Policies Defined
Financial Projections Completed
Performance Contract Signed
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Assessment of Financial Conditions

The Assessment of Financial Conditions 1990-1991 through 1992-1993 financial report
reviewed managerial and financial aspects of the GOGCWS. Data used in the analysis
was provided by the GOGCWS with extensive input from the financial counterparts. Be-
cause the information and analyses included in the financial report was, and will be, used
as building blocks for the policy formulation and performance planning and modeling
segments of the FV program, verification of historical data was an important and time-
consuming aspect of the assessment.

Historical Financial Condition

Each year the GOGCWS establishes a budget for the operation and maintenance of the
water utility. Throughout the year expenses are incurred and recorded. At the end of each
fiscal year a final accounts report is generated, reflecting revenues billed and expendi-
tures paid by the GOGCWS. The final accounts report provides a picture of the financial
position of the water utility at a single point in time. However, in order to analyze the ac-
tual financial viability of GOGCWS, a cash flow analysis, consisting of a three year study
period, of the utility’s revenues and expenditures was developed.

The critical financial condition of GOGCWS is illustrated in Figure 2.1.1. Current reve-
nues and exchanges are inadequate to fund current expenses, let alone pay for capital re-
lated costs such as interest and settlement of long term loans. In fiscal year 1992-1993,
current expenses exceeded cash revenues by approximately L.E. 61 million.

1000 L.E.
500,000
400,000
300,000

[l settlement of Long Term Loans
200,000

Bl Local & Foreign Interest
100,000 - ] Current Expenses

©® Current Revenues & Exchanges
¢ 1991 1992 1993

Figure 2.1.1 Historical Financial Condition

While the cash flow shows the overall cash position of GOGCWS’s current operations, a
comparison of the unit cost with unit revenue will illustrate the impact of costs as they re-
late to the tariff. For comparison purposes, expenditures and revenues were divided by bil-
lable units as opposed to collected units. For the 1992-1993 fiscal year, the unit revenue
from production billed closely parallels the P.T. 13 tariff for the household customer. In
that same fiscal year, the unit cost for current expenditures totaled P.T. 20.7 per cubic me-
ter. Interest and principal payments added an additional P.T. 9.0 and P.T. 9.6, respec-
tively, for a total cubic meter cost of P.T. 39.3.

10



MTSS Annual Progress Report Number |

Financial Projection

Using a financial planning computer model and input from the financial counterparts, fi-
nancial projections were developed for fiscal years 1993-1994 through 1998-1999. As-
sumptions for customer growth, inflation, and percent collectibles reflected historical
trends modified to incorporate current operating conditions. Additional revenue and corre-
sponding expenditures associated with system expansion were not incorporated into the
projections as the financing for the related capital investment has not been confirmed.
Forecasts of revenue under existing tariffs reflected an annual growth rate of 3.2 percent
while expenditures increased approximately 12 percent per year. As shown in Figure
2.2.2, comparisons of revenues and expenditures indicate a forecasted annual deficit of
L.E. 279 million in 1999. Over the six year period, tariffs would have to increase by 220
percent or 26.2 percent each year between 1994-1995 and 1998-1999 to eliminate this
projected deficit.

1000 L.E.
600,000

500,000
400,000

300,000

uol|jiw 6.¢-

200,000

100,000

0

1994 1995 1996 1997 1998 1999

B Wages [0 Commodities B Transfers @ Other ® Revenue Under
Existing Tariff

Figure 2.2.2 Financial Projection

2.1.3 Policy Formulation

Policies are the fundamental principles and standards which The GOGCWS would use to
guide decision making and corresponding actions. The FV program has identified the fol-
lowing macro-level financial policies which would empower GOGCWS managers to
move towards a more financially viable organization:

Water Tariffs Based on Cost of Service

Financial Assistance Provided to Qualifying Low-Income Consumers
Financing of Existing Capital Related Expenses

Capital Financing for Expansion

Meter Installation

Customer Classification of Multi-Use Buildings

Costs to be Recovered by Tariffs

Disconnect Policy

Separate Operating and Capital Budgeting Procedures

11
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¢ Balanced Budgets
¢ Controlled Spending

Tracking the move towards financial viability will be accomplished with the following
measurable and objective performance indicators:

Operating Profits (losses) / Total Revenues
Operating Revenues / Operating Expenses
Revenue Collected / Revenue Billed

Water Production Billed / Water Produced
Arrears Collected / Total Arrears

Actual / Budgeted Operating Expenses

Revenue / Employee

Non-Household Connections / Total Connections
Water Consumed m° / Government Accounts

2.1.4 Priority Activities and Plans for Phase 2
Financial Performance Improvement

Verification of the historical financial data and a forecast of future financial conditions,
provide the basis for developing a plan of action to improve financial performance. A
four step plan has been identified for implementation in Phase 2 of the project:

(1) Develop a cost reduction plan.
(2) Identify and adopt performance indicators to track financial status.

(3) Develop financial policies for adoption and implementation which would
empower GOGCWS managers to make the changes needed to reduce cost and
meet performance indicator targets.

(4) Establish long range financial planning with the aid of a financial planing
computer model.

Cost Reduction Plan

Financial forecasts indicate that not only will substantial increases in tariffs be required
but changes in administrative and operational procedures and policies also must be
adopted and implemented. The current political climate suggests any increase in tariffs
will not be approved without sound financial justification. Justification for a proposed
budget and the corresponding tariff adjustment must include a reliable history of expendi-
tures combined with a cost reduction plan. The cost reduction plan will illustrate
GOGCWS’s commitment to operating an efficient organization.

In establishing the initial cost reduction plan, the operating cash requirements of the fiscal

year 1992-1993 final accounts were studied to determine in what areas potential cost sav-
ings could be realized. As shown in Figure 2.1.3, current expenses can be subdivided into

12
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six major categories. Three areas where savings would have a significant impact on total
costs are wages, power and chemicals.

Wages 32.0%

Power 32.0%

' Other Expenses 3.0

Sewer Service 12.0%

Other Commodities 3.0%
Chemicals 18.0%

Figure 2.1.3 Allocation of Costs

To minimize the impact on existing employees, costs associated with wages can be re-
duced using one of two techniques: a hiring freeze or a budget cap. Power costs, the bulk
of which are associated with the purchase of electricity, can be decreased with operational
(power consumption at the plants and pump stations) and administrative (electric tariff
structure) changes. More effective use and purchase of chemicals could reduce current
chemical expenses.

Performance Indicators

Tracking the impact of the cost reduction plan, financial training, changes in operational
procedures. and related recommendations will be accomplished with objective and meas-
urable financial viability performance indicators. Appropriate indicators have been identi-
tied, discussed and approved by the team leader, PIU and FV counterparts. For each
proposed indicator, a ratio, trend, frequency, and target was identified. In addition, histori-
cal indicators, based on year end figures for 1990-1991 through 1992-1993, provided the
base for determining the 1994-1995 performance indicator benchmarks.

Financial Policies

Policies are the fundamental principles and standards which The GOGCWS would use to
guide decision making and corresponding actions. The FV program has identified eleven
macro-level financial policies which would empower GOGCWS managers to make the
changes needed to reduce costs and meet performance indicator targets. The policies deal
with social, institutional, and financial needs of The GOGCWS. Specific topics addressed
include .but are not limited to, water pricing, capital financing, customer classification
and budgeting procedures.

13
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Financial Planning Computer Model

Historically GOGCWS has functioned year-to-year. Each year a budget is adopted and
implemented. At the end of the year final accounts are prepared. The impact of the past
years’ financial performance are not incorporated in the upcoming year budget. To
achieve sustainable improvements in financial performance, The GOGCWS must begin
multi-year financial planning. To assist The GOGCWS in long range planning, a finan-
cial planning computer model was developed. The model is PC based using Microsoft
Excel software as the framework for the interlocking spreadsheet files. A user-friendly
menu-driven format allows the user to make cash flow projections with corresponding
unit costs over a six year forecast period. The model has been demonstrated to the PIU,
the FV counterparts and USAID.

In order to implement a financial performance improvement plan, the following priority
tasks will be undertaken in Phase 2 by the FV program team:

o Assist GOGCWS staff in developing a credible 1995-1996 budget for presentation to
the Ministry of Finance. The development of a reliable historical expenditure pattern,
the implementation of the cost reduction plan, and the use of the financial planning
model will provide the basis for marketing the proposed budget to MOF.

e Develop and implement a computerized tracking system for performance indicators.

¢ Assist in the development, adoption, and implementation of financial policies.

14
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KEY OUTPUTS

YEAR 1

YEAR 2

YEAR 3

YEAR 4

2] 3

2

3

2

3

1. Mobilization
- Program outline approved

2. Baseline Data
- Financial Audit Completed
- Fixed Assest Inventoried
- Service Areas Defined
- Systems Documented
- Financial Projections Completed

3. Policy Formulation

- Macro-Level Finance Policies Defined
- GOGCWS Finance Policies Defined

- Performance Contract

- Altemative Revenues Identified

- Policy Tracking System Established

- Reporting System Implemented

4. Performance Planning/Model Programs

- Annual Financial Framework Defined

- Computerized Financial Modeis Developed
- Annual Cost Reduction Plan Developed

- Commercial Systems Defined

- Twinning Standards & Purpose

- Design ESL program (MD)

5. Plan Management Monitoring
- Systems & Procedures Defined
- Management Monitoring Systems Computerized
- Financial Performance Reports Issued

6. Strategic Planning
- Strategic Planning Workshop Conducted
- Strategic Plan Promuigated
- Plan Monitoring Systems Defined
- Plan Monitoring Reports Issued

7. System Development & implementation
- Financial Systems Regulations Defined
- Integration Ptan Prepared
- Specifications Prepared; REF Issued
- Vendor Selected
- System Delivered
- Test Completed
- Intial Training Completed
- System Operating (1998/99 fiscal year)

(post MTSS)

8. Substantiality Planning
- Plan Prepared
- Final Financial Report Issued
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2.2 Phase 1 Summary of the Management Development Program
2.2.1 Mobilization of Personnel

A major highlight of the Management Development t(MD) program first year activities
was the recruitment, interviewing and selection of a highly qualified team of management
development experts and specialists. The MD program mobilized two expatriate and

three Egyptians professional staff during Phase 1. This represents 37 person months of
professional staff time, 65% of the professional staff authorized for Phase 1. Table 2.2.1
summarizes this level of effort.

Table 2.2.1
Mobilization Rate for the Management Development Program
LEVEL OF EFFORT | CHANGE
POSITION INCUMBENT Planned | Actual (¢ 1 - Months)
EXPATRIATE
Program Manager Vince Niemeyer 12 12 0
Training Planning Specialist Howard Sokolff 12 10 -2
Subtotal 24 22 -2
EGYPTIAN
Deputy Manager Hussein Talaat 12 12 0
Organization Development Expert  |Farouk El Sheikh 9 1 -8
Personnel Specialist Muftah Galal 6 2 -4
Training Systems Specialist Mostafa Shoukry 8 0 6
Subtotal 33 15 -18
Total 57 7 -20
Counterparts

Eleven counterparts representing the administrative, management, training and personnel
functions of the GOGCWS have worked closely with the MD program to complete the
tasks described below. One of the accomplishments of the MD program was securing the
appointment of an Acting General Director of The GOGCWS Training Department.

2.2.2 Baseline Data Collection
Key Outputs

The MD program targeted the following outputs to be accomplished during Phase 1:

Review the GOGCWS Organizational Structure (Tanzeem).

Review Laws & Decrees which established The GOGCWS

Review James Montgomery Consulting Engineers and Black and Veatch International
Reports conceming The GOGCWS

Draft Decree for Reorganization of The GOGCWS

Institutional Audit

16
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The MD program reviewed the GOGCWS’s organization structure (tanzeem) and pro-
duced a computer based organization chart which was distributed to the MTSS program
managers and their staffs. This valuable resource has been used frequently by MTSS and
GOGCWS staff during baseline data collection.

A review of the GOGCWS decree was completed. P.D 1638 of 1968 provided the
GOGCWS with a broad mandate to develop the policies and recommend the management
procedures needed to provide water to Greater Cairo. An in-depth assessment of the legal
foundation of the GOGCWS will be completed after the legal/institutional assessment
component of the institutional audit has been completed. A draft decree for reorganiza-
tion of GOGCWS was postponed to Phase 2 of the MTSS work plan in order to reflect
the policies and strategies developed in phase 2.

A comprehensive review of past studies and reports concerning The GOGCWS was com-
pleted by the MD program. Although recommendations and findings of these reports
were well thought out and presented, few were implemented by The GOGCWS. As an
alternative, the MTSS project is recommending a new * inside out “’approach. Under the
inside out approach to organization development, key GOGCWS managers are provided
the information, techniques and goals needed to design and implement plans, policies and
strategies to improve performance.

An Institutional Audit was completed with the exception of a review of applicable GOE
agencies having jurisdiction over GOGCWS. This legal and institutional review is sched-
uled to be completed during Quarter | of Phase 2.

Management Survey and Seminar

A major highlight of Phase 1 was the design, development, implementation, and presenta-
tion of the findings of the Management Survey to the GOGCWS Steering Committee and
senior and mid-level managers at a Management Survey Seminar held on 14 June 1994.

The primary objective of the management survey questionnaires was to obtain spécific
knowledge, skills and attitudinal information to use in the design of the MD program and
Modules of Instruction (MOI) planned for implementation during Phase 2.

English as a Second Language (ESL) Program

The MD program assisted The GOGCWS to identify the English language needs of the
organization and to investigate options for providing ESL instruction. MTSS facilitated
the coordination of ESL screening and placement among the GOGCWS, American
University in Cairo (AUC) and USAID. This year over 100 GOGCWS personnel were
identified for ESL training and 14 are currently enrolled at The AUC.

Training Policy
The MD team worked closely with the Acting General Director of the GOGCWS Train-

ing Department to formulate a draft training policy for the organization. This draft policy
is being used as a model for the first policy formulation focus group. Approval of this

17
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policy will lead to the development of a training system and organization within the
GOGCWS.

MD Program Model

A model of the general approach which the MD program will follow is depicted in Figure
2.1.2, below.

I Policies / Sustainable Outcomes I

y, Fi ial Viability

Y (PMS)
« Planning - Gosia, Objectives, Resources, Brigets
» Standards - Quality, Quantity, Eficiency

» Control - & Indicators

» Comp i0s - Job D ot

« incentives - Monstary / Non-Monetary

Wumm
« Training Poiicy, System, Resources
. Inotiute

Management Development Program ’ ooy
Major Subsystems * Mic-Menagamant Core" Cumiasn
o Sy Strengihening Curriculs
» Twinning Program
Figure 2.1.2

2.3.1 Policy Formulation

The MD program identified three performance indicators during the first year of the pro-
ject to measure performance in the areas of GOGCWS management training and labor
force productivity. The indicators recommended by the MD program are:

e Management Training Courses Developed
¢ Management Trainees Actual/Management Trainees Planned
¢ Revenue/Employee

The MD program will assist The GOGCWS in the formulation of the following policies:

Policy for Policy Formulation

Training (Management, Administration, Professional, Technical)
Educational Travel

GOGCWS Organizational Structure

Top Management Coordination and Decision Making
Configuration of the GOGCWS Board of Directors
Empowerment, Decentralization and Delegation of Authority
Performance Management and Incentives

Manpower Planning Based on Revenue per Employee
Retraining, Recruitment, Hiring, Promotion, Retirement

18
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2.2.4 Priority Activities and Plans for Phase 2
The major tasks to be accomplished during Phase 2 include the following:
e Develop Legal/Institutional Report / Conduct Workshop

e Complete Policy Formulation Module
e Institutionalize GOGCWS Policy Making Process

19
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MANAGEMENT DEVELOPMENT: SCHEDULE OF PROGRAM OUTPUTS BY QUARTER

KEY OUTPUTS

YEAR 1

YEAR 2

YEAR 3

YEAR 4

2

3

3

2

3

1. Mobilization
- Program outline approved

2. Baseline Data
- Review organizational structure (Tanzeem)
- Review laws/decrees to establish GOGCWS
- Review JMM & BVI-ATK reports
- Draft Decree for reorganization of GOGCWS
- Institutional audit report completed

3. Policy Formulation

- Specify criteria to select counterparts

- Select MD counterparts

- Complete HRD policy statement (draft)

4. Performance Planning/Model Programs

- Mission statements completed

- Develop functional organizational structure
- Update job descriptions (JMM)

- Develop career paths for job groups

- |dentify job requirements (MD)

- Perform job task analysis (MD)

- Develop job performance measures/(MD)

- Design ESL program (MD)

- Twinning program of study report (MD)

- Design training of trainers (TOT) program

- Develop training CTR specification (interim)
- Compile training CTR equipment list (interim)
- Define TMIS requirements

- Manpower development program report (Training Plan)

- Annual performance review

®* & ¢ ¢ o o

* & & & ¢

*

* & o o o

*

5. Strategic Planning (SP)
- Coordinate MIS inputs
- Conduct SP workshop/seminar
- Intergovernmental coordination of SP
- Complete strategic plan for GOGCWS

6. Systems Development and implementation
- Select vendor (H&S) for TMIS (Prototype)

- Develop MD courses

- Implement TOT program

- Implement MD courses

- Implement ESL program

- Implement twinning program of study

- Training evaluation reports

- TMIS prototype implementation (H&S)
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7. Sustainability Planning
- Action plan report
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2.3 Phase 1 Summary Of The Technical Support for Operation
and Maintenance Program

2.3.1 Mobilization

Although the MTSS Project began 1 July 1993, the first Technical Support for Operation
and Maintenance Program (TSOM) staff member was mobilized on 12 September 1993.
The Program Manager joined the project on 9 January 1994; the Deputy Program Man-
ager on 3 April 1994. During Phase | the TSOM program mobilized a total of two expatri-
ate and four Egyptian professional staff. This represented 28 person months of
professional staff time, 50% of the total authorized person months in the TSOM work
plan. Table 2.3.1 below summarizes this level of effort.

Table 2.3.1
Mobilization Rate for the TSOM Program

LEVEL OF EFFORT | CHANGE
POSITION INCUMBENT Planned | Actual (+ / - Montns)
EXPATRIATE
Program Manager Don Houser 11 5.7 -5.3
Utility Operations Specialist vacant 9 0 -9
[Water Conservation Specialist vacant 6 0 -6
[Water Quality Specialist Sher Singh 0 5.5 5.5
Operations & Maintenance Training
Specialist vacant 6 0 -6
Subtotal 32 11.2 -20.8
EGYPTIAN P
Deputy Manager Kamal El-Shansury 6 29 -3.1
Operations Management Specialist Ahmed Allam 6 9.6 36
[Water Works Engineer Ali Fouad 6 24 -3.6
Operations & Maintenance Specialist vacant 6 0 -6
Operations Engineer Ahmed Hamdy 0 1.9 1.9
Subtotal 24 16.8 -7.2
Total 56 28 -28
Counterparts

The GOGCWS Chairman nominated 19 counterparts for the TSOM program. These coun-
terparts represented the Waterworks, Networks and Projects Departments of the
GOGCWS. They have been the source of most of the data collected during Phase 1.

2.3.2 Baseline Data Collection

During the first year of the MTSS Project, TSOM program staff collected data on
GOGCWS waterworks and networks facilities, including size; location; equipment;
chemical and electrical usage; pipeline breaks, etc. Specific outputs, as listed in the
MTSS Work Plan, included:

e Water -Audit
¢ System Map of Water Works and Network Maintenance Center locations
e System Statistics
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A Baseline Data Report was prepared by the end of Phase 1. It summarizes and analyzes
data collected regarding GOGCWS facilities (location, production, maintenance, water
quality) and organization. Among the major findings of the report are the following:

1. It is currently not possible to accurately measure, monitor, and control water
treatment processes due to the lack of operating meters and scales at the
waterworks facilities. As shown in the following table, only 43% of the water
produced by GOGCWS is accurately measured.

Table 2.3.2
Status Of Meters At Waterworks Facilities
1992/93
PRODUCTION
WATER WORKS FACILITY {m*/YEAR) EFFLUENT METER SUBTOTAL SUBTOTAL
present operational {m?year) (%)
Rod El Farag 279,489,400 Y Y
Fostat 121,516,100 D1 Y
Embaba 113,203,100 Y Y
El Marg 19,000,700 Y Y 533,209,300 43%
Mostorod 278,216,450 ¥ N
Ameryia 118,083,030 Y N
Gezirhet El Dahab 104,353,800 Y N
Roda 52,930,830 Y N
Tebeen 35,478,660 Y N 589,062,770 47%
Giza 48,782,600 N N
Helwan 28,715,560 N N
Kafr El Elw 27,778,920 N N
Maadi 20,867,000 N N
Shobra El Kheima 2,537,900 N N
Toura El Asmant (out of service) 190,390 N N 128,872,370 10%
Total 1,251,144,440

2. Personnel from the Networks Central Department are so busy repairing
pipeline breaks and service connections, they seem to have insufficient time to
spend on preventive maintenance activities. Figure 2.3.1 shows the total pipe
repairs reported for 1992/93 for each Networks Maintenance Center.

8,000

6,000

4,000

2,000

Figure 2.3.1 Pipe Repairs per Maintenance Center



MTSS Annual Progress Report Number 1

3. The GOGCWS has limited control over the type of equipment and treatment
processes funded by foreign loans and grants. Equipment from many different
countries complicates maintenance management. Table 2.3.3 lists the country of
origin for major equipment at the 16 GOGCWS waterworks stations (treatment
plants and well fields). The GOGCWS should consider either consolidating
equipment at its waterworks facilities or implementing a flexible standard which
will balance the interests of the donors with those of the organization.

Table 2.3.3
Country of Origin for Major Equipment

Design Capacity 1000 !
m*/day Source of Equipment J
Water Works Czechoslovokia Egypt | England | France | Germany | Japan | USA | other | Total

TOURA EL ASMANT not I service !

SHOBRA EL KHEMA under construction X =
MAADI 70 X X X X | 4
KAFR EL ELW 80 X X 2
HELWAN 120 X X 2
TEBEEN 100 X 1
EL GIZA 120 X X X X 4
EL RODA 110 X |
GEZERT EL DAHAB 215 X X X 3
EMBABA 300 X Austna 2
AMERYIA 420 X X P Austna 4
FOSTAT 600 X 1
ROD EL FARAG 750 X X X X 4
MOSTOROD 835 X X 2

Well Fields
BAHTEEM 15 X X %)
EL REMALA 55 X X 2
JOLLIE VILLE 20 X X 2
EL MARG 120 X X 2
Total 3930 7 3 « | s s 3 s 2

Additional data collection, systems documentation, and process analysis work will be un-
dertaken during Phase 2. More detailed maps will be available at that time to enable the
TSOM program to fully analyze the management implications of the current physical lay-
out of the facilities.

2.3.3 Policy Formulation

TSOM staff proposed performance indicators (PI) to be used by top management to moni-
tor operations and maintenance. Several of these were included in the list of PI’s the
GOGCWS Chairman has endorsed as the basis for performance improvement. Following
are those PI’s with one or more terms (in italics) related to the TSOM Program:

e Water Production Billed/Water Produced
Preventive Maintenance Work Orders (Networks)
Non-Household Connections/Total Connections
Working Meters/Total Accounts

Water Consumed (m3)/Govemment Accounts

The TSOM Program has identified the following key policy areas which would assist the
GOGCWS to move closer to the financial viability and managerial autonomy objectives
it has endorsed. The candidate policiy areas are derived from an analysis of the baseline
data.
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electricity consumption
management/decentralization
empowerment of plant mangers
delegation to middle managers
percent water loss

plant productivity

meter utilization

control of system growth

standards of design and construction

With the exception of "*control of system growth™, these recommended policy areas are
internal, i.e.. requiring only the approval of the GOGCWS Board of Directors and Gover-
nor. TSOM staff has developed basic concepts for each specific policy. The next step is
to organize and conduct a review in accordance with The MTSS project’s policy formula-
tion process.

2.3.4. Priority Activities and Plans for Phase 2

During Phase 2 the TSOM program will devote its major efforts toward assisting
GOGCWS improve network effectiveness by upgrading the quality of repairs. This can
increase the quantity of water The GOGCWS delivers to its customers without increasing
water production. TSOM program staff will also work with The GOGCWS waterworks
managers to decrease operating costs by reducing chemical comsumption and electrical
power usage. Although these efforts can increase revenues through decrease costs, they
will not be enough to enable GOGCWS to achieve financial viability without changes to
the tariff schedule.

Specifically, TSOM staff will continue to work with the designated GOGCWS personnel
to accomplish the following during Phase 2:

Waterworks Plant Managers

» Improve record keeping of chemical usage and electric consumption
¢ Repair and calibrate source and production water meters

¢ Perform preventive maintenance activities

Networks Maintenance Center Chiefs

¢ Conduct a pipeline break survey

¢ Provide training on pipeline break repair procedures

¢ Implement a valve exercise program

Projects Department Engineers

¢ Develop design guidelines for new facilities

o Complete cost/benefit study of power factor improvements
» Develop general specifications for pipeline construction
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Central Department Managers for Waterworks and Networks

e Review staffing levels at individual facilities and recommend adjustments
e Determine equipment needs for possible funding by USAID
e Conduct policy formulation workshop

Additionally, in accordance with the MTSS Work Plan. during the first quarter of Phase 2

the TSOM Program will develop outlines for a Certification Program for GOGCWS Tech-
nical staff and for a public education program.

25
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TECHNICAL SUPPORT FOR O & M: SCHEDULE OF PROGRAM OUTPUTS

KEY QUTPUTS

YEAR 1

YEAR 2 YEAR 3 YEAR 4

2

3

2| 3[4 1] 2| 3] 4] 1| 2| 3

1. Mobilization
-Personnel
-MTSS Project staff
-GOGCWS counterparts
- Program Qutline Approved

2. Baseline Data
- Water Audit completed
- System Map-Statistics Completed
- Policies Documented
- Historical Budgets reviewed Bab | & Bab 2)
- Evaluate Metering Policy-cost/benefit estimated
- Evaluate Water Conservation

* o b o o

3. Poticy Formulation
- Identify policies
- GOGCWS policies defined and agreed to
- Performance Agreed to:
. % water loss
. plant productivity
. reduce illegal connections
. meter Revisions
- Public Education Program
- System Expansion Feasibility Development
- Develop O & M cenrtification program

* & o 0 o o o

4. Performance Management & Monitoring
- Annual Budget Defined
- Develop Computerized Statistical Data Systems -
Performance Evaluation
- Monitoring Reports - Task 3
- Twinning Standards & Purpose

5. Strategic Planning
- Strategic planning Workshop
- Strategic Plan Presented
- Plan Monitoring System
- Monitoring Reports

6. System Development & Implementation
- Evaluate Requirements for Systems -Task 4
- Identify & Specify Software Hardware
- Vendor Selected
- System Delivery
- Tests Completed
- Work Order System Operating

7. Sustainability Planning
- Action Plan
- Final Report
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2.4 Phase | Summary of The Materials Management and
Procurement Program

2.4.1 Mobilization

The Materials Management and Procurement Program (MMP) members were assembled
and began full operation in December 1993. This program was rescheduled to begin ap-
proximately 6 months early in order to be in phase with the other MTSS programs.

The MMP program mobilized one expatriate and two Egyptian professional statf during
Phase 1. This represented 27 person months of professional staff time, 112 % of the total
authorized person months. Table 2.3.1 below summarizes this level of effort.

Table 2.3.1
Mobilization Rate for the Materials Management & Procurement Program

: LEVEL OF EFFORT | CHANGE
POSITION INCUMBENT Planned | Actual (+ - Months)
EXPATRIATE
Program Manager Buck Osteen 3 7 4
Subtotal 3 7 4
EGYPTIAN

Deputy Manager M. H. Wardany 12 12 0
Inventory Systems Specialist ismail 9 8 -1
Subtotal 21 20 -1
Total 24 27 3

2.4.2 Baseline Data Collection

According to the approved MTSS work plan, the MMP program was expected to prepare
the following outputs:

¢ Provide Quantities and Values for Inventory
¢ Review Current Policies and Procedures
¢ Evaluate Upgraded Rod El Farag Systems

Baseline data was gathered from many sources including GOGCWS counterparts and per-
sonnel, previous reports, and site visits to all the stores. After the collection of this infor-
mation, a formulation of the condition of the GOGCWS inventory/stores system was
developed.

The data collection revealed many positive aspects of the existing GOGCWS inven-
tory/stores system which include, but is not limited to the following:

e Parts are issued in a timely and expedient manner.

¢ Generally, the inventory/procurement procedures provide good support to the
GOGCWS organization.

¢ Only one water treatment plant (wtp) had a major piece of equipment inoperable due to
the lack of proper spare parts.
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The data also revealed that GOGCWS should focus on the following main items for up-
grading the inventory/stores system:

The 1ssue of scrap/stagnant disposal should be addressed effectively.

Use of proper storage techniques would prolong the life of parts in long term storage.
A master inventory of all the spare parts should be established.

There should be one committee or group responsible for naming and coding parts and
inventory.

2.4.3 Policy Formulation

To emphasize the importance of GOGCWS making decisions based upon accurate data:
the MTSS program has recommended that sixteen specific parameters or indicators be
measured and reported to the Chairman on a regular basis during 1994-1995 fiscal vear.
The indicators chosen for the inventory/stores department are:

e Scrap/Stagnant stock sold or recycled
¢ Inventory items coded and computerized (at two WTPs)

The MMP staff will support GOGCWS personnel in producing and reporting the required
indicator information. However, the ultimate burden for producing this information lies

with GOGCWS.

To assist GOGCWS in maintaining continued improvement for its inventory/stores svs-
tem. the following policies were proposed for consideration by the organization:

Materials Management:

¢ Master [Inventory

¢ Proper Storage

e Foreign Equipment Standardization

Scrap/Stagnant Stock:

¢ Scrap/Stagnant Stock Disposal

Procurement:

¢ Improvement of Procurement Process

General:

¢ Stores’ Personnel Compensation

In general, the cooperation and information provided by GOGCWS staff has been
excellent. However, a pilot inventory project initiated at Rod El Farag WTP was delayed
because the Rod El Farag staff felt that the compilation of Arabic stock item names was

beyond their scope of work. They requested additional compensation for completing this
assignment.
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2.4.4 - Priorities and Plans for Phase 2

Future work of the MMP program will focus on assisting The GOGCWS to develop a
master inventory, optimizing the procurement cycle and more effectively sell or recycle
scrap and stagnant stock.

Listed below are additional items to be accomplished by the MMP staff during Phase 2:

¢ Monitor and assist GOGCWS with initiation of work on the performance indicators.
Verify that monthly progress reports are submitted to the Chairman.

Provide twinning standards and describe program purpose.

Conduct a strategic planning workshop for inventory/procurement management.
Define requirements for a computerized MMP program.

Continue inventory computer training.

Prepare a strategic training plan.

Procure lifting and handling equipment.

Procure computer hardware and software for the Stores’ Department.

Install and initiate use of computer hardware and software.

Prepare action plan.

Prepare training report.

Prepare final report.
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MATERIALS MANAGEMENT & PROCUREMENT: SCHEDULE OF PROGRAM

KEY OUTPUTS

YEAR 1

YEAR 2 YEAR 3 YEAR 4

2

3

2| 3] 4 1| 2| 3| 4 1| 2| 3

1. Mobilization
- Program Outline Approved

*

*

2. Baseline Data
- Inventory Quantities & Values
- Review Current Policies & Procedures
- Evaluate Upgraded Rod El Farag Systems

3. Policy Formulation
- Identify Key Policies
- Policies Defined & Agreed to
- Performance Agreed To:
. Value of Stock/Annual Demand
. Supplies Budget vs. Total Budget
- Procedures to Meet Policies Instituted

[ 4. Performance Management & Monitoring

- Annual Budget Defined

- Develop Systems - Performance Evaluation
- Monitoring Reports - Task 3

- Twinning Standards & Purpose

5. Strategic Planning
- Strategic Planning Workshop
- Strategic Plan Presented
- Plan Monitoring System
- Monitoring Reports

6. System Development & Implementation
- Evaluate Requirements for Systems -Task 4
- Identify System - Task 4
- Vendor Selected
- System Delivery
- Tests Completed
- Operating System

7. Sustainability Planning
- Action Plan Report
- Final Statistical Report
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2.5 Phase 1 Summary Of The Project Management and
Administration Program

2.5.1 Mobilization & Project Support

A total of 3 expatriate specialist positions were filled and mobilized during phase 1. Addi-
tionally. an Egyptian Deputy Program Manager was appointed. Table 2.5.. below summa-
rizes this information.

Table 2.5.1
Mobilization Rate for the PM&A Program

LEVEL OF EFFORT | CHANGE
POSITION INCUMBENT Planned (= /- Montns

EXPATRIATE = . e
Program Manager Robert Kirkman 55 55 0
Program Manager (acting) Sher Singh 6.5 6.5 0
Publications & Reports Advisor Kevin Haupt 10 7.5 -2.5
Computer Support Specialist Greg Hecht 9 10.25 1.25
Subtotal

EGYPTIAN
Deputy Manager Mohamed Zawawy 6 2 -4
Systems Design Specialist vacant 8 0 -8
Subtotal 14 2 -12
Total 45 31.75 -13.25

The Phase 1 mobilization rate was 71%, the results of 31.75 person months of actual pro-
fessional staff level of effort compared to the 45 months authorized in the work plan.
Currently there is one staff position remaining to be filled. This position is specific to the
microcomputers for management function.

Counterparts

Due to the nature of the PM&A program, counterpart contact activity for the first year
was limited. However, a close relationship with the GOGCWS computer department was
established. This relationship resulted in one of the MTSS project’s first capital purchases
for The GOGCWS.

Project Support

The PM&A group provided mobilization assistance for all project expatriates. This assis-
tance included coordinating the shipping, certifications, clearances, moving, personal
transportation, and other activities associated with the relocation of more than ten tempo-
rary and permanent expatriate staff and their families.

Other project support activities include the development of physical inventories, and
tracking of all assets purchased for the project, including computers, office equipment,
furnishings, and library materials. These inventories are currently in place and will be
maintained over the life of the project.
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Project Accounting

Systems and procedures for project accounting and reporting were implemented and im-
proved during Phase 1. This included setting up local bank accounts. and instituting
policies for the disbursement of petty cash funds to comply with the MTSS policies and
contractual requirements.

Reports are now available on demand for any particular category of expenditure or
individual expenditure item. Summary reports relating to invoice status and project expen-
ditures are generated on a monthly and quarterly basis.

Office Setup

Two major project facilities were renovated and equipped during Phase 1. One (Ramses
Street) is operational, and the other (Rod El Farag) is substantially complete. Both these
facilities will be tumed over to The GOGCWS at project completion, along with the com-
puters, equipment, and library materials that they house.

Systems Implementation

To support the project work effort the PM&A installed an 18 node local area network
(LAN), including a variety of peripheral hardware and application software.

Additionally, the PM&A program helped the GOGCWS expand its existing data process-
ing system. The PM&A group supervised implementation of hardware & software addi-
tions to the GOGCWS VAX computer. The successful completion of these improvements
has allowed the GOGCWS Data Processing Center to add personnel records, warehouse
inventory. and customer billing information to its current operations. This upgrade will
also make operational seventeen previously inoperable computer terminals .

Systems requirements for data collection of GOGCWS performance information were
defined in Phase 1. Although the actual procurement of this equipment will not take place
until the beginning of Phase 2, most of the work effort including flow charting the data
flow has been completed. Actual procurement of the equipment is pending the allocation
of funds by USAID. '

Training

The focus for training has been on software applications specific to the MTSS Project
work effort. To assist with the smooth implementation of the MTSS LAN, training was
provided to members of the MTSS project staff including the PIU.

2.5.2 Baseline Data Collection

Major accomplishments for Phase 1 included developing the Microcomputers for Man-
agement requirements specific to each of the programs. This included identification of
existing MTSS data sources, the data tools available for collecting information from these
sources and development of a data collection plan. (see figure 2.5.1) The basic data collec-

L)
(8]
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tion plan addresses performance monitoring requirement and policy formulation for the

GOGCWS. (see figure 2.5.2)

</m
Objectives

( Policy
Formulation-

Performance
Monitoring

Data Collection
Plan

|
GOGCWS ) ( Gogews ) ( other |
Automated || Maps & Data -
Information || Records SourcesJ .

« Customer Records e Finance «ESA
« Personnel Records = Budget -GCUDC |
« Stores « Networks » Consultants |
« Warehouses » Projects |

« Waterworks

» Gov't of Egyp
» Audit Dept.

|
i

Figure 2.5.1 Systems Implementation

Figure 2.5.2 Existing Data Resources

Actual procurement of the hardware and software, database design, training, and systems
implementation will commence in the first quarter of Phase 2.

2.5.3 Priorities and Plans for Phase 2

The PM&A program has substantially expanded and re-directed its scope over the past
six months. The revised Phase 2 work plan reflects the following priorities:

1. Implementation of the MFM program by:

¢ defining the HW/SW requirements and procuring and installing HW/SW at

appropriate locations.

¢ providing training, technical support and follow-up
e expanding the MFM program to cover a growing list of Phase 2 performance

indicators

(8]

Developing an urban data/mapping resource for the MTSS project and

extending this capacity into the GOGCWS by the end of Phase 2.

I

. Streamlining the invoice processing system through discussions, negotiations

and administrative support. Both the GOGCWS and USAID will be involved in

this effort.

4. Coordinating the overall MTSS commodity/procurement program and
establishing systems and procedures for both in-country and overseas procure-

ment.
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5. Supporting the administration of the MTSS project, especially by assuring
effective project operations at both the GOGCWS Headquarters and Rod El
Farag locations.
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PROJECT MANAGEMENT & ADMINISTRATION: SCHEDULE OF OUTPUTS BY QUARTER

KEY OUTPUTS

YEAR 1

YEAR 2 YEAR 3 YEAR 4

2

3

2 3| 4 1] 2| 3| 4 1| 2 3

1. Mobilization/Administration
- Office setup
- Revised Program Workplan
- Personnel
- MTSS Project staff
- GOGCWS counterparts
- Reports (quarterly/annual)
- Equipment inventory

T A

2. Baseline Data Collection
- List of Reports & Library Setup
- Project Budget
- GOGCWS Computerization Survey
- GOGCWS Base Map Ildentified

.

L S

3. Policy Formulation
- Performance Tracking Reports
( Microcomputers for Management)

4. Performance Management & Monitoring
- Microcomputers Software
- Graphics in External Reports
- Management by Objectives Policies
- GOGCWS Employee Recognition
- CAD Hardware/Software Setup

5. Strategic Planning
- Report 1996-2000

6. System Development & Implementation
- Train Computer System Operators

7. Sustainability Planning
- Action Plan Report
- Final Statistical Report




MTSS Annual Progress Report Number |

Section 3: Conclusions and Recommendations

ach Quarterly Progress Report (QPR) submitted this year (i.e., QPR-1, QPR-2.

QPR-3) included conclusions about the GOGCWS’s capacity and then recom-

mended specific actions to address the issues identified in the conclusions. No at-
tempt was made to categorize or prioritize the list of conclusions or recommendations.

In this APR-1, we have categorized the previous conclusions, and several additional ones
reached this quarter. as either strengths. weaknesses, opportunities or threats. The
strengths and weaknesses apply to the internal organization of the GOGCWS: opportuni-
ties and threats relate to the external pressures which may have an impact on the capacity
of the GOGCWS to function as an independent entity. For each category a list of recom-
mended actions is provided.

3.1 Strengths

The conclusions reached about the strengths of the organization are listed below (accord-
ing to the consecutive numbering sequence which the MTSS project is using as a continu-
ous reference point).

1. Top management is committed to success and wants to see outputs and results.

(QPR-1)

4. Computerization at GOGCWS has excellent potential to contribute to policy
reform and improve GOGCWS management (QPR-1).

7. GOGCWS managers are receptive to change and eager to be provided with the
authority and responsibility needed to contribute to strengthening the institution
and improving its performance (QPR-3).

10. The GOGCWS can pursue financial viability through expenditure control, cost
reduction, better utilization of resources and disposal of scrap and stagnant
materials not only by tariff increases. (QPR-3)

11. The MTSS project Steering Commitfee and the GOGCWS Board of Directors
provide the framework for building a management team at the GOGCWS.
(APR-1)

To capitalize on the strengths of the organization the MTSS project recommended, and is
implementing, the following:

e developed quantitative performance measures to enable management to objec-
tively define results and take appropriate and timely action to improve non-per-
formance;

e acquired computer equipment to upgrade The GOGCWS central computer and
accelerated the ‘“Microcomputers for Management’’ program design to enable the
organization to analyze and report performance information under the terms of a
Performance Agreement between The GOGCWS and BVI;
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e conducted a policy formulation seminar and then obtained the commitment of top
management to a policy approval process which will be implemented in Phase 2:

e initiated cost reduction planning activities for Phase 2 of the MTSS project and
will assist the GOGCWS to control its costs and maximize the impact of the
resources it has been provided; and.

¢ hired Coverdale Organization, Inc. to provide team building training in Phase 2
for the GOGCWS Steering Committee and the Board of Directors.

3.2 Weaknesses
Conclusions about the weaknesses of the GOGCWS include the following:

2. There is not yet a shared understanding of the meaning and implications of the
terms, “‘managerial autonomy” and ‘‘financial viability’’: the MTSS project
objectives. (QPR-1)

5. Much of the data maintained by the GOGCWS is inaccurate, inconsistent and,
therefore, unreliable as a base for policy and strategy formulation. (QPR-2)

12. Many management and supervisory personnel have not had exposure to basic
management principles and ideas. (APR-1)

13. There does not appear to be any long range planning or implied strategy for the
organization. The GOGCWS does not understand its own value and importance.
(APR-1)

To counter the weaknesses of the GOGCWS, the MTSS project took a number of initia-
tives. Some are still in the conceptual stage. some in planning, others are moving ahead
and will be major elements of the Phase 2 strategy. They include:

¢ defining and then reinforcing, again and again, standard meanings for the terms
Sinancial viability: “‘the ability of The GOGCWS to raise the revenues needed to
cover recurrent costs’’ and managerial autonomy: ‘‘the right to decide how,
where, when and on what terms to offer services, after consultation with, but not
under the control of outside agencies; and the right to determine how to utilize
resources to achieve the maximum benefit”,;

e improving both the data required for sound management (including base maps of
the service area) and the means of the GOGCWS to capture and report data by
helping to define the requirements for computerization and then procuring during
Phase 2 equipment for this purpose

¢ hiring Titus-Austin, Inc. to provide management training courses closely tied to
performance improvement and policy reform at the new GOGCWS/MTSS train-
ing center at Rod El Farag which will open in July, 1994; and,
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e providing for training in strategic planning and appointing a competent strategic
planner with international experience to work with top management during
Phase 2.

3.3 Opportunities

The external conditions or factors which the GOGCWS may be abie to use to their advan-
tage are:

3. Coordination and information-exchanges among urban water utilities appear to
be very limited and not tocused on policy. (QPR-1)

8. Cost recovery for operations and maintenance is attainable by the GOGCWS.
but capital cost recovery is beyond the organization’s capability. (QPR-3)

14. Public policy dialogues about water quality and water conservation - and the
several projects which are advancing these objectives - could enable the
GOGCWS to increase public awareness of the organization’s contribution to
economic development and the quality of urban life. (APR-1)

These opportunities in the external environment - either as a result of structural reforms.
for example, or because of perceived changes in consumer awareness - were responded to
by the MTSS project as follows:

o attempted to convene a Water Producers Conference by collecting comparative
data about each of the 12 major water producers in Egypt. In Phase 1 this activity
was not successful due both to lack of data and inadequate staff resources to
allocate to this task. In Phase 2, as part of the urban data collection and statistical
research activity, it is hoped that this effort at sector coordination can be achieved;

e policies concerning financing of capital facilities and the identification of alter-
native sources of revenue for capital financing are being developed in Phase 2.
Communicating the message (among many) to the Governorate and outside
agencies will be carried out under the subcontract with Coverdale Organization,
Inc. through a series of quarterly workshops to be initiated in Quarter of Phase 2;

e coordination with other water related projects will be carried out in Phase 2 in
order to maximize the public awareness of the services (and cost of services)
provided by the GOGCWS

3.4 Threats

The external factors which threaten the viability and autonomy of The GOGCWS include
the following:

6. The external boundaries of the organization’s service area need to be redefined

and policies and procedures need to be developed to regulate and manage growth
within the service area. (QPR-2)
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9. The primary technical problem of the GOGCWS - one that threatens the integrity

of the entire system and which the organization must address as a precondition
to financial viability - is the age and condition of the existing transmission
network. Providing new or additional treatment capacity should be secondary to
this objective. (QPR-3)

. The organization structure, staffing and systems are not only highly fragmented

and bureaucratic but the power to modernize and streamline the organization is
in the hands of external agencies. (APR-1)

Dealing with the threats facing the organization is otten very difficult. When equipment

or other commodities can help to address the threat. the MTSS project can provide direct
assistance. In many other instances the MTSS project can only provide support. The fol-
lowing recommended actions are being tried to promote change:

¢ retained Coverdale Organization, Inc. to convene workshops for outside agencies

which affect the GOGCWS, including the Governorate (and perhaps Popular
Council members) and the Ministry of Finance. Specific issues will include a
package of key concerns including the service area boundary. capital financing
alternatives and cost recovery:

develop “‘no growth™ policies and then define the requirements for equipment to
be procured - and procure equipment - to help measure and monitor flows, repair
main breaks, map system characteristics and other equipment to help concentrate
attention on the networks rather than on new construction;

the specific constraints imposed by external agencies on GOGCWS (relative to
attaining the objectives of financial viability and managerial autonomy) will be
defined in Phase 2 and then a new legal base will be developed as part of the
strategic planning exercise.
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8. Disconnect Policy. Water service will be disconnected from any customer who has
unpaid bills for two consecutive billing periods.

9. Separate Operating and Capital Budgeting Procedures. Current operations and
capital expenditures shall be budgeted and monitored independent of one another.

10. Balanced Budgets. Adoption of an operating budget shall include adoption of a tariff
schedule adequate to support proposed expenditures.

11. Controlled Spending. Expenditures in excess of budgeted amounts are not permitted
without a corresponding approval of funding for such excesses.

Twinning Standards and Purpose

The purpose of the proposed participatory training (twinning) is to expose participants to
skills and knowledge not available within their own'organization. A prerequisite for each
participant is a level of skill and knowledge such that additional training will enhance the
abilities of the participant. Based on a review of potential participants skills and knowl-
edge, the FV program recommends that all potential participants complete the Financial
Viability orientation training module prior to nomination for the twinning program.
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4.2 Management Development Program
Program Purpose

The Management Development (MD) Program will increase the knowledge and skills of
GOGCWS™ middle and senior level managers to enable them to apply best commercial
practices in the operation and control of the utility. The mid-level and senior level manag-
ers of Cairo Water will be taught job oriented basic skills (JOBS) addressing specific
management competencies. Management competencies will be packaged in modules of
instruction. After introduction of management competencies, implementation of learned
competencies on the job will be emphasized. At all times, management training will focus
on management competencies that are applied on the job. An important aspect ot the MD
Program is to provide GOGCWS with a commercial attitude and sense of service aimed
at providing the best possible water supply to its customers at an affordable cost while
minimizing further government subsidies.

Tasks, subtasks and activities during the quarter focused on 1) Egyptian staff mobiliza-
tion and interviews of U.S. experts; 2) team building and consultation with GOGCWS
counterparts; 3) preparation and presentation of the findings of Management Survey at a
seminar on 14 June 1994; 4) preparation and presentation of the Policy Formulation semi-
nar on 15 June 1994; 5) completion of the equipment list for the GOGCWS/MTSS train-
ing center with purchase requests and price quotes submitted; 6) facilitation of placement
testing of approximately 100 GOGCWS employees at the American University Cairo
(AUC) for English as a Second Language (ESL) training.

Egyptian staff mobilization was emphasized during the quarter with the positions of Or-
ganization Development Expert and Personnel Specialist filled. In addition, a candidate
for Training Systems Specialist was identified and will begin work at the GOGCWS/
MTSS training center when renovation activities are completed. Recruitment of U.S. ex-
perts for the position of Personnel Systems Specialist continued with several candidates
being interviewed.

Team building with the GOGCWS training counterpart, Eng. Mahmoud Khalaf, and his
training staff focused on coordination of placement testing of GOGCWS candidates for
English language training at AUC.

A major highlight of the fourth quarter work effort was the preparation and presentation
of two management seminars attended by 77 senior and middle level managers.

Support was provided in the renovation and furnishing of the villa at Rod El Farag Water
Treatment Plant as a GOGCWS/MTSS training center by finalizing purchase requisitions
for training aids and equipment.

During the quarter over 100 GOGCWS employees were recommended by GOGCWS for
English language placement testing at the AUC. Placement testing was accomplished and
14 GOGCWS personnel are now in training at AUC. Subsequent testing and placement
will enable additional GOGCWS personnel to upgrade their English language skills.
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The specific MD program tasks, subtasks and a summary of activities for the quarter are
identified in the following table. Key activities in the fourth quarter are in bold italics.

Table 4.2.1
MD Program Tasks, Subtasks & Summary of Activities

TASKS-SUBTASKS

|

SUMMARY OF ACTIVITIES

| Mobilization

! 1.1 Mobilize staff

| 1.2 Participate in WASH workshop
| 1.3 Define data needs

| 1.4 Prepare MD Program Outline

‘ 1.5 Interview potential candidates

- Dr. Niemeyer mobilized & confirmed as MD PM

- Managerial autonomy ratified as MTSS prionty

- Eng. H. Talaat appointed

- H. Sokoloff appointed as Training Development :
Specialist i

- F. El Sheikh appointed as Organization Development]
Expert |

- Dr. Galal appointed as Personnel Specialist

- A candidate for the position of Training Systems
Specialist was nominated

Baseline Data Collection

2.1 Conduct institutional Audit of GOGCWS

2.2 Review laws/decree and bylaws for establishment
of GOGCWS

2.3 Review organizational structure (TANZEEM) as
approved by CAOA

2.4 Review HRD policy (if any) for:
- analysis and classification of existing labor force

by skill and wage level

- labor force projection / needs

2.6 Determine GOGCWS ability to provide incentives
(monetary and non-monetary)

2.7 Review top management, personnel and training
system

2.8 Review JMM/BVI-ATK reports

2.5 Determine GOGCWS ability to promuigate rules and
regulations (hiring, promotion, training, certifications)

- Tanzeem review completed and report prepared

- Legal review completed and report prepared

- Prior reports reviewed and discussed . Mini report
in development

- Management Survey completed

- Tanzeem input into computer

- Personnel policies coliected

- Draft HRD policy statement developed and revised

- Steering Committee briefed on results of
Management Survey

- HRD Policy ready for presentation to counterparts

- Completed courseware specifications for
training modules

- Developed policy formulation methodology

- Prepared & submitted purchase requests for MDI
equipment

- Training Management Information System :
preliminary design drafted s
- ESL testing & training begun at AUC

Policy Formulation

3.1 Establish policy requirements for managerial
autonomy

3.2 Specify criterfa for selection of MD counterparts -

3.3 Negotiate specific MD performance targets for the
following MD counterparts:
- Senior level managers
- Mid level managers
- Twinning exchange program participants

3.4 Establish evaluation guidelines and strategies for
determining effectiveneass of MD in the job
environment

3.5 Review and update job descriptions from
JMM reports

3.6 Develop recruiting, selection, placement,
performance evaluation and promotion practices

3.7 Develop career paths for each job group

3.8 Develop O & M certification programs

- Counterpart selection criteria drafted

- Training counterparts briefed on policy formulation
approach / methodology

- Management Survey seminar conducted

- Policy Formulation seminar conducted
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Task 1- Mobilization of Personnel

Long Term Personnel

29}

3.

After extensive recruitment, interviewing, and consultation the Organization
Development Expert position was filled by Mr. Farouk El Sheikh, former
Executive Program Director of the Management Development Program at
American University Cairo (AUC). In addition he has worked on policy formu-
lation and organization development matters in Alexandria for a USAID ISC
project.

Dr. Moftah Galal was recruited for the Personnel Specialist position and began
work on 3 May 1994. Dr Galal is well qualified for the Personnel Specialist
position since his doctorate is in personnel administration and he has over twenty
five years of related experience with The Central Agency for Organization and
Administration (CAOA).

A candidate for the Training Systems Specialist position who meets the educa-
tion and experience requirements has been identified and purposed to the PIU.

Mobilization of the Training Systems Specialist position completes the Egyptian manage-
ment development team.

MANAGEMENT DEVELOPMENT PROGRAM

PROGRAM MANAGER
VINCE NIEMEYER
45M

|
TRAINING DEVELOPMENT

SPECIALIST
HOWARD SOKOLOFF 36M

DEPUTY MANAGER
HUSSEIN TALATT
45M

T N R

PERSONNEL SYSTEMS —J
SPECIALIST

STRATEGIC PLANNING

2M . - SPECIALIST
— 12M
.
PERSONNEL SPECIALIST
OR. MOFTAMGALAL  |-— ORGANIZATION
34m L] oevecopment experr |-
= FAROUK EI SHEIKH 39M |
-
R
TRAINING SYSTEMS
SPECIALIST |
Carudate Selected 24M

Figure 4.2.1

Counterparts

Counterparts from the GOGCWS Administration Affairs Central Department participated
as group leaders in the Management Survey seminar roundtable discussions. Counter-
parts acted as recorders/reporters of the results from each small group.
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Task 2 - Baseline Data Collection

A major component of the baseline data collection task was completion of the Manage-
ment Survey. This culminated in the design, development and implementation of a Man-
agement Survey seminar to present survey findings to senior and mid level managers of
GOGCWS. In the third quarter, survey results were presented to the GOGCWS Steering
Committee. [t was decided that survey findings needed to be presented to an expanded
group of GOGCWS managers. Therefore. all participants who completed the survey plus
top management were invited to the Management Survey Seminar.

A total of 33 senior and mid level GOGCWS managers attended the seminar. MTSS par-
ticipants consisted of the five expatriate Program Managers with their respective Egyp-

tian deputies in addition to the Team Leader. USAID representatives also attended.

The objectives of the Management Survey seminar were to have participants be able to:

Describe the three management development questionnaires

Describe the significant results of each questionnaire

Explain how the results of the survey will help improve The GOGCWS

Identify the major phases required to achieve progress towards managerial auton-
omy and financial viability

This one day seminar focused on presenting the objectives, description and findings of
each of the three questionnaires designed for GOGCWS:

- Knowledge and Skill Survey

- Management Attitudes Survey

- Employee Performance Issues Survey
The results of each questionnaire were présented to the GOGCWS in large group sessions.
Communication during the Management Survey seminar was further facilitated by the
hiring of two professional translators. The goal was to provide Egyptian and American
participants translation of exactly what was said on a simultaneous basis. The two strate-

gies for improved communication were greatly appreciated by participants and added to
the overall success of the seminar.

While morning sessions focused on large group presentations, afternoon sessions were de-
voted to small group working sessions. Small groups were asked to complete work sheets
related to survey results presented earlier in the day. Additionally, they were asked to pre-
sent the results of their small group discussions to the entire group.

The small group activity was very effective in getting GOGCWS managers actively in-
volved in examining the results of the management survey. Presentation of their analysis
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to the entire group was accomplished in a very professional manner with related discus-
sion augmenting the data feedback process. As a final activity participants were asked to
complete a seminar evaluation form in order to determine the overall effectiveness of the
seminar. Preliminary results indicated that the seminar accomplished its objectives and
participants enjoyed attending.

Task 3 - Policy Formulation

A major activity of the fourth quarter work plan was the design, development and presen-
tation of a Policy Formulation seminar. The Policy Formulation seminar was held on 13
June 1994, immediately after the Management Survey Seminar, to have the survey results

tresh in the minds of GOGCWS managers as they considered policy requirements.

Simultaneous translation was provided to all participants throughout the one day seminar
in English or Arabic.

The objectives of the Policy Formulation seminar were to have participants be able to:

Define policy and policy formulation

Identify the major steps involved in the policy formulation process

Describe the major requirements and challenges of policy implementation

Explain how policy reform will improve The GOGCWS

Forty five senior and mid level managers from The GOGCWS attended the Policy Formu-
lation seminar. MTSS program managers and their Egyptian deputies aiso attended along
with USAID representatives.

During the seminar the MTSS Project defined policies as:

“Fundamental Principles and Standards which Institutions Use to
Guide Their Decisions and Actions.”

Characteristics of good policies were presented and seven policy making categories for
the GOGCWS were defined. These seven categories are:

—~ Social - Institutional

- Financial — Personnel

— Technical — Environmental
— Informational

Several example GOGCWS policies were also presented. A policy formulation matrix
was given to the participants for use in developing policies for The GOGCWS.

In the afternoon, small group activity emphasized identification of high priority

GOGCWS policies. Group reporting was accomplished by GOGCWS participants, utiliz-
ing simultaneous translation, which sparked lively discussion.
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The final activity of the afternoon was completion of the seminar evaluation form. Partici-
pants took the time needed to adequately answer the questions. Results showed that the
objectives of the seminar were accomplished and the participants were satisfied with the
content presented.

Planned Accomplishments: July - August, 1994

The tasks to be accomplished for Phase 2 Quarter | will focus on finalization of a
GOGCWS legal / institutional review, Human Resource Development policy formula-
tion. completion of the GOGCWS training plan, and briefings on the objectives of
GOGCWS Twinning Program.

W
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4.3 Technical Support for Operation and Maintenance Program

Program Purpose

The Technical Support for Operation & Maintenance (TSOM) program encompasses the

financial and managerial dimensions of operations and maintenance (O&M) as well as
the conventional technical service delivery aspect of O&M. The program is concerned
with planning. budgeting. monitoring, management and tfinancial control of operating
costs: efficient and cost-sensitive facility design; decentralized management of facilities:
and. staff capacity building. The purpose of the TSOM program is to assist The
GOGCWS to-understand and manage the multiple dimensions of O&M and to help
develop the utility's capability to achieve the following objectives:

1. Reduce the amount of non-revenue water.

t

Develop design standards and financial analysis criteria for both new and

upgraded water treatment and distribution system facilities.

(U]

. Improve the efficiency and reduce costs of water treatment processes.

4. Improve the O&M and minimize costs of non-water facilities.

Table 4.3.1
Tasks, Subtasks & Summary of Activities

TASKS-SUBTASKS

SUMMARY OF ACTIVITIES

Mobilization of Personnel
1.1 Mobilize program manager
1.2 Mobilize utility operations specialist
1.3 Define data needs
1.4 PrepareTSOM program outline
1.5 Define staffing requirements
1.6 Identify counterparts
1.7 Inventory, collect and review past studies

- JMM& BVI-ATK reports assembled

- Data collection form designed

- Additional counterparts named

- Program Manager & Water Quality Specialist
mobilized

- Program Outline drafted

- Deputy Program Manager, Waterworks Engineer &
Operations Engineer mobilized

- O&M Training Specialist nominated

- Utility Operations Specialist proposed

Baseline Data Collection

2.1 Conduct water audit

2.2 Prepare detailed system map and facility inventory
with production and distribution statistics
(last 3 yrs.)

2.3 Define policies, standards, procedures and
regulations relative to O&M

2.4 Analyze and report on operations budgets (Bab 1 &
Bab 2)

2.5 EvaluateGOGCWS organization and management
of O&M activities

2.6 Define quantify and evaluate the current metering
approach. identify altematives and prepare cost /
benefit estimates.

2.7 Quantify non-revenue water and identify conservation
and leak detection methods

Collected data on:
-electricity & chemical usage for past 3 years
-status of meters at the water treatment plants
-diameter / length of network system
-5 largest wtp’s on a monthly basis
- investigated water conservation activities & plans
- Investigated portabile ultrasonic fiow meter
- Reviewed Networks Operations procedures
- Completed baseline data coliection
- Published draft Baseline Technical Report
- Presented resuits of Technical Report
to Steering Committee
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TASKS-SUBTASKS SUMMARY OF ACTIVITIES
Policy Formulation - Developed performance indicators for water
3.1 Identify technical and O&M policies which will f treatment, distribution, and quality
enable - Identified policy topics
GOGCWS to achieve financial viability and - Recommended targets for waterworks & networks
managerial autonomy objectives performance improvements
3.2 Recommend physical performance targets such as: - Identified plumbing. facility design & construction
- % water toss reduction deficiencies
- plant productivity - Identified specific O&M deficiencies &
- % reduction in illegal connections | recommended improvements
- rate of installation of meters for large volume

users

3.3 ldentify standards for plumbing. facility des:gn.
domestic and commercial connections which reduce
water wastage

3.4 Design a public information plan and program

3.5 Develop technical and financial feasibility criternia
and a review procedure for system expansion

Task 1 - 1 Mobilization of Personnel
Long Term Personnel
Engineer Kamal El-Shansouri was mobilized on 3 April as the TSOM Deputy Program

Manager. Engineer Ali Fouad, the Waterworks Engineer, was mobilized on 17 April and
Engineer Ahmed Hamdy, the Operations Engineer, on 10 May 1994.

TECHNICAL SUPPORT FOR OPERATIONS AND
MAINTENANCE

PROGRAM MANAGER
DON HOUSER I
44M

P IR A A

L : |

I UTILITY OPERATIONS s DEPUTY PROGRAM |
SPECIALIST MANAGER

l 24M | MK EL SHANSHOURY 39M |

= — = === - |

O & M TRAINING SPECIALIST
18M

WATER CONSERVATION 4
] SPECIALIST
18M

WATER WORKS ENGINEER
ALl FOUAD MOHAMED AL} |—
39M

WATER QUALITY SPECIALIST
I SHER SINGH 24M

e ———

OPERATIONS ENGINEER
AHMEDHANDY T OPERATIONS MANAGEMENT
o SPECIALIST
- AHMED ALLAM 30M

OPERATIONS & 1
MAINTENANJ%ESPECIALIST |
M

Figure 4.3.1

Recruiting continues for the Egyptian Operations Management Specialist. Numerous re-
sumes have been reviewed and interviews conducted for the remaining unfilled expatriate
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positions. A need for a Water Distribution System Engineer has been identified and a de-
scription of duties drafted for review and approval by the GOGCWS PIU. If approved. re-
cruiting will begin next month.

Mr. Robert Peter was approved as the Operation & Maintenance Training Specialist and
will beoin work with the TSOM Program on 17 July 1994 Numerous candidateo were in-

lected and offered the position.
Counterparts

Individual meetings were held throughout the quarter with Waterworks Central Depart-
ment and Networks Central Department managers for data collection purposes. A presen-
tation was made to the TSOM counterparts from the Networks Central Department on

8 June to explain data collected; results of data analysis and preliminary findings: and to
discuss the next steps.

3.3.2 Baseline Data Collection

Data on waterworks facilities, water quality and on the networks maintenance activities
was collected through site visits, personal interviews and meetings with GOGCWS coun-
terparts. Figure 3.3.2 ““Networks Repairs per Month for 1992/93" and Figure 3.3.3 "'Pipe
Repairs by GOGCWS Maintenance Center" illustrate a major problem: so much effort
must go into “‘emergency’’ (breakdown) maintenance that there is neither time nor re-
sources for preventive maintenance in the networks.
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Figure 4.3.2 Network Repairs per Month
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Figure 4.3.3 Pipe Repairs by GOGCWS Maintenance Center

Efforts to have the facility managers monitor water treatment plant performance with re-
spect to chemical consumption and electricity used were not successful. Forms were not
completed for April, May or June because the Waterworks Engineer handling this report
was not available. The TSOM program believes it is important to collect and analyze this
data because these two cost components can be directly influenced by efficiencies
achieved as a result of improved performance of operations and maintenance activities.
Next quarter we will try to convince GOGCWS to resume this data collection.

In June a retired GOGCWS technician was retained by the MTSS Project to train
GOGCWS staff at waterworks facilities to calibrate source and production water meters.
Four personnel (one electric technician, one mechanical technician, and two plumbers) of
the Embaba Water Treatment Plant were trained to calibrate two source water meters and
two filtered water production meters. A portable ultrasonic flowmeter was then used to
confirm flows. The results were very successful. Accordingly, it is now planned to retain
the technician to provide a similar service for the other water treatment plants. The lack
of operating meters is a major difficulty in properly operating the treatment plants and in
accurately measuring GOGCWS water production.

At the request of GOGCWS Eng. Mahmoud Abou Khalef, TSOM staff reviewed and
commented on the DRAFT Basic Design Study Report on The Project for Rehabilitation
of Ameryia Water Treatment Plant (WTP). If approved, the Government of Japan will pro-
vide financing for Japanese design and construction companies to perform this work.
This project illustrates a major dilemma confronting the GOGCWS, on the one hand is
the opportunity to gain a new water treatment plant, on the other hand is the fact that
equipment, and perhaps treatment process, will be different from its other plants. Differ-
ences in equipment means that the GOGCWS will require specialized training, a separate
inventory of repair parts, a dependence on Japanese suppliers, and a requirement for for-
eign (ie ‘*hard”’) currencies to procure spare parts. The TSOM Program will assist the
GOGCWS to develop facility design guidelines during Phase 2 of the MTSS project.
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The Baseline Data Report (draft) was submitted. Similar to other MTSS programs, The
TSOM program found that data provided by GOGCWS is often incomplete and some-
times contradictory. Reasons for this include misunderstandings of language. lack of suit-
able measuring equipment (meters, scales, etc.). and different reporting periods.

A TSOM staff member is investigating improvements to the power factor at GOGCWS
Water Treatment Plants and Booster Pumping Stations. The power factor is the ratio of
the actual power passing through an electrical circuit to the product of the voltage times
the amperage in the circuit.

A power factor of less than 0.9 results in penalty charges by the Cairo Electric Distribu-
tion Company (CEDC). In 1992/93 this penalty amounted to LE 5.2 million. On 2 May
TSOM staff visited the CEDC Power Distribution Station (66 kV—I11kV) at the Zenien
Wastewater Treatment Plant and on 19 June the Embaba Wastewater Pump Station to ob-
serve the use of capacitors to improve the power factor. TSOM staff will do a feasibility
study to retrofit existing GOGCWS facilities. The GOGCWS should insist that all future
construction include a requirement for installation of power factor improvement capaci-
tors.

Task 3 - Policy Formulation

The MTSS project is considering public policy aspects of water conservation from the
water supplier viewpoint. Concurrently, a new project, The National Community Water
Conservation Project NCWCP), is focusing on community level water conservation ac-
tivities by individual consumers. The water conservation component of the TSOM pro-
gram will avoid duplication and conflict with the NCWCP’s pilot project in the
GOGCWS service area. The expatriate Water Conservation Specialist will prepare a
water conservation plan for the GOGCWS and a report recommending

improved plumbing fixture standards.

TSOM staff is in the process of drafting policies in the following categories:

electricity consumption
management/decentralization
empowerment of plant mangers
delegation to middle managers

percent water loss for system components
water treatment plant productivity

meter utilization

system growth

standards of design and construction

The next step is to organize and conduct a review in accordance with MTSS project
policy formulation process.
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Planned Accomplishments for July through September 1994:

L.

1D

(V8]

Complete mobilization of TSOM staff.

Conduct. with GOGCWS Networks Central Department staff, a pipeline break
survey to identify primary causes of breaks.

Continue calibration of source and production meters at waterworks facilities.
Resume data collection of daily record information from water treatment plants.

Continue investigation of methods and feasibility of improving power factors
for GOGCWS electric equipment.

Work with counterparts to develop programs to achieve the performance
standards

Increase the computerization of plant operations and network management
activities under the Microcomputers for Management program and also through
general systems improvements.

Move TSOM team to Rod El Farag
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4.4 Materials Management & Procurement Program

Program Purpose

The Materials Management and Procurement (MMP) program addresses a critical need at
the GOGCWS: the acquisition, control and disposition of supplies and materials in the
most efficient and cost effective manner. An effective materials management program
can improve revenue generation and also reduce costs, not only for recurrent expenses
but for capital items as well. The MMP program will concentrate on financial and man-
agement issues related to spare parts and materials for U.S. funded facilities. The lessons
learned from this assessment can be extended to other facilities, if GOGCWS endorses
and implements the program outputs. The purposes of the MMP program are:

1. Institute inventory controls and stores management procedures for cost effective
materials management and inventory controls at each designated location.

o

Establish planning, budgeting, pre-procurement, procurement, shipping, delivery
and storage procedures which will support GOGCWS purposes and MTSS
project objectives.

('S}

Introduce modern materials management and inventory control procedures to
improve the ability of the GOGCWS to properly maintain and operate its
facilities.

The approved MTSS work plan was based on a delayed start for the MMP program. How-
ever, during the first quarter it was decided to accelerate the mobilization of program per-
sonnel by six months. Accordingly, the program manager was recruited, counterparts
were identified and baseline data was collected in the second quarter and intensive efforts
leading to actual implementation of improved systems occurred in the third quarter. Table
4.4.1, below, is a summary of work plan tasks and fourth quarter activities.

Table 4.4.1

Tasks, Subtasks & Summary of Activities
TASKS-SUBTASKS SUMMARY OF ACTIVITIES l
|
!
Mobilization of Personnel - Eng. Mohamed Hamza Wardany approved as ;i
1.1 Recruit and appoint program manager deputy program manager |
1.2 Mobilize deputy program manager - Program manager recruited and approved LI
1.3 Participate in workshop - Six counterparts named |
1.4 Prepare MMP program outline - Program Manager Osteen mobilized on 5 December :
1.5 Define staffing requirements - Inventory Spcist H. Ismail mobilized on 1 December |
1.6 ldentify counterparts - Three additional counterparts named

A\
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. TASKS-SUBTASKS

SUMMARY OF ACTIVITIES

Baseline Data Collection
2.1 Review past reports
2.2 Conduct a physical inventory of all expendable and
| non-expendable property
2.3 Determine the value of inventories
2.4 Review and evaluate policies and procedures for
| purchasing, materials management, property
| management and disposition
i 2.5 Evaluate the MMP organization and management
structure at GOGCWS
2.6 Define and evaluate planning and budgeting
procedures for the acquisition of materials
2.7 Evaluate pilot stores management programs at
Rod el Farag, including the general placement

i system and stores management procedures

- Reports reviewed

- Inventory initiated

- Reviewed Rod El Farag stock system and inventory

- Evaluated pilot stores management program at Rod
El Farag

- Reports Reviewed

- Disposable & non disposable property inventoried and
valued

- Evaluated Rod EI Farag existing system (report)

- Evaluated property management/central stores
procedures (report)

- Evaluated budget levels for materials management

- Presented summary of reports to
Steering Committee

Policy Formulation
3.1 !dentify procurement, inventory control & material

| management policies which will contribute to
financial viability and managerial autonomy

3.2 Develop specific performance targets for inventory
control and materials management such as:
-value of stock relative to average annual demand
-annual supplies budget as % of total budget

- Initiated review of procurement, inventory control I
and material management policies i

- Developed performance indicators & targets for
inventory control & materials management

- Proposed policies for Inventory / Stores Depts.

- Prepared recommendations for cost savings |

- Initiated computer training 1

- Recommended procedures for implementing
proposed policies

- Completed visits to all stores

Task 1: Mobilization of Personnel

Long Term Personnel

The authorized staff for the MMP program, depicted in Figure 4.4.1, consists of four full
time professionals for a total of 112 person months.

The MMP Program staff includes an expatriate Program Manager, an Egyptian Deputy
Program Manager, an expatriate Materials Management Specialist and an Egyptian Inven-
tory Systems Specialist. The Program Manager, Deputy Program Manager and the Inven-
tory Systems Specialist have been mobilized. The tasks in the work plan can be
accomplished without the assistance of the Materials Management Specialist; conse-
quently, these person months may be moved to another program.

MATERIALS MANAGEMENT & PROCUREMENT PROGRAM

—_

PROGRAM MANAGER
M.C. 1C)S

TEEN

DEPUTY PROGRAM
MANAGER
M. H. WARDANY 45M

|

MATERIALS MGMT.
SPECIALIST 15M

INVENTORY SYSTEMS
SPECIALIST

H. ISMAIL 34M
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Task 2: Baseline Data Collection

The MMP staff worked closely with all the counterparts assigned to the MMP program.
Numerous meetings were held with the counterparts on an individual basis to obtain addi-
tional baseline data. The MMP staff continued to meet regularly with the Rod El Farag
WTP inventory and stores personnel. This group is anticipated to be an integral part of
the MMP program since a major USAID investment has been made at this facility.

Computer inventory training for stores’ personne! was initiated in April. This training is
directed toward accomplishing inventory computer coding for one of the MMP indica-
tors. This training is held on Saturdays and Tuesdays at the GOGCWS Water Club.

MMP staff continued to visit GOGCWS warehouses and stores and to collect data from
the GOGCWS personnel pertajning to materials management, procurement processes and
system difficulties. A map showing the approximate location of the GOGCWS stores was
compiled and in enclosed as Figure 4.4.2.

The visits to all of GOGCWS’s warehouses and stores were finalized and a summary of
these visits was compiled in a computer spreadsheet. This data will be very useful to both
GOGCWS and MMP as the program continues. A sample of this spreadsheet information
is shown in Figure 4.4.3.

Some of the information obtained from interviewing procurement personnel revealed the
following:

- The procurement limits for organizational authorization were set more than 10
years ago and should be reviewed and revised on a regular basis.

- Accurate technical specifications are a necessity for obtaining high quality goods
in a timely manner through the procurement process. :

- The cost of advertising for goods is expensive and the number of procurements
should be minimized.

- There should be an emphasis on training replacement personnel for the positions
of retiring managers.

- Duplication of procurements is generally caused by having: 1) more than one
Arabic name for an item, 2) a partial delivery and 3) an undelivered procurement.

Task 3: Policy Formulation

Met with counterparts to discuss policies which would direct the future of the GOGCWS
organization. MMP staff compiled a list of proposed policies pertaining to the materials
management and procurement of GOGCWS stock for review by the GOGCWS manage-
ment. Recommendations concerning the implementation of the proposed policies were
also provided.
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The proposed policies are:

Materials Management:

e Master Inventory

® Proper Storage

e Foreign Equipment Standardization
Scrap/Stagnant Stock:

e Scrap/Stagnant Stock Disposal
Procurement:

¢ Improvement of Procurement Process
Training*:

e Computer Inventory
¢ Inventory Management

General*:

e Stores’ Personnel Compensation

MTSS Annual Progress Report Number 1

* Recommended by MMP but incorporated into other MTSS programs’ policies

The two MMP performance indicators: 1) scrap/stagnant inventory sold or recvcled and
2) inventory items coded/total inventory items (located at two treatment plants) were fi-

nalized this quarter.

In addition to identifying procurement, inventory control and materials management poli-
cies which will contribute to the financial viability and managerial autonomy. the MMP
staff identified cost and time saving techniques and administrative policy reforms for re-
ducing delays and improving the efficient utilization of stock.

A partial listing of some of the recommendations made for the GOGCWS inven-

tory/stores departments follows:

Master Inventory Preparation; estimated savings - LE 40,000/yr

Equipment Standardization; estimated savings - LE 60,000/yr (in 5-8 years)
Proper Storage; estimated savings - LE 200,000/yr

Scrap/Stagnant Disposal; estimated savings - LE 25,000,000

Procurement Process Improvement; estimated savings - LE 100,000 & | man-year
Issue/Procurement Cycle Improvement; estimated savings - 300 man-days
Upgrade Negotiation Skills; estimated savings - LE 300,000/yr

Repair Ductile Iron Pipe; estimated savings - LE 3,000,000
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Accomplishments for Fourth Quarter:

1. Identified procurement, inventory control and materials management policies
which will contribute to financial viability and managerial autonomy.

o

Developed specific performance targets for inventory control and materials
management.

Identified cost savings techniques and administrative policy reforms to reduce
delays and improve the efficient utilization of stock.

I

4. Initiated computer inventory training for three classes at the GOGCWS.

5. Finalized interviews with GOGCWS personnel at the warehouses / stores and
compiled a spreadsheet highlighting important points of these visits.

Planned Activities: July-September 1994

1. Monitor and assist GOGCWS with initiation of work on the performance
indicators.

2. Verify that monthly progress reports are submitted to the Chairman.
3. Provide twinning standards and describe program purpose.

4. Define requirements for a computerized MMP program.



o

MTSS Annual Progress Report Number 1

Figure 44.2
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4.5 Project Management & Administration Program

Program Purpose

The purposes of the PM&A program are: a) administer the MTSS project by providing ac-
counting. record keeping. procurement and other GOGCWS-BVI contract-related serv-
ices; b) support the other four MTSS programs in the areas of systems design and
computerization and with the preparation of reports and publications: and c) assist
GOGCWS departments to improve the efficiency of critical, non-computerized adminis-
trative systems and procedures. The PM&A program 1s also responsible for research. lo-
gistics and coordination on project level seminars and training workshops.

Table 4.5.1, below, indicates the work plan tasks and subtasks and a summary of activi-

ties, fourth quarter activities are bold italics.

Table 4.5.1
Tasks, Subtasks and Summary of Activities

| TASKS-SUBTASKS

SUMMARY OF ACTIVITIES

Mobilization and Project support
1.1 Mobilize Singh
1.2 Establish project procedures
1.3 Prepare office space/acquire equipment
1.4 Participate in USAID/WASH workshop
1.5 Prepare management reports
1.6 Define Staffing requirements
1.7 |dentify GOGCWS counterparts
1.8 Develop workplan outline
1.9 Provide Translation services/staff

- Singh Mobilized

- Procedures for project bank accounts established
and invoice processing

- Office renovation completed

- Reports prepared

- Additional Counterparts named

- Translator hired & Administrative Asst. hired |

- Haupt (Publications & Reports Specialist) mobilized |

- Additional furniture procured

- Set up Local Area Network |

- Kirkman mobilized

- Rod El Farag Renovation Project Initiated

- Reports prepared

- Procure additional Fumiture & Equipment

- Upgrade GOGCWS VAX computer

- Computer support specialist Hecht mobilized

- Provided software & network training

- M. Zawawy mobilized

- Rod El Farag renovation near completion

- Furniture & equipment procurement for Rod El Fara

- Extensive publications & graphics support for
GOGCWS & MTSS programs

- Continued software training

I - —

Baseline Data Collection
2.1 Review and catalog previous reports
2.2 Verify program performance indicators
2.3 Verify budget allocations for staff and other direct
costs to support program

- Preliminary list of publications prepared |

- Library data entry form prepared |

- information on GOGCWS mainframe computer
system collected

- Completed GOGCWS computer survey

- Performance data collection & analysis summary
prepared

- Identified GOGCWS base map source

- Developed MTSS project map

- Library inventory complete

- LAN manual complete

- Performance Indicators flow diagrams complete
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productivity due to inadequate transportation for project team members and their counter-
parts.

Repair and Maintenance

As project equipment and facilities approach one year in age, and warranty periods are ex-
piring, the frequency of repairs and maintenance are beginning to rise. The impact of this
situation began to be felt during the fourth quarter. Although maintenance costs can be
assessed as minor at this time, it is anticipated that expenditures will increase for these
items.

Project Accounting

The addition of a new Program Deputy during the fourth quarter has had a positive im-
pact on project accounting. The tracking of project funds, invoicing, and report genera-
tion have improved with the help of this additional staff resource.

Noteworthy aspects of the project accounting for the fourth quarter are as follows:

The amount of disallowances imposed vs. previous disallowances paid increased by ap-
proximately $10,000 during the fourth quarter. (see fig. 4.5.2)

Inv Date Amount | Amount Date Amount Amount = Amount
No. Period | Submitted Billed Approved | Approved' Paid | Date Paid | Disallowed Rebilled
1 5 Feb—26 Feb-93 28/4/93 $13,782 $13,782 6/8/93: $13,782 | 27-Jun-94. $0
2 19 Feb-25 Mar 13/5/93°  $49,749 $49,749 6/8/93 $49,749 . 27-Jun-94 $0
3 26 Mar--22 Apr 10/6/93 $59,061 $58,840 6/24/93.  $58,840 :  6-Jul-94 $222
4 23 Apr--21 May 5/7/93 $121,175 $117.052 7/28/93' $117,052 | 18-Aug-94 $4,122
5.22 May--25 Jun 22/8/93; $202,508 ; $199,959 1 9/14/93! $199,959 | 27-Sep-94: $2,549
626 Jun--23 Jul 28/9/93. $188.804 $175,927 10/28/93° $175,927 | 15-Nov-94 $12877 $2,467
7 24 Jul-20 Aug 21/10/93' $139,269 $131,574 11/17/93' $131,574 | 12-Dec-94 $7.695 $278
8.21 Aug—-24 Sep 17/11/93. $183,744  $178,528 12/18/93° $178.528 | 20-Jan-94 $5.216
9 25 Sep--22 Oct 13/12/93° $168,417 $165.930 1/13/94 $165930 , 6-Feb-94 $2,486
10 23 Oct--19 Nov 23/1/94: $220.810 $214,117 2/23/94 $214,117 17-Mar-94 $6.693 $700
10a 23 Oct--19 Nov 13/2/94 $1.800 $1.800 ° 3/5/94 $1,800 | 18-May-94 $0
11 20 Nov--24 Dec 10/2/94: $215,166  $210.063 3/27/194! $210,063 | 28-Apr-94. $5103  $5322
12.25 Dec--21 Jan-94 17/3/941 $254,509 $248.071 4/21/94; $248,071 | 26-May-94 $6.438
13'22-Jan—18Feb 30/3/941 $234,992 $225,537 6/2/94 $9,455 $9.,456
1419 Feb — 25 Mar | 2/5/94! $251,526 | $245,844 6/2/94. $5,682
15{ROD EL FARAG ! 19/5/94! $106,037 ’
16126 Mar — 22 Apr | 23/5/941 $225,152 .
TOTALS 1 $2,636,502 | $2,236,774 1 $1,765,393 $68,539 $18.223

Figure 4.5.2 Invoice Summary

Total project billings approved are approximately $2 million below the straight line
budget for the project. (see figure 4.5.3). Recent expenditures and staff increases are ex-
pected to change this indicator by the end of the calendar year to be more in line with the
straight line projection.

Petty cash expenditures were limited during the fourth quarter to LE 150 maximum, with

some minor exceptions. All other expenditures are paid by check. This has drastically re-
duced the amount of uncontrolled cash expenditures and limited the chance for errors.
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" Invoice Number
Figure 4.5.3 Budgeted vs. Actual

Office Setup

Much of the PM&A staff resources were allocated during the fourth quarter to the renova-
tion of the expanded MTSS project facilities at Rod El Farag. There are two primary rea-
sons for acquiring this additional space. They are: 1) to provide an adequate working
environment for the large number of MTSS staff, which will exceed fifty persons in the
near future; and 2) to provide a training center. The preliminary estimated cost for reno-
vating the Rod El Farag facility is $107,000.

Microcomputers for Management

Fourth quarter Microcomputers for Management (MFM) activities were focused on re-
quirements for performance indicator (PI) data input and report generation. This included:

¢ Identification of information flow
e Assignment of responsibility for data collection activities
e Hardware & software requirements

Information flow diagrams have been developed for 17 individual performance indica-
tors. Each of these flow diagrams identifies the source and process by which data is gath-
ered and culled for input into the performance model. Additionally, the flow diagrams
locate and identify those GOGCWS personnel designated as responsible for overseeing
the process and the hardware & software required to accommodate the work effort.

These flow diagrams are intended to provide: 1) justification for acquisition of the pro-
posed PI hardware & software through supplementary funding from USAID; 2) the initial
data input design requirements specific to implementing the performance data collection
and monitoring process. A sample flow diagram is displayed in figure 4.5.4.
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Figure 4.5.4 Sample Flow Diagram

Mapping

Part of the fourth quarter activities included the generation of GOGCWS base maps. The
availability of up-to-date and accurate maps is an important aspect of modern utility man-
agement. The current status of the GOGCWS computerized maps are reflected in figure
4.5.5

Figure 4.5.5 GOGCWS Maps & Boundaries

In June the PM&A Program Manager made a presentation on maps and boundaries to

the Network Service Area Chiefs and Regional Managers. Subsequent discussions with
these managers & chiefs entailed outlining a plan whereby Network Service Area bounda-
ries could be more accurately represented in the system.
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Planned Accomplishments July - September 1994

Systems Implementation: The implementation of performance monitoring systems and
procedures will begin during the next quarter. These systems will be based on the infor-
mation flow, data entry, and report generation requirements established during the pre-
vious quarter. The steps in the process are as follows:

o Secure funding from USAID for hardware & software procurement

e Procure hardware & software according to USAID guidelines

¢ Design & implement simplified user interfaces for input screens and standardized
reports

e Train GOGCWS staff responsible for data input and report generation

Baseline Data Collection

Continue to acquire data on facilities and customers to assist each of the other MTSS
programs in to achieve their objectives and formulate policy level recommendations for
Cairo Water. Some specific areas of focus include:

o Assist with the production of maps for network service area boundaries
e Produce census maps showing general growth patterns within The GOGCWS service
area

Project Support

Support services identified at the beginning of this report will be continued in the next
quarter.

Prepare Phase 2 Work Plan

A high priority during the next quarter will be the development of a Phase 2 Work Plan
for the PM&A program. The phase 2 plan will emphasize information management sys-
tems and procedures within GOGCWS. A systematic approach will be outlined for the
future use of strategic automation tools to support long term data gathering and analysis.
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