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EXECUTIVE SUMMARY

The Canal Cities Water And Wastewater - Phase II Institutional Support Project (CCII) #263-0174 was
a direct outgrowth of:

> the phased construction and technical assistance (TA) projects of Canal Cities Water and
Sewerage Project, obligated in 1978;

> the 1984 Memorandum of Understanding between USAID and the Government of Egypt (GOE)
which conditioned further funding of capital projects in the water/wastewater (w/ww) sector on
progress achieved in institutional reform.

Phase I construction provided major water system and urgently needed urban wastewater collection and
pumping system capital improvements in the 3 Suez Canal cities of Suez, Ismailia, and Port Said. Phase
II construction is ongoing, and is providing new wastewater treatment plants (W WTPs) for each of the
cities, as well as improvements to the Sweetwater Canal to Port Said. Remaining major capital
improvement needs in the collection and pumping systems have yet to be satisfied.

The purpose of the CCII project is to strengthen the institutional capacities in support of the wastewater
departments (WWDs) in the 3 cities and the Suez Canal Authority (SCA) to improve the operation and
maintenance (O&M) of the physical facilities installed under Phases I and 1I. The Project objectives are:

> attainment of financial viability;

> achievement of organizational effectiveness (autonomy);
> improvement in service delivery capability; and

> assure availability of competent manpower.

The CCII contract was awarded to Metcalf & Eddy International, Inc. (M&E), and work began in June
1991. The original contract scope of work described 10 tasks through which M&E was to provide TA.
USAID envisinned implementation of these tasks within autonomous w/ww utilities; either one utility
in each city, or a regional utility.

The purpose of this interim evaluation is to:

> examine the effectiveness of the CCII project institutional support activities;

» evaluate the project impact on institutional improvements within the SCA and the 3 canal cities;

> recommend any other actions that may be taken by USAID and the GOE to achieve project
goals and objectives; and

> measure progress toward attainment of project outputs.

Institutional development TA in small governorates in Egypt is unique in its imperative to work within
many bureaucratic constraints and provide significant improvements, mainly through management
empowerment to achieve noticeable progress. The initially poor state of sector management and data
found in governorates required years of effort to locate and analyze sector-related data, develop
suggested systems for management, propose new institutional arrangements, and engage the clients in
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every step of the development process to assure their understanding and concurrence, while developing
a new sense of empowerment. In other words, the Project had to change re-active management systems
to proactive ones. While it is true that few tasks have been implemented to completion, all have made
significant progress, and the clients have enthusiastically endorsed the approaches developed by M&E.
Key Project accomplishments include:

> Establishment and eifective use of a Steering Committee as a basis for building strategic
planning and management. It has fostered cooperation among the SCA and the
W WDs/governorates, continues to work on autonomous utility alternatives, and has facilitated
the drafting and negotiating of contracts by the cities for the O&M of the WWTPs by the SCA.

> Assured empowerment of governorates/cities in their ownership responsibilities of the WWTPs
through detailed TA during O&M contracting negotiations, compatibility of processes and
management and staffing positions with the WWDs', and the Project's promotion and the SCA's
hiring of WWD employees in the O&M of the Ataka pump station adjacent to the Suez WWTP.

> Designed and prepared a "tariff model," using the cost-of-service approach, which can be used
by management to identify and prioritize cost-saving actions.

> In July 1995, the SCA established separate Water Accounting units to be the focus of major
revenue enhancement interventions in metering/billing/collection, financial planning, and tariff
setting.

» Development of hydraulic models for the water systems, which will greatly improve cost-

effective O&M decision-making. A successful water conservation education program, plus
Project-induced interest in developing cross-connection control, lead elimination, and source
protection programs at the SCA will also provide operational improvements.

> All stores have been organized, and inventory control systems developed that incorporate
materials management capability, which is compatible with the overall maintenance
management system.

> Training-of-trainers programs were successfully completed, and O&M training classes are
ongoing and are well-received in all client units.

> Organizational restructuring is ongoing, with clients self-defining Project goals through its
development.

In September 1994, USAID, recognizing the difficulties of implementing the original scope of work
designed for centralized management to 7 distinct management units, agreed to a modification in the
scope to be accomplished by June 1996. The major change was a new emphasis on completion of a
"model” WWD and SCA unit in Suez that could be "replicated" after Project completion in Ismailia and
Port Said. Management and task Implementation Teams have been introduced by M&E, in part, to help
facilitate transfer of knowledge from Suez to Ismailia and Port Said. But one cannot expect complete
and competent "replication” of the Suez model without direct M&E guidance in the practical application
and coordination of sophisticated management tools. These tools must also be fully practiced and
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understood in order to assure their optimal use in developing clear and convincing presentations for
long-term Bab2 Ministry of Finance funding for O&M. It is thercfore recommended that USAID
strongly consider a Project extension to fully complete the app:ication of highly anticipated benefits of
the Project efforts directly to Ismailia and Port Said. Activities during the extended period could
include:

> Attainiment of official status for the role of the Steering Committee and/or an organizational
alternative to facilitate strategic objectives, increase utility independence/self-sufficiency, and/or
agglomeration of the utilities.

> WWTP contract development and institutional coordination with the DBC in Port Said.

> Implement tariff model in Ismailia and Port Said to its full potential as a cost-saving and
revenue-enhancing management tool.

> Provide TA and follow-up assistance to the SCA in the development and operation of cross-
co:nection control, lead elimination, and source protection programs.

> Add materials management and maintenance management applications to the inventory control
system so that a Work Order system can be applied, allowing for truly pro-active management
that is most efficient in maintaining positive performance of the physical systems.

> Complete organizational restructuring in Ismailia and Port Said, including planning section
development to assure use of limited resources for highest priority needs.

Other optional activities that could be carried out during an extension which would assist the attainment
of Project objectives include: (1) establishment of performance measures or targets for each task with
follow-up management decision-making tcward achievement of these targets, (2) customer information
and billing system development and application for the SCA that is free-standing from the present
mainframe computer, which will not only improve customer service, but will help prepare customers
for higher tariffs, (3) oversee an annual planning cycle for O&M training and set up a training
organization within the WWDs, and (4) follow-through on management training needs that are presently
being assessed.

The body of this interim evaluation report presents assessments of overall constraints to achieving
Project objectives. Chapter 3 discusses policy issues, Chapters 4 and 5 describe constraints to the
implementation of work plans recommended to achieve Project objectives, Chapter 6 presents
sustainability issues, and Chapter 7 evaluates the training programs. Specific recommendations for
USAID and GOE consideration are presented after the Major Conclusions section that follows (highest
priority recommendations), and are continued in Chapter 9.

In summary, CCII project progress has been constrained by many factors, from the laborious nature of
institutional development implementation within the GOE environment, to the application of a detailed
scope of work that implied centralized management to 7 client management units. Even under ideal
circumstances, institutional development projects focusing on an entire sector to serve significant
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municipalities should be designed with adequate time to not only develop and practice new systems, but
for follow-up activities under contractor supervision to assure optimal use of the powerful new systems.
The many innovative approaches developed by M&E, that are finally appreciated and anticipated by the
clients, can best be brought to full reality by continuing the present momentum so that Project objectives
can be achieved in the most timely fashion for the protection of USAID's infrastructure investment.

One final note: It is generally acknowledged that the SCA is the best managed and funded authority in
the w/ww sector in Egypt. After several years of working with M&E, the SCA has embraced the many
sophisticated efficiency improvements presently being developed under the Project for their use. Given
their organizational advantages, the implementation and institutionalization of these improvements
should be accomplished more effectively than would be the case in any governorate or new authority.
It, therefore, behooves USAID to complete the "full package" of M&E/SCA agreed interventions io
most effectively demonstrate these efficiency tools to the rest of Egypt.

MAJOR CONCLUSIONS

The CCII project was designed to provide institutional strengthening to the WWDs in the 3 canal cities
and the SCA to improve the O&M of the physical facilities installed under the Canal Cities Water and
Sewerage Project - Phases [ & 1. Project objectives include: (1) attainment of financial viability, (2)
achievement of organizational effectiveness, (3) improvement in service delivery capability, and (4)
availability of competent manpower.

Three conditions largely dictated project progress: (1) the obvious need to continue water systems
management under good SCA management, (2) SCA refusal to consider a major role as manager of the
w/ww systems for the cities due largely to the dilapidated condition of much of the ww collection and
pumping systems, and (3) the expanding level of effort needed to provide the 3 city WWDs necessary
institutional development improvements.

All 4 project objectives would be best served under SCA management. The success of the Project in
involving the SCA in the ww subsector in the canal cities as WWTP O&M contractor, as well as through
cooperative relations with WWD staffs in Implementation Teams, was not only a major breakthrough
in protecting USAID's investment in Phase Il ww physical plants, but has "opened the door" to future
involvement of the SCA in the ww subsector as a whole. M&E continues to vigorously pursue
discussions within the Steering Committee to its logical conclusion -- the acceptance of the well-
managed and well-funded SCA to eventually consider taking over the management and O&M of the
entire w/ww cycle on behalf of the cities.

In the meantime, M&E implemented all Project tasks to a myriad of client units. Each unit has been
assisted in cach task using systems that are able to be integrated to provide for smooth transition of
parsonnel and systems for eventual merger under combined management. However, overall progress
was slow due mainly to 2 factors: (1) the time and effort expended during the early years of the Project
to gain acceptance by the SCA as a ww subsector contractor, and the provision of TA to the cities in the
development of the O&M contract, and (2) the expanding level of effort needed to provide 3 cities
necessary institutional development improvements.
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Nonetheless, all project objectives have been substantially addressed, with attainment of goals now in
clearer sight.

Financial viability

Major achievements:

> Identification and segregation of costs-of-service financial data for use by utility management
in all client units;

> Identification of significant cost-savings interventions to improve O&M management through
maintenance management programs, leak detection, and overall utility management and
administrative efficiencies;

> The SCA set up separate Water Accounting units in each city which will work under a M&E
plan to execute metering, billing, and collection improvements.

> Determination that the 50% ww surcharge on local water bills (a condition to Project funding)
is sufficient to cover present O&M costs of ww collection and pumping;

> Significant additional revenues identified that can be collected through Project improvements
being implemented in metering, billing, and collection systems.

Major constraints:

> Present lack of GOE commitment to pay for long-term capital improvement needs, whether
through local tariffs or GOE subsidies.

> The present poor physical condition of the ww collection and pumping systems will continue
to cause excessive inefficiencies for the entire ww system;

Suggested solutions:

. USAID has decided to use remaining obligated Canal Cities Water and Sewerage Project funds
to improve the condition of the ww collection and pumping systems;

> Continue Project efforts through the Steering Committee to create a regionally responsive utility
authoricy/authorities (long-term capital improvement funding could be best addressed under

overall SCA management);

> Continue Project-developed cost-saving and revenue-generating TA.
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Organizational effectiveness
Major achievements:
> Governorate contracting of new WWTP O&M to the SCA;

> Segregation of w/ww-related information/functions from other departments for use by w/ww
utility management;

> Ongoing comprehensive organizational restructuring.

Major constraints:

> SCA's continued reluctance to accept overall w/ww sector management responsibility;

> Limitations to the degree of organizational effectiveness attainable within the governorate
bureaucracy (WWDs).

Suggested solutions:

> Continue Project efforts to establish a regionally responsive utility authority/authorities;

> Improve interral management systems of the WWDs,

Service delivery

Maijor achievements:

> Improved O&M capabilities from Project-assisted training efforts demonstrated in all utility
units;

> Successful public information campaign in water conservation;

> Improved stores/inventory management systcms in all utility units;

> EEAA approval of interim effluent water quality standards for the Suez WWTP.

Major constraints:

> Lack of outside TA to the WWDs for the technical O&M problems plaguing the ww collection
and pumping systems;

> Present lack of funding sources for long-term capital improvements and full funding of O&M
needs for the ww collection and pumping systems.
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> Completion of practical applications of management tools developed by the Project for
improved operational efficiency and for future needs assessments and funding presentations;

> Additional Project emphasis on developing governorate capabilities to contract out high priority
TA.

Competent manpower

Major achievements:

> Completed O&M training-of-trainer (ToT) training, and training classes are ongoing for all

operators (except water networks, which will begin shortly);
> Compc:2nt manpower assured for O&M of new WWTPs through SCA contracting.

Major constraints:

> Manpower availability to satisfy all job descriptions as developed in the Project's organizational
restructuring task;

> Need for sustainable management training;
» Need to institutionalize basic ww training;
> Without autonomy, the WWDs are restricted by governorate personnel regulations.

Suggested solutions:

> Development of a regional operator certification program, in lieu of further development of
NOPWASD's national program;

> Project assistance in institutionalizing basic ww training, and in resolving the need for local
management training;

> Continue efforts to gain autonomy for the WWDs.

It is evident that several common elements exist which must be addressed to provide optimum
achievement of the Project objectives: (1) continued efforts to attair: utility autonomy, (2) continued
implementation and expansion of Project initiatives, (3) solving the present capital improvement needs
of the ww collection and pumping systems, and (4) solving the long-term funding needs for capital
improvements.

The capital improvement needs of the ww collection and pumping systems are presently being assessed
by the Phase II contractors. USAID will use remaining obligated Canal Cities Water and Sewerage
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Project funds to provide the priority capital improvement needs. Not only will it improve operations
of all 3 ww systems, providing considerable long-term cost and manpower savings, but it may also
provide the solution to the last remaining objection of the SCA toward their acceptance of the formation
of a utility that incorporates the region's w/ww management under their autonomy.

Cost-savings and revenue-generating improvements to be implemented through management use of
financial information from the completed tariff model and elsewhere, operational improvements,
organizational efficiencies, and metering/billing/collection improvements through the newly approved
SCA Water Accounting units have the potential to significantly reduce the dependence on GOE
subsidies. Longer-term capital improvement needs may partially be addressed through M&E plans to
suggest utility development of capital investment accounts funded by developer payments for capital
expansion. Otherwise, additional GOE support will be needed.

The remaining 2 "common elements" above demand the continuation of efforts begun by the Project.
While Project progress has been difficult to appreciate due to the lack of completion of significant tasks,
the nature of institutional development in such a complicated setting demands laborious TA efforts to
get through the preliminary sequential steps (see Annex) of each task. M&E has carefully cultivated
client development and acceptance of innovative and comprehensive approaches that would largely
fulfill all project objectives. It is imperative that they be granted sufficient time to fully implement the
remaining sequential steps in all 3 cities.

Finally, an often overlooked element in the long-term success of institutional development projects is
the "institutionalization" of projeci iniciventions. Subtasks must be added to each intervention to
address the inevitable need to pass on knowledge gained through Project TA and development to the
"next generations" of managers. This should include the development of specific contract formats and
specifications to engage future TA that may be needed beyond the specific job descriptions of

institutional staffs.
MAJOR RECOMMENDATIONS

The following is a list of the major viable recommendations from this evaluation. It is presented in
priority order, with responsible parties in all caps preceding each recommendation. Other
recommendations are presented in Chapter 9 of the body of the report.

1. USAID: In order to attain Project objectives and to provide the bulk of promised TA to the cities
of Ismailia and Port Said, the Project should be extended. The scope of work for the extension
should be negotiated in several months after a review of implementation progress in Suez, but
before demobilization begins.

2. M&E: Establish improved communication with client units in Ismailia and Port Said during
Suez institutional "model" development. Incorporate the following improvements:

> Produce and disseminate frequent (say, bi-weekly) "implementation bulletins" to
managers which outline all work plan activities assigned, deadline reminders, scheduled
M&E staff visits with agendas, scheduled Implementation Team and other meetings, a
"lessons learned” page that presents Suez model accomplishments that may inspire
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applications in their units, etc.

> Immediately provide initial management training (especially for the WWDs) in line
management techniques, especially geared toward the dissemination of implementation
bulletin information and follow-up, to appropriate task leaders.

> Assign staff to visit all Ismailia and Port Said primary managers at least bi-weekly.

3, MG&E: Accelerate Project focus on SCA development of an operator certification system for the
w/ww sector, using the basic model developed by the WWISP project in Beheira Governorate.

4. M&E: To improve service delivery and to protect facilities investments, use TDY expertise to
assist all clients on prioritized problems in the physical infrastructure. Also, educate clients on
the use of NOPWASD/MHPU provisions for procuring foreign spare parts.

5. MHPU: Assure clients that in the event of Project termination prior to achievement of
autonomy, the Steering Committee will be given official status as an acting "board of directors"
to continue pursuit of autonomy, and retain regional focus and strategic planning functions for
the clients.
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SECTION 1 INTRODUCTION

1.1 Purpose of the Evaluation

As stated ii1 the scope of work, the purpose of the evaluation is to "assess the effectiveness of the Canal
Cities Water and Wastewater - Phase Il Institutional Support Project (CCII) #263-0174 in meeting its
goals and objectives, and to what extent it improved the institutional capabilities for [the] Suez Canal

Authority and the three canal cities....Specifically, the evaluation will:

4 examine the effectiveness of the CCII project institutional support activities;
4 evaluate the project impact on SCA, and the three canal cities institutional improvement;
> recommend any other actions that may be taken by USAID and the Government of Egypt (GOE)

to achieve project goals and objectives;

4 measure progress toward attainment [of] the project outputs.

1.2 Statement of Work

The statement of work specified both the sources of information to be reviewed and the organizations

to be interviewed. These are presented in the following section, 1.3.1 Information Gathering. In

addition, the statement of work listed the following key items to which the evaluation report is to

respond:

1. Examine the effectiveness and responsiveness of SCA and the three canal cities with regard to
the policy recommendations developed by the project;

2. Delineate problems and constraints which have slowed or prevented the implementation of the
recommended work plans presented by the TA Contractor;

3. Assess any other constraints within the GOE environment that mitigate against achieving overall
project objectives;

4. Assess the effectiveness of SCA and the three canal city plans to sustain the water and the

wastewater facilities;
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5. Evaluate the overall effectiveness of the Training programs including Train the Trainer program

in achieving its objective;

6. Quantify the progress toward achieving the project outputs;
7. Recommend actions that can be taken by USAID and GOE to achieve project goals and
objectives.

1.3 Methodology

1.3.1 Information Gaihering

Datex Inc. fielded Dan Hallett, a consultant sanitary engineer with significant USAID project design,
implementation, and evaluation experience in Egypt, to gather information and prepare the evaluation
report between June 18 and August 17, 1995. The statement of work specified the review of technical
reports produced under CCII, and intensive interviews with SCA and the three canal cities. Mandatory
interviews were also conducted with the Chairman of National Organization for Potable Water and
Sanitary Drainage (NOPWASD) and the Deputy Minister for Utilities of the Ministry of Housing and
Public Utilities (MHPU). A complete list of persons interviewed is provided in Appendix A; a list of

all documents reviewed for this report is provided in Appendix B.

The Project serves four clients in the field: the Suez Canal Authority (SCA) and the governorate
wastewater sections that serve the three canal cities. Operations and maintenance (O&M) of the water
systems for the three cities are managed decentrally by SCA. Thus a total of seven client management
groups (client units) went through the interview process. In addition, the Project provided intensive
technical assistance (TA) to a number of governorate departments outside of the wastewater sections,
including finance and public relations. While it was not possible to interview all of the managers of all
of the departments directly involved in the TA activities of the Project, a representative of each affected

department was interviewed in at least one city, with the sole exception of finance departments.
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A number of interviews were conducted beyond the mandatory scope. Dr. May Yacoob, public
participation specialist for USAID's Environmental Health Project, provided insights into community
involvement in water and wastewater activities. Dr. Ahmed Gaber, General Manager of Chemonics
International - Egypt, provided information on his company's ongoing preparation of infiltration/salinity
studies of the canal cities' wasiewater collection and pumping systems. Finally, beyond client
management personnel, nuinerous O&M trainers were interviewed, along with several laborer trainees

in Suvez, in order to assure proper perspective on the value and effectiveness of training program

development and delivery.

1.3.2 Analysis and Presentation

The analysis of the information gathered is largely dictated by the key items specified in Section 1.2.
In addition, whenever possible, information is analyzed from the opposite approaches inherent in
providing a service; namely, from the provider (Contractor or management authority) down, and from

the recipierit (client or trainec) up.

The key item calling for the quantification of progress toward achievement of Project goals could not
be directly addressed since quantifiable baseline data is process-driven, and is, therefore, generated as
the Project progresses from analyzing existing conditions to locating data sources that are relevant to
planned solutions. Instead, a discussion of quantification in institutional development projects is

presented along with several examples of Contractor quantification efforts.

Chapter 2 presents the background of the Project through a summary of the preceding Phase [ contract,
the Phase II construction contract, and the contract under review in this evaluation. The bedy of this
evaluation report discusses the key items to be addressed, with a chapter devoted to each item. Chapters
5 and 7 call for an assessment toward achievement of the 4 Project objectives and an evaluation,

respectively, and therefore, are relatively lengthy. Highest priority recommended actions have been
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presented in the front of this report, while additional recommendations are presented in Chapter 9.
Finally, a separate Annex document provides extended presentations of issues relevant to Chapters 4,

6,and 7.
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SECTION 2 BACKGROUND

2.1 Phase 1

The wars of 1967, 1969-70, and 1973 devastated large parts of the infrastructure of three cities along
the Suez Canal, namely, Port Said, Ismailia, and Suez, through both physical damage and neglect due
to evacuations. Master Plans for the rehabilitation and expansion of water and wastewater (W/ww)
facilities in these three cities were developed under a USAID grant in the late 1970s. Top priority
projects formed the basis of the Canal Cities Water and Sewerage Project (#263-0048), obligated in

September 1978.

The Phase I project, amended in 1983, focusses remaining project resources budgeted for wastewater
on the collection system (a major public health emergency), delaying the rehabilitation of wastewater
treatment facilities to a Phase II follow-on project. Most of the Phase I construction was completed by
1987. O&M technical assistance (TA) to the 2 governorate wastewater departments (W WDs) was

provided by Canal Cities Consultants (CCC).

2.2 Phase I1

The Memorandum of Understanding of January 1984 between the Government of Egypt (GOE) and
USAID conditioned further funding of capital projects in the w/ww sector on progress achieved in
institutional reform. This, together with an institutional needs assessment of the canal cities performed
by CCC, provided the framework for the incorporation of institutional assistance into the Phase II

project agreement, signed in September 1987.

Phase 11 capital improvement activities provided for the construction of new wastewater treatment plants
(WWTPs) in each of the canal cities and for the rehabilitation of the Sweetwater Canal serving Port

Said. The capital improvement project added a new pump station, Ataka, adjacent to the Suez WWTP,
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as well as the rehabilitation of another pump station during project implementation. The design/build

contractors (DBCs) were to provide O&M training on their facilities to governorate O&M personnel.

2.2.1 Institutional Support Contract

The Phase Il institutional support contract was awarded to Metcalf & Eddy International, Inc. (M&E),
and activities began in June 1991. The contract scope of work called for initial studies and assessments
to determine arrangements and required workplans to provide the needed institutional support for a
regional semi-autonomous water and wastewater utility organization. SCA, recognized as an existing
well-managed regional authority, operated under a liberal Prime Ministerial Decree, using management
practices adopted from its colonial origins. Since SCA already managed the water infrastructure for the
three canal cities (primarily to assure service to the international shipping industry as well as to serve
its workers in the cities), it was hoped, from the beginning, that SCA would accept a more expanded role
by incorporating wastewater (ww) management for the three cities within its operational mandate, or
via its creation of a branch utility authority. Unfortunately, SCA could not be convinced during the early
years of the Project to add this new responsibility. It was also clear that any alternative regional or city
w/ww authority would be hard-pressed to develop the management capabilities and funding sources at

the disposal of SCA.

Intensive Contractor effort through the Project's Steering Committee resulted in late 1992 in SCA
accepting a major role in the region in the ww subsector, namely, as contractor to the cities for the O&M
of the newly constructed WWTPs. While this development was recognized as a major accomplishment
toward assuring the sustainability of the Phase II capital construction and in setting a precedent in
involving SCA in the ww subsector, it also added a major element to the scope of work of the
Contractor. At least for the near-term, the myriad institutional support activities that were designed for
implementation within a single regional w/ww authority would need to be supplied to 4 clients in 7

locationz (7 client units): SCA (headquarters and 3 cities' satellite client units) for water treatment and
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distribution and, now, for O&M of WWTPs, plus the 3 WWDs in the cities for ww collection and

pumping.

2.2.2 1994 Contract Amendment

February 1994 brought a new Chief-of-Party to the Project. Although considerable progress took place
in completing needs assessments, gathering and collating data for new data-based management systems,
and in implementing O&M Training-of-Trainer (ToT) programs, it was clear that the Project had not
faced the implications to the scope of work of providing institutional support to 7 client units, whereas
the scope implied support to one centralized regional management structure. M&E, with USAID
approval, performed an "internal evaluation" of the Project between March and June of 1994, focusing
on adjusting their scope of work to: (1) provide services to seven institutional units instead of one, and

(2) complete Project goals within the present contracted period (ending June 1996).

After much analysis and negotiation among all parties involved, USAID agreed to modify the scope of

work in a contract amendment in September 1994. Major modifications included:

> Contractor level-of-effort in ww collection and pumping for the remainder of the contract period
be focused on completing institutional support activities in Suez only. This will create a
"model" for future replication by the WWDs for ww collection and pumping in Ismailia and Port
Said.

> Refocus efforts to strengthen financial management practices, including the use of cost-of-
service-based tariff models developed as a financial management tool.

> Eliminate original scope of work subtasks that require significant Contractor level-of-effort that
are either no longer relevant or are not germane to immediate institutional development needs.

» Refocus SCA activities on operational improvements.
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SECTION 3 PoLICY RECOMMENDATIONS
Examine the effectiveness and responsiveness of SCA and the three canal cities with

regard to the policy recommendations developed by the project.

CCII policy issues, implemented through a project Steering Committee (established by Ministerial
decree in late 1991), consist of the Secretaries General of the three governorates, the Head of the Works
Department of SCA, the Chairman of NOPWASD, and the Deputy Minister of the MHPU. Higher-level
policy issues are referred by the Steering Committee to a Follow-Up Committee composed of the three
Governors and the Minister of MHPU. The Contractor (M&E) Chief-of-Party administers the Steering

Committee meetings by setting agendas and through acting as chairperson during meetings.

Activities of the Project Steering Committee remained high throughout the life of the Project, they held
dozens of meetings each year, with members contributing a high level-of-effort in implementing
recommendations. Major policy achievements by the Steering Committee include:

> SCA acceptance of O&M responsibility for the new WWTPs.

> Development and negotiation of the O&M contract for the Suez WWTP.
> SCA acceptance of O&M responsibility for the new Ataka Pump Station, adjacent to the Suez
WWTP.

In addition, the Steering Committee presently facilitates discussions with the Central Agency for
Organization and Administration (CAOA) to gain approval of governorate WWD organizational and
staffing changes to be recommended by the Project, beginning with Suez. Also, the Committee
facilitated negotiations between the Secretaries General and the Egyptian Environmental Affairs Agency

(EEAA) resulting in the acceptance of interim effluent quality requirements for the new WWTP in Suez.
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The Secretaries General, in their oversight of the WWDs in the O&M of the ww collection and pumping
systems, have been largely responsive to M&E governorate-level policy recommendations that facilitate
Project goals. For example, the Secretaries General assisted th2 Contractor in separating information
from sources in other governorate departments that is necessary for WWD management decision-making

(eg. financial and stores).

While the WWD managers, themselves, are limited in the roles they can play in the level of policy issues
thus far tackled within the Project, they display an eagerness to learn how to more effectively manage
their departments under increased levels of independence. Two current examples of WWD managers
advocating policy reform toward independence are: (1) Ismailia WWD is presently under the City
Council, and is pursuing direct accountability to the Secretary General, and (2) Suez WWD is presently
under the Housing & Utilities Directorate, and is also pursing direct responsibility under the

governorate.

The provision of TA and "hardware" in the Project was a key factor in SCA's acceptance of internal
policy recommendations. SCA was initially reluctant to consider breaking out water-related information
from central departments and form separate water units, such as financial accounting, due to the
prevailing attitude that water only forms a small percentage of the Works Department, which is a small
percentage of overall SCA operations. But once the Contractor demonstrated the efficiencies to be
gained using Project-supplied training, hardware, and software, organizational restructuring, even

Authority-wide, was accepted.

During the early years of the Project, SCA did not want to accept any responsibility for future
involvement in the ww subsector. Their major objection to this responsibility came from the idea that
it would be a burden on them to provide O&M on old systems. The SCA stated that they had no trained

staff in ww O&M or management, that old systems break down too often, and that there was no
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assurance that the added costs could be recovered. However, once the Project was able to offer the SCA

a contract to the cities to provide O&M for the WWTPs, which included O&M training, SCA accepted.

It is the hope of many that if USAID should decide to use remaining canal cities sector development
funds to do major rehabilitation of the collection and pumping systems (during the July interviews
conducted for the preparation of this report, there was no knowledge in the field that USAID had already
obligated these funds for that purpose), SCA will seriously consider undertaking the responsibility of
management of the all 3 w/ww systems. The outstanding concern regarding this scenario comes from

the existing WWD staffs, who fear that SCA will not accept many of their workers in such a transfer of

authority.

Although the Project could not achieve the formation of a single indepenc :nt utility, system
developments implemented by the Project were designed to be compatible among all client units so that
future integration could result when and if appropriate. The Steering Committee plans to reopen
discussions of organizational alternatives in the near future. Finally, it should be noted that in lieu of
a regional utility, M&E plans to assist the Steering Committee in developing systems of cooperation

among the three WWDs for emergency needs, training, and planning.
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SECTION4  IMPLEMENTATION CONSTRAINTS
Delineate problems and constraints which have slowed or prevented the implementation

of the recommended work plans presented by the TA Contractor.

Most of the problems and constraints which slowed work plan implementation are due to two factors:
(1) the necessarily sequential nature of work plan elements inherent in institutional development, and
(2) the accelerated pace of work plan scheduling. A discussion of the effects of sequenced institutional

development activities on implementation progress is presented in the Annex.

Implementation progress in most tasks was limited during the initial years of the Project. Necessary
assessments and data collection were accomplished for most tasks, while the major focus of activity was
in the creation and use of the Steering Committee in achieving the best possible institutional
arrangements. These activities would assure the maximum success toward achieving the Project
objectives under present GOE circumstances. Other areas of significant accomplishment during those
years include the development of: (1) O&M training-of-trainer programs for ww collection and
pumping, (2) educational materials for public water conservation campaigns, and (3) initial assistance

for upcoming WWTP transition.

A major outcome of the Contract scope of work modification of September 1994 (see Chapter 2.2) was
the new emphasis on completing the Contractor work plans for the Suez WWD collection and pumping
unit only by the end of the Contract period. Ismailia and Port Said WWDs would proceed with their
O&M training, tariff formulation, and consumer education tasks to completion, but all remaining tasks
would proceed to final formulation and completion by imitating the development of the Contractor-
assisted "model" in Suez. Needless to say, this change of scope was not enthusiastically received in
Ismailia and Port Said, even with the addition in March 1995 of management and task Implementation

Teams, composed of members from all client units. Exchange of information from the intensely assisted
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Suez governorate personnel to their counterparts in Ismailia and Port Said comprised one of many
functions performed by these implementation teams. The Contractor especially relied on the

management Implementation Teams to retain enthusiasm in underserved client units.

With the above discussion in mind, specific problems and constraints which have slowed or prevented

the implementation of Contractor work plans include:

> Inconsistent attendance and enthusiasm by a number of Project client participants due to a lack
of incentives to participare in meetings or other activities, especially with required travel.

> In Ismailia and Port Said, clients perceive a lack of progress beyond initial training. They are

encouraged to focus on the next activity mainly through short-noticed visits of Contractor staff.

> Computer hardware has not yet arrived on which to practice theories/systems already developed
and trained, often many months ago.

> Work plans are suddenly very tight and intensive, especially in Suez, due to attempting to
accomplish mauy of the scope of work activities during the last 14 months of the Project.

> While most of the Project participants in Ismailia and Port Said accept and understand their new
activity :evel within the remainder of the Project, some others do not, and lose confidence which
may negatively reflect the future level of effort.

> While many task assessment activities happened years ago, their follow-through on training and
practice has been delayed even more by the current focus on completing the Suez model.

> A mixed degree of understanding, level of activity, and agenda dissemination among

Implementation Teams and members.

M&E assistance to the SCA has a unique aspect. Since there exists a general perception that the SCA
was already well-managed, especially within their own minds, M&E work plan development has had

to be more carefully crafted to first convince the client that such TA was even needed. (For example,
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SCA did not perceive, in the early days of the Project, that ToT training for distribution network O&M
employees was a necessary intervention. Only after years of discussion and observation of M&E efforts,
could SCA be convinced to participate, and implementation only recently began.) SCA also tends to

be more impatient than the WWDs for implementation follow-through by the Contractor.
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SECTION § OTHER CONSTRAINTS TO OVERALL PROJECT OBJECTIVES
Assess any other constraints within the GOE environment that mitigate against

achieving overall project objectives.

The overall Project objectives are: (1) attainment of financial viability, (2) achievement of
organizational effectiveness, (3) improvement of service delivery capability, and (4) availability of

competent manpower.

5.1 Financial Viability

Financial viability of a utility can be defined as the ability of the utility to guarantee the availability of
revenues sufficient to cover all necessary costs for administration, O&M, and capital improvements for
system rehabilitation and expansion. The CCII project addresses this issue both directly, through
improving the utility's ability to efficiently collect revenues, and indirectly, through reducing overall
costs. Without the achievement of an integrated w/ww utility, revenues are presently collected only via
SCA water bills, with the incorporated ww surcharge being transferred to the governorates, who are
responsiblg for the ww systems. Present GOE-supplied water tariffs are used in SCA billings, with the
ww surcharge set at 50% of the water bill as part of the Project agreement. All revenues are retained
locally. While revenues collected for water are presently sufficient to pay for SCA's O&M of the water
systems (not capital costs), and the revenues collected from ww surcharges have been largely sufficient
to cover governorate WWD O&M costs of the collection and pumping system, the huge additional O&M
costs for the new WWTPs have no local institutionalized source of funding. Nevertheless, the GOE is
obligated to fully fund the first 2 years of WWTP O&M, and as long as the govemorates apply for
subsequent Bab2 funding in a convincing manner, they should be able to maintain adequate

subsidization to cover their O&M needs.

The following summarizes the constraints to Project financial viability objectives:
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> The GOE, recognizing the unacceptable burden to the majority of the public to pay for the cost
of w/ww services directly, prefers to continue to pay by subsidies from general overall revenue

collections.

> Concern of local officials, politically, to suggest increased tariffs to local councils.
> GOE absence of commitment to pay for capital improvements.
> Lack of funds for capital improvements to ww collection and pumping systems adds large

indirect, burden to O&M costs of entire ww systems. (The recent USAID commitment to func
these capital improvement needs should rectify this present condition.)
> MHPU claims it would be able to fully support independent utilities, but now must go through

the GOE budget.

Finally, it is important to note that financial viability of the w/ww systems will be greatly improved by
cost savings through efficiencies developed by the Project. Specifically, improved identification of
system losses, preventative maintenance systems, and overall utility management and administrative

efficiencies proposed by M&E should afford significant longer-term cost savings.

The other side of the financial viability equation, namely, increased revenues through efficiencies in
metering, billing, and collection, has been a substantial focus of M&E. The fact that SCA can internally
subsidize the costs of the water systems added to problem recognition. Also, illegal connections are
significant and are difficult to control without efficient metering, billing, and collection. M&E would
like to develop and implement an automated customer information system from which data can be
analyzed to pinpoint problem areas as well as provide information necessary to optimize

metering/billing/collection.

52 Organizational Effectiveness

The presence of the SCA as an already effective organization in charge of water services for the Canal
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Cities limited the overall discussion of options for future organizational restructuring for w/ww service
delivery. A Contractor study in 1992 concluded that the Project, through its Steering Committee,

continue to try to persuade the SCA to accept the expanded role as a full-service w/ww utility.

The continued reluctance of SCA to take on this added responsibility led to Project focus on the
improvement of organizational effectiveness of the remaining governorate WWDs. It was hoped that
improved management and training of governorate staff. as well as Project-developed organizational
improvements, would make eventual merger within SCA operations more attractive. M&E has
succeeded in extracting information and establishing coordination from a number of separate
governorate departments for use by WWD management. But governorate officials know that serious
limitations exist in the degree of organizational effectiveness attainable within the governorate
bureaucracy. These constraints pertain mainly to the Secretary General's or City Council's ability and
political will to provide adequate resources to any one department to assure its optimum effectiveness.
For this reason, all concerned officials recognize the importance of continued Contractor efforts toward

a final solution that incorporates ww functions within SCA or within an authority independent of

governorate budgetary restrictions.

Finally, it should be noted that M&E is presently working with the WWDs on internal organizational
restructuring, beginning in earnest in Suez. As a governorate department, required CAOA approvals

are being sought, starting in Suez, for organizational and personnel needs.

53 Service Delivery Capability

GOE constraints to Project efforts to improve utility units in service delivery capabilities primarily
derive from budgetary resource limitations. The GOE cannot afford to guarantee Bab3 funding for the
capital improvement needs of the w/ww sector. It even specifically prohibited tariff models which

reflect capital improvement costs. A prime example of the effect of limited funding for capital
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improvements is the excessive O&M expense and manpower required to keep the aged ww collection
and pumping systems running. In addition, WWD managers must be very persuasive to convince their

Secretaries General to use their limited funds to provide outside TA for ww system needs.

Finally, the lack of independence from governorate/city council/housing directorate departments within

the governorates contributes to delays in the WWDs' ability to provide services at optimum efficiency.

5.4  Availability of Competent Manpower

The availability of competent manpower comprises a major source of concern in any institutional
development project in Egypt which requires implementation within governorate ranks. The GOE
personnel system limits promotions, salaries, and incentive systems, while not adequately rewarding job
performance. While the MHPU provides mediocre management training at its NOPWASD training
center in the Mogamma building in Cairo and good O&M training in Damanhour, these facilities are
inadequate to meet the needs of the canal cities, let alone other underserved provincial cities throughout
the country. Besides, the governorates cannot afford to send the trainees to such distant training sites.

There exists a strong need for locally available management and basic ww systems training.

A national operator certification program would go a long way in rectifying many of the problems
inherent in the GOE personnel system through the development, reward, and retention of competent
manpower within the sector. But NOPWASD has not seriously followed up on the basic excellent work
started in Beheira Governorate under USAID's WWISP project. M&E is presently in discussions with

the SCA to consider a SCA-based operator certification program for the region.

Finally, concerns exist within the governorates that once the Project identifies new departmental needs,
such as planning, within the context of the organizational restructuring exercise presently underway, that

the CAOA approval process or unavailability of competent manpower within government ranks may
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pose significant limits on achieving optimal staffing. Also, it is important to note that while SCA has
no problems retaining or adding competent manpower due to their liberal personnel management
practices and compensation levels, present WWD employees are concerned that if some day their jobs
are made obsolete due to SCA agglomeration of ww activities for the governorates, that SCA's criteria
for hiring them may be too strict. (SCA has already hired most of the Suez governorate employees who

were trained by the DBC in the O&M of the Ataka pump station.)
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SECTION 6 EFFECTIVENESS OF SUSTAINABILITY PLANS
Assess the effectiveness of SCA and the three canal city plans to sustain the water and

wastewater facilities.

The sustainability of w/ww facilities requires: (1) long-term guaranteed financing for O&M, capital
improvements, and administration, and (2) institutionalized systems for management and planning for
present and future facilities needs. Financial viability issues were presented in Chapter 5. While Project
TA toward institutionalizing management practices has primarily, up until now, focused on identifying
needs and providing basic training in the operation of new "tools" to assist management, most of the
requirements for "institutionalizing" management and planning systems await a number of

developmental steps before sustainability can be assured.

The SCA has traditionally managed water facilities in the canal cities. The Project incorporates
numerous interventions to segregate and optimize water management practices within the SCA, and the
general agreement is that the SCA enjoys the financial ability and management commitment to sustain

these practices.

Through the considerable efforts of M&E and the Steering Committee, the Project contributed greatly
toward the sustainability of the new WWTPs and the Ataka pump station by securing the SCA as the
O&M contractor. While the contract only covers the initial two-year period under NOPWASD
management, the governorate owners have been involved in the contracting process, and therefore,

should be able to sustain the contracting mechanism for future optimal O&M of these facilities.

The sustainability of the ww collection and pumping facilities and Project-provided institutional
development to support these facilities remains problematic. The physical condition of much of the

systems is known to be poor, and infiltration studies being conducted on these systems are assessing
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future needs. The state of these systems has had a far-reaching effect on Project goals. Not only has
WWD manpower availability been diluted just to "keep these systems running", but the systems will also
have a significant impact on the quality and quantity of the ww reaching the WWTPs, greatly effecting
treatment operations and, therefore, effluent quality. What is probably most important is that their poor
condition is a major reason why the SCA has not been willing to consider the role as overall w/ww

utility manager for the 3 cities.

The CCII project focussed increasingly on improving management and delivery systems within the
WWDs to support the O&M of the ww collection and pumping systems. Most of this institutional
development work has not proceeded beyond basic training in preparation for the arrival of hardware
on which to practice these new "management tools", or it awaits further development on the
organizational restructuring task. The remaining sequential steps in each activity, as well as within the
training effort of each activity (see Annex), are yet to be implemented, and are required to ensure

sustainability.

Arguably the most critical issue for the sustainability of the w/ww facilities is the future of the role that
the Project's Steering Committee took in institutional development activities progress and in affecting
a regional approach toward the creation of independent utilities (or a regional utility organization). The
Steering Committee must gain official status beyond the life of the Project until a Board of Directors

is established under the independent utility/utilities.

This Committee/Board must also incorporate strategic planning activities for the utilities, including the

maintenance of a focus on regionalization of appropriate functions.

It was envisioned that the task Implementation Teams (see Chapter 4) might voluntarily continue beyond

the life of the Project to foster communication among members from the 3 cities, developing and
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promoting regional efficiencies, and assisting each other in technical matters. With few exceptions, this
goal will likely be unfulfilled without a regional w/ww authority or Contractor insistence due to the

personal burdens of travel time and expense.

Planning sections are being considered for addition to the WWDs in the present reorganization exercise.
While the main function of these sections will be to develop and evaluate capital improvement needs
within strategic plans, the dearth of resources available to the governorates for capital improvements in -

the foreseeable future is of major concern for the sustainability of the facilities.

The sustainability of Project-provided training programs is discussed in depth in Chapter 7. Without
sufficient funding to contract out needed future TA from sources outside their department/governorate,
the WWDs will not be able to adequately maintain and improve on Project gains and facilities integrity.
(See Annex discussion.) Both the SCA and the WWDs expressed the present need for TA for majcr
repairs and spare parts for equipment supplied under Phase [ activities. The Project should use its TDY
budget to provide such TA for high priority physical systems repair needs, and spare parts procurement

through existing NOPWASD and MHPU channels should be taught to the clients.

A related need to assure sustainability of most of the Project interventions is a provision for updating
information on specific new developments or products available in the various fields of support
developed to assist WWD managers. Project-supplied training in new systems provides only current
knowledge distilled by the Contractor. Affiliations with technical associations providing such

information are difficult to foster and maintain due to excessive fees and/or transportation costs.

Educational programs form an important tool for sustainability. The Project has been quite successful
in developing, promoting, and delivering public educational tools in support of water conservation and

other messages designed to sustain efficient operation of the w/ww facilities. For example, a third-grade
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curriculum was developed and sustained for use in the canal cities, and the Ministry of Education is
considering its use nationwide. While TV air spots were developed and negotiated by Project staff and
initially aired locally free of charge, there are no Project, or more importantly, sustainable sources of
funds to re-air these messages. In addition, appropriate local (and national) NGOs and PVOs were not
sought by the Project to assist in spreading the educational messages. Also, it should be noted that the
MHPU developed a secondary school-level vocational curriculum for the w/ww sector. This could

provide a major boost to the long-term sustainability of sector improvements.

Finally, and possibly most importantly for the sustainability of Project accomplishments, each system
intervention established by M&E is able to be integrated among the 7 client units. In other words, in
the event that units merge into a combined authority, each activity will have received training and
practice in similar "software" (albeit at possibly different levels of sophistication). This will also greatly
improve the chances that WWD employees will be acceptable to SCA management in the event of SCA

acceptance of broader ww management authority.
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SECTION 7 EFFECTIVENESS OF TRAINING PROGRAMS
Evaluate the overall effectiveness of the Training programs, including Train the Trainer

program, in achieving its objective.

Task H in M&E's Scope of Work called for the development of organization-specific O&M training
systems for water and wastewater personnel based on the training curricula developed under the Phase
[ project, coordinated with the training activities of the Phase Il DBCs. (Training within other tasks is

discussed in previous Chapters and in the Annex.)

M&E chose 5-7 O&M supervisors from each of the WWDs and SCA water treatment plants, and
provided train-the-trainer (ToT) instruction in training needs assessment, curriculum development,
training materials and lesson plan development, training theory, post-training testing, etc. Each training
unit was assigned a head trainer, who would be responsible to the Contractor, and would oversee all
training implementation, including scheduling. Training materials developed in Phase I as well as other
M&E-developed courses were reviewed and made appropriate to present local infrastructure needs, and

translated to Arabic. ToT development began in 1993, and concluded in 1994,

Each training unit provided a dedicated classroom and procured furnishings. The Project provided
appurtenances and equipment such as a TV, video player, camcorder, computer and printer, overhead
projector, instructional videos, whiteboard, window shades, etc. All rooms were designated (Ismailia
WWD is still constructing a new room) and furnished, but procurement of some of the high-tech
hardware has been delayed, with the TVs and video players just arriving, and the computers arriving
within months. Standard reference materials (in English only, since Arabic references were not
determined to be of adequate quality) will also be provided by M&E, and subscriptions to sector journals

have been ordered.
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The production of cut-away models of equipment by the trainers for use in classroom demonstrations
was a noteworthy accomplishment of the project. Not only did this activity provide significant cost
savings to the utilities/Project, but it also exemplified a valuable lesson taught by M&E in most
interventions; namely, significant cost savings can be achieved through self-reliance. This is an

important lesson for institutions operating in resource-poor environments.

The trainers have been delivering their classes for a number of months. In the SCA, training preparation
and classes are conducted immediately after the completion of trainee/trainer work shifts. SCA trainers
are provided overtime pay for this extra training obligation. WWD trainers must perform their training
duties during their normal work times since there is no provision in GOE personnel rules to offer them

incentives for this extra work.

These new O&M training activities are well-received at the trainee and management levels. Only the
WWD trainers are frustrated due to the absence of incentive pay for recognition. The WWD trainers
and department managers also recognize the effects of taking time during work shifts to provide training
in lieu of on-the-job requirements. The trainees are enthusiastic about the program, and expressed their

desire for more courses.

Two noteworthy examples of trainers developing new materials from lessons learned during classroom

implementation are:

> An SCA trainer, who also teaches basic water courses at SCA's Port Fouad apprentice training
center, noticing a need, developed a basic water treatment course for SCA water treatment plant
(WTP) trainees (a 5-week, 40-hour course). This course was institutionalized by the Works
Department as a requirement for all WTP trainees who have not gone through the SCA's
apprenticeship training.

> Ismailia WWD trainers developed separate modified courses for illiterate trainees. They want
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to implement a separate literacy course for these trainees, using manuals from a local literacy
training school. This development has not been related to the other cities' WWDs, pending

instructions from M&E.

M&E is presently preparing a Training Development Plan as a sustainability plan for the training
programs. This should cover the implementation specifics of applying the theories taught in ToT,
including on-the-job training (OJT), performance testing and evaluation, revision of training materials

based on the former, and standard operating procedures. (See Annex.)

As mentioned in Chapter 4, the water network units of the SCA, after seeing the benefits of their

counterpart WTP units' O&M training efforts, have recently started Contractor-supplied ToT training.

Finally, coordination with the DBCs in providing a "full package" of O&M training programs for the
sector brought to light the outstanding need for a basic ww training curriculum. While M&E suggested
they provide this curriculum in the 1994 modified Scope of Work, the DBCs decided that it would be
more appropriate to develop the course(s) themselves since they are already training the WWTP

trainees.

7.1 Evaluation

Task H, like most of the other Scope of Work tasks, has only been partially implemented, although
M&E is confident that all subtasks called for will be accomplished in all 3 cities by June 1996. In fact,
all client units expressed their satisfaction with the overall progress of this Task, as well as the positive
effects already evident in on-the-job understanding. It should also be noted that this is one of the few

tasks that has actually proceeded to a point in implementation where effects can be judged.
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The outstanding major concern for these training programs is in its sustainability for the "next
generation” of trainers. This particular sustainability issue is rarely addressed in the design of
development projects. While the Project produced and referenced training manuals in ToT, who will
teach the next set of trainers how to best apply the theory to practical application? Who will oversee
this practice? While sources of O&M information and training materials were determined under Project
supervision, trainers have not been advised as to how to procure updated materials as the need arises.
How will the "next generation" of trainers learn about sources of information? This "next generation"
question should be asked, and solutions implemented, for training activities within all Project

institutional development activities.

In the absence of designated trainers in governorate service, M&E chose O&M supervisors within the
WWDs to receive ToT training. The use of O&M supervisors in this role has several advantages. For
example, they are in a natural position to provide OJT, and are most appropriate to analyze on-going
training needs. But unlike their SCA counterparts, they must add these duties within their normal work
hours, without added compensatory recognition. As their training duties expand with the
implementation of follow-up activities to complete the "training cycle", these problems will only
worsen. This situation should be addressed by the Secretaries General, possibly through the MHPU,
before program enthusiasm becomes noticeably effected and/or job performance at facility sites is

seriously effected by training's time demands.

Many of the training modules describe optimum job performance using equipment that is not available

to the governorates. This is confusing, if not disillusioning, to the trainees. Lessons should be modified

from ideal circumstances to reflect realities.

Without quality Arabic-language references or sector periodicals, trainers need strong English language

skills. These skills are also essential to maximize the benefits of conference attendance, other national
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and international exchange activities [that greatly enhance enthusiasm for quality control initiatives and
promotes sustainability through comradeship], and present and future foreign TA. This is true for the
trainers as well as other managers who will depend on English-language references and exchanges in
the future optimization of their new job functions. For sustainability, English language training should

be encouraged for those who require it.

The DBCs will provide both basic ww, and WWTP-specific, O&M training to the present contracted
operators. Who will provide this training to the "next generation" of contracted or owner-supplied
operators? What about the basic ww training needs of the WWD collection and pumping operators, and
their "next generation"? The SCA is already well on the way toward institutionalizing these long-term
activities for water, but the WWDs have no such plans for ww. Permanent establishment of locally
available basic ww systems and facility-specific ww O&M training facilities, with permanent small

training staffs located at each WWTP, may provide the ideal solution.

Finally, if present discussions with the SCA regard_ing the establishment of a regional operator
certification program for the sector bears fruit, a need will exist to provide training locally, geared more
specifically toward passing certification exams. The model examinations and training curriculum
developed at NOPWASD's Damanhour Training Center during the WWISP project should be examined
and adapted to the SCA's/WWD's personnel classifications and other local needs. Training curricula,
trainer requirements, and training facilities developed under Project guidance should then incorporate

these additional training demands.
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SECTION 8 PROGRESS TOWARD PROJECT QUTPUTS

Quantify the progress toward achieving the project outputs.

The quantification of project outputs of institutional development projects has been problematic. Unlike
most development projects, where benchmarks of progress can be easily identified, whether they be
completed interim steps in construction activities, or assessment reports required in a master planning
project, institutional development progress benchmarks are more elusive. This is due largely to the long-
term nature of most institutional development project achievements in combination with the inherent
dependency on evolving government responses to necessary administrative and legal reforms suggested

by the project.

Certainly, performance measurements of project participants can be developed, assessed, and quantified.
But even these measurements will display fluidity as the project learns through experience and continues
to modify its performance standards. Benchmarks of achievement toward project accomplishments can
also be developed early in the project, but again, the relevancy of their achievement to overall project
goals may be questioned under newly evolved institutional constraints or capabilities outside the control

of Project contractors.

This is not to say that it is, therefore, impossible to establish benchmarks of progress in institutional
development projects. But these benchmarks will necessarily be fluid. In other words, and in
conclusion, if USAID requires quantification of project achievements toward institutional development
project goals, the best overall indicators may be the accomplishment of work plan sub-tasks as they are

developed and sequenced throughout the life of the project.

It should be noted that M&E has made several attempts to quantify Project outputs. Notably:

> The KPMG Peat Marwick Exit Report of June 1994 provided subjective ratings of

Datex, Inc. Canal Cities Water & Wastewater: Phase |l Institutional Support Project Pg. 28
Interim Evaluation Final Report



Appendix A
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Mohammed Mahmood

Hamdy Mahran
Saad Hamed
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Mohammed Mohammed
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Mohammed Yousef

Ragab Ali

Yasser Mohammed

CCII Project Officer, USAID

UAD, USAID

UAD, USAID

UAD, USAID
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CCII, M&E

CCII, M&E

CCII, M&E

Dpty. Minister for Utilities, MHPU
Chairman, NOPWASD
Dpty.Asst.,Foreign Donor Liaison,NOPWASD
President, Chemonics Int'l.-Egypt
Environmental Health Project, CDM

Secretary General

Chief of WWD

Head of Pumping, WWD

Head of Workshop & Maint.,, WWD
Head of Stores, WWD

Head of Administrative Affairs
Chief of Public Relations Dept.

Dir. of WTP, SCA

Chief of Network, SCA

Chief of Electrical Dept., WTP, SCA
Chief of Stores, WTP, SCA

Chief of WWD

Head O&M Trainer, WWD
Head of Network, WWD
Electrical Tech.,, WWD
Pump Sta. Mngr., WWD
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Trainee, WWD
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Hani el Bon

Naim Ramadan
Emad Abdul Wahab
Naga Addeya

Esam Ibrahim
Ahmed Herrik
Mohammed Besyuni
Nabil el Din

Saleh Mourad
Magdi Shatla
Magdi Moussa
Mona el Azab

Port Said

Ali Mageyri

Mosad Soliman
Mohammed Sheikh
Engr. Saleh

Mustafa Genina
Medhat Fooda

Saleh Saleh

Ahmad Saleh
Mohammed el Sayad

Dir., Civil Works Dept., SCA

Asst. to Civil Works Dir., SCA
Chief of Water Dept. for Cities, SCA
Dir. of Ismailia Water Works, SCA
Ass't. to WTP Dir., SCA

Mech. Engr., WTP, SCA

Elec. Engr., WTP, SCA

CCII, M&E

CCII, M&E

CCIl, M&E

CCII, M&E

CCll, M&E

Secretary General

Chief of WWD

Head of Pump Sta., WWD

Asst. to Dir. of Public Works, SCA
Dir. of Pt. Fouad Training Ctr., SCA
Dir. of WTP, SCA

Dir. of Water Dist. System, SCA
Mech. Engr., WTP, SCA

Elec. Engr., WTP, SCA
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ANNEX
I The Sequential Nature of Institutional Development Activities

Institutional development necessitates, to a large degree, two levels of sequentially accomplished types
of activities. On one level, institutional change and internal management practices improvement require
the following sequential steps (where each successive activity must wait, for the most part, on the
completion of the prior one): (1) decision on level of authority and independence of the utility, along
with other assessments and data gathering, (2) development of new organizational structure with
specified goals, functions and job descriptions, (3) obtain approval for organizational restructuring, (4)
fill new manpower requirements, (5) identify training needs and train new manpower, (6) develop
internal management lines of responsibility and communication, (7) develop standard operating
procedures (SOPs), etc.

The other level of sequential activities is the "training” element (this varies from teaching a new way
to account for water system costs to full-scale O&M training systems) that must be supplied within many
of the above institutional development steps. The sequential steps of this internal training element may
include: (1) identify needs, (2) prepare training materials and supply training, (3) provision of new
hardware, (4) on-the-job training (OJT) and/or oversight, (5) develop and implement performance
evaluation system, (6) identify additional needs (revise training, modify software application, add
software, etc.), (7) implement additional needs via cycling steps (2) to (6) until satisfied with
performance.

While not all of the steps outlined above require sequential application (for example, training on new
systems may be provided to existing staff prior to completion of reorganization planning and approval
where staffing changes are not anticipated), in general, the implementation of each subsequent step
depends upon the completion of the prior steps. Contractor work plans must mimic these sequences.

Sequenced activities require Contractor diligence in assuring client enthusiasm during periods of
inevitable delays that occur in implementation. The importance of maintaining client enthusiasm in the
context of implementing new ideas within an institutional development project in developing country
environments cannot be overstated. This is especially true in institutional development projects due to
its nature of primarily providing structural and management advice, with few of the "hardware"
provisions normally supplied by foreign donors. For example, while this Project makes many new
demands for expanded roles of client personnel, it does not provide direct incentives for participation.
In the meantime, the same client personnel may be tackling significant on-the-job technical problems
which demand expert TA that is not available within this Contractor's scope of work. This situation,
when added to delays in sequential activities, inevitably leads to reduced enthusiasm from clients in
Project participation, which can reduce the overall effectiveness of the institutional development efforts.

IL The Need To Incorporate The Provision To Contract Out Technical Assistance
Within USAID-Supported Institutional Development Projects

When the Contractor is no longer available to supply TA on institutional development at the WWDs,
there will still remain a need for the WWDs to have access to TA from without their



department/governorate sources. No institutional development project can leave behind all the answers
to all the unknown future situations that may arise. Therefore, the Contractor needs to institutionalize
a system to access (eg. contract out) TA as required.

The USAID Policy Paper on Institutional Development of 1983 stated: "A.LD....should avoid activities
that explicitly or implicitly preempt private sector options." Project-provided TA to contract out future
TA needs will depend, to a significant degree, on the availability of quality private sector services.
During the 1994 scope of work revision for the Project, a number of relatively peripheral activities from
the original scope were dropped, justifiably, in order to achieve basic Project goals by the end of the
present Contract. Analysis of, assistance to, and coordination with the private service sector to the
w/ww industry was one of those scope activities dropped. Recommendation #8 suggests its

reincorporation.



